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Exiting Employees - Putting Plans in Place to Fill the Gaps

Whether you know the resignation is imminent or not, the feeling of dread upon receiving
that resignation letter is not pleasant. | think it can feel worse still when you have a small
feam. Losing one person in a team of four, means losing 25% of your workforce. If you are the
business owner, it would be fair to say that in the majority of situations that extra 25% of work
falls back to you. Which | can honestly say from personal experience, feels like you are taking
a step backwards.

So, how can you keep your spirits lifted and take a proactive step to find someone else
(internally or externally) to fill the incumbents boots2 Succession planning is a useful tool that
we use with many of our clients and which we use ourselves to help map the skills and
experience in the feam; and identify what gaps we would encounter if specific individuals
left the business. That includes the business owner too, because one day, you may need to
or will want to step away from the business.

What is Succession Planning?

Succession planning provides a structured and targeted approach to ensure that you have
the right people, with the right skills, doing the right things at the right time.

An effective succession plan provides the foundations for building a talent pipeline and
involves 3 simple steps:

e Forecasting

e  Gap analysis

e Developing talent

Forecasting

Succession planning is good risk management as it ensures that you have a solid
understanding of your potential areas of ‘people and role’' related risk. The first step in
succession planning is o review your team forecast by identifying business critical roles and
highlighting the skills, knowledge and abilities needed for each of these roles. This will also
inform any recruitment decisions you may need to make.

Questions for you as the business owner/manager to consider at this stage:

e Which are the “key” positions that expose us to the most risk if they are not
performed/covered?

e  What are the critical knowledge/skills we must have now?

e What are the critical knowledge/skills we much have in one year, three years, five

years, etc.¢
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Gap Analysis

Once you have devised a forecast of the critical business functions and core capabilities that
are required to support your business strategy, you can proceed to identifying the skills,
knowledge and ability gaps in the current team. From this, you can deftermine the actual
requirements for your future team, thus ensuring that when recruiting and/or promoting, that
the right people are in each of the specific roles. Again, this data can be incorporated into
your recruitment and selection strategy.

Questions for you as the business owner/manager to consider at this stage:

e  What are the skills that we need to deliver our current business strategy?
e What are the skills that we need for in three years, five years, etc.2

e  Where and what are the gaps?

Developing Talent

While succession planning is a pro-active approach, it does rely on some re-active measures
and information from your performance appraisal process to identify your star performers. An
effective performance appraisal process coupled with your gap analysis enables you to
assess current team capability and identify emerging talent, as well as what investment will
required to develop each team member for which role(s) and what the likely return will be.
This information will assist you to build development plans to address any capability gaps,
build a stronger team and reduce risk exposure.

Training is often seen as the silver bullet in terms of developing talent however, learning
fransfer can be a challenge if there is inadequate opportunity to use the skills and knowledge
from the tfraining course. There are a multitude of other methods available within the work
place to develop talent including:

e Involvement in projects

e Involvement with cross functional teams

e Job shadowing

e Opportunities to move across tfeams/business units on secondment or longer tferm
e Assigning a mentor or coach from the senior management team

e Agreeing stretch targets

Questions for you as the business owner/manager to consider at this stage:

e Isthere any key talent in the business which we agree we must nurture and retain?

e How are we recognising and rewarding our star performers?

e Do our star performers know what they need to be doing to be considered for
their next career move?

e What are we doing to ensure that we address performance issues prompftly?

e That we are recruiting people with the right skills which support the Genesis brand.

e That we are fraining sufficient specialist trade and industry experts.
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Working through this exercise will establish a pre-qualified pool of high potential, experienced,
competent and high performing people who are ready o step up when the next challenge
and opportunity arises. However, if you do have a small team, it will help you become very
clear about the skills and experience that you need to bring into your tfeam.
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