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WORKFORCE AND SUCCESSION PLANNING



Workforce planning is not new.  Managers, with assistance from human resources staff, frequently demonstrate creativity in structuring the workforce and filling positions.  Creating support for new positions, restructuring, recruitment strategies, retention initiatives and/or organizational development are planned and implemented time and again.

The Human Resources Division's (HRD) goal is to provide assistance to all State agencies offering the opportunity for more long-term planning processes. All too often the planning process begins as a reaction to a problem.  Deliberate planning will allow executives to more effectively manage our most valuable resource: State employees. Advance preparation will provide continued, effective performance in State government. Our belief is that providing the right tools to agencies allows management to plan for its future workforce needs. This requires not only providing historical data but also looking to the future.

As workforce planning is about anticipating our workforce needs, HRD supports agencies by gathering and analyzing various data regarding the State's workforce.  This information includes salary data, salary comparisons, the types and number of positions within State Service, total compensation comparisons, length of service, voluntary and involuntary turnover, diversity, retirement eligibility, and age profiles.  Providing this data through various means, allows agencies to utilize this information in strategic planning sessions.
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[bookmark: _Toc395175583]I. Introduction

The State of Arizona, like many other public and private employers, has a history of significant workforce challenges in recruiting and retaining employees. Managers know too well the time it takes to fill positions and retain staff. This is particularly true in certain fields. Increasing turnover and increasing competition for a limited pool of quality candidates requires managers to take workforce and succession planning to the next level. Human Resources' role is to assist managers in creating an individualized workforce and succession plan that fits the unique needs of the agency.

To successfully compete with other employers for quality employees and retain our high-caliber employees the State of Arizona must act now. Rather than gathering data and summarizing it only to support a specific request or defend a position, the State must utilize this information to plan for the future.

Return to Table Of Contents

[bookmark: _Toc395175584]II. What is workforce and succession planning?

Workforce planning determines the human resources needs required to meet the goals of an organization.  It is often summarized - the right people, in the right place at the right time. It is planning for a workforce that will be able to accomplish the strategic direction of the agency.

Succession planning is identifying successors for future vacancies. Some organizations concentrate on identifying and grooming replacements for only high-level positions. Other organizations identify key positions to preserve and enhance institutional knowledge, learned from experience. The level in the organization is not at issue.

Workforce and succession planning are linked and should be thought of as a continual process. Workforce planning, based on the strategic plan, involves setting the direction, obtaining data, and setting priorities. Succession planning, based on the established priorities, involves identifying the position(s), developing solutions, implementing solutions and monitoring and evaluating its impact on the workforce plan.




Succession Planning = identify and develop potential successors for key positions.  Succession planning is not like replacement planning, which grades an individual on the basis of his/her past performance. It is predictive in judging an individual for a position he or she might never have been in.

Workforce Planning = identify and analyze needs to achieve objectives.  Determine mix of experience, knowledge, skills and abilities and sequence the steps to take to get the right number of people in the right place at the right time.













Workforce planning is a process that begins with an organization's strategic direction. Before developing a roadmap, managers must know where they are going. The strategic direction sets the stage and takes into consideration customer expectations, new legislation, technology changes, and the external environment. It requires managers to obtain data (current and future), and set priorities.

Succession planning is based on an organization's priorities. Once these priorities have been established human resources can assist management with gathering pertinent data. What are the related issues? It may be a recruitment issue or a retention issue. The organization may have concerns with knowledge management or staff development.  One size does not fit all and needs to be tailored to the agency or unit.
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[bookmark: _Toc395175586]a. Leadership Buy-In

Reviewing the State's information regarding employee retirement eligibility, the disturbing high turnover in some of our critical classifications, and the difficulty to fill certain positions supply ample ammunition when selling workforce and succession planning. However, getting managers excited about a career-long problem is difficult. Asking them to carve out time to strategize about potential vacancies may be a hard-sell, particularly when managers are so inundated with day-to­day transactions.

Obtaining leadership buy-in is the essential first step when developing a workforce and succession plans. Human Resources, utilizing its data, must build the business case for workforce and succession planning. Providing leadership comparative, pertinent data brings focus to the problem.  Without the right people, in the right place, at the right time, our organizations will not perform effectively.

After leadership support is obtained, the next step is marketing the plan to the management team. Personalizing the data specific to the organization and communicating that each solution is unique are the keys to victory. This sales pitch can include organization-specific data regarding such things as turnover, the aging workforce, retirement forecasting, labor market forecasting, retention statistics, economic indicators, etc.

Once managers are "sold" on the value of workforce and succession planning, they need to be introduced to the next step in the model.


[bookmark: _Toc395175587]b. Considerations

The strategic plan of the organization has the biggest impact on the direction of the workforce and succession planning initiative.  The established strategic goals guide the workforce needs.  Additionally, management must not ignore customers’ expectations, legislation, technology changes, and the external environment.

· Is technology changing?
· Will changes in the economy impact services?
· What are employee expectations? 
· How does my agency compare with other agencies?


[bookmark: _Toc395175588]c. Identify Scope

Identifying the scope of the effort is critical. What is the extent of this effort? Will the organization focus on individual positions, certain classifications or a classification series? Will it be geared to the entire organization, division, unit or position?

Scope may involve:

· Individual positions, certain classifications or classification series. Perhaps the agency continues to face problems a particular classification. The focus is turned towards this particular classification, e.g., nurses.
· The entire organization, division, unit, or a specific office. Perhaps the agency begins with an office, learns from the initiative, and then begins focusing on a classification throughout the organization.
· A special project as part of the strategic plan or operational plan. Attention may be focused on a special project. Without the right people on the project, goals will be difficult to meet.



[bookmark: _Toc395175589]d. Demand Forecast

The demand forecast outlines the types of people - the competencies, knowledge, skill and abilities and/or titles that will be needed; and the number of each type/title needed by function.

[bookmark: _Toc395175590]e. Supply Projection

Supply projection involves the current workforce - the employees' knowledge, skills, abilities and competencies - the current workload and the availability of candidates. Comparing the current employees' skills with the future needs allows management to identify what gaps exist.

[bookmark: _Toc395175591]f. Gap Analysis and Prioritization

Gap analysis requires management to compare the workforce demands to the workforce supply projection.  Based on this analysis, gaps and surpluses in staffing levels and competencies needed for the continued effective performance of the organization should be identified.  If gaps are identified, management must determine which gaps have the biggest impact the organization's ability to achieve its goals and determine what solutions will be implemented.   If a surplus is identified, management must review the employee skill sets that will no longer be needed and develop strategies to address the situation, e.g., transfers, retraining or natural attrition, etc.


[bookmark: _Toc395175592]g. Data Analysis

Depending on the situation, data analysis of the specific challenges must be conducted.  If there is a gap, reviewing recruitment data, retention data, turnover, length of service, retirements, etc. will allow management to make informed decisions and individualized solutions. 


[bookmark: _Toc395175593]h. Solutions

Key to resolving issues is the individualized assessment conducted during the data analysis phase.

Potential solutions may include recruitment, retention, staff development and knowledge transfer. After completing the data analysis, one solution may stand out above all others. For example, one organization's issues may require it to concentrate a specific solution, such as retention. Another may face challenges in the area of recruitment or knowledge transfer. Still other organizations with a surplus of employees may be challenged with re-training employees. There is no one right solution and, although there may be a specific challenge, no organization can focus on one area while ignoring others.

[bookmark: _Toc395175594]i. Recruitment/Selection

Recruiters must be creative in the search for qualified candidates.  Increased participation in job fairs, college fairs, and recruitment at professional associations are common practices.  Some untapped resources may include local religious organizations or school parent associations. Even prior to looking for employment, individuals relocating to a new area must first establish religious connections and register children in school.  Other standard recruitment tools include advertising and marketing. The State of Arizona has developed its brand and web page, www.azstatejobs.gov, and shares resources to optimize its advertising efforts.


· What strategies have you considered to fit agency unique needs?
· Refining selection utilizing Talent Acquisition screening tools.
· Utilizing the ADOA job fair, job boards and Talent Acquisition.
· "Growing Your Own" through the use of internships, both paid and non-paid.
· What have other agencies established to address similar recruitment challenges?
· Special assignments of employees allowing them to develop their knowledge, skills and abilities.
· Developing partnerships with community college training programs.
· Intern Programs
· Another source for "new" hires is rehiring retirees.
· Retirees, whether from State Service or another employer offer an employer a large population to choose from. With the growing number of boomers approaching retirement, employers cannot ignore this potential recruitment source.

[bookmark: _Toc395175595]ii. Retention

Retaining our knowledgeable employees is going to become more difficult. Retention is influenced greatly by salary and career growth. Challenges occur because salary and career opportunities are not always under management's control. However, these challenges can be mitigated by making employees happy in other ways.

· Alternate work schedules 
· Telecommuting
· Enhanced employee services
· Other work-life quality initiatives 
· Career ladders
· Orientation
· Salary adjustments 
· Reassigning staff
· Reorganizing
· Restructure work 
· The Golden Rule
· Communication, job satisfaction, leadership

All these retention tools are under management's control, particularly, "the golden rule."

[bookmark: _Toc395175596]iii. Staff Development

Developing employees involves more than training. A critical development tool is the performance evaluation when it provides constructive feedback on a regular basis. The formal annual review is not the only opportunity to provide feedback and should not be the only feedback received by employees.

Included in feedback sessions, employees should also have an opportunity to plan for their development.

To learn more about preparing a performance appraisal, see http://www.hr.state.az.us/MAP/MAP_PerformanceManagement.asp.



[bookmark: _Toc395175597]iv. Knowledge Sharing

Knowledge transfer is one tool an employer can use to assist in the area of succession planning.  Knowledge transfer is an effort to share knowledge possessed by experienced employees. In fact, knowledge sharing is a better description of this effort - knowledgeable employees sharing their experience with less experienced employees.   Although knowledge sharing/transfer is usually associated with succession planning, it can also be viewed as a retention tool. Knowledge sharing helps the new employee become more comfortable in his or her new position sooner.  This in turn helps all employees in the unit (See Workbook, Knowledge Transfer – Getting Started).

[bookmark: _Toc395175598]i. Implementation, monitoring, evaluating, improving

Human Resources' role is to guide the organization toward a succession planning initiative that fit their needs. Efforts should be tailored to meet the organization's needs. Continued effective performance is reliant upon competent, knowledgeable staff. If organizations do not begin to take proactive measures to meet the staffing challenges on the horizon, performance will suffer.

The key is to begin. Start small. Focus on a key area for the organization. Obtain benchmark data, monitor the solution implemented, evaluate the success and make necessary changes to improve the process.
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One succession planning tool is knowledge transfer. 

Knowledge Transfer - Getting Started

STEP 1

· Management identifies key positions. For large organizations, this task may begin at various administrative levels (determined by management) and rolled forward to upper management.
· Key positions significantly impact agency activities - strategically, operationally or both. A position may be identified as key based on such things as unique skills, future projects, organizational structure, its specialized function, work load or importance of tasks.

Key Position Criteria

· Unique Skills: Required skills not easily duplicated
· Future Projects: What are the functions going to be? Where is the agency going and what type of skills or leadership will it need to get there?
· Specialized Function: Any position that requires specialty or unique expertise. e.g., Rules Writer
· Importance of tasks assigned: Any position that, if left vacant, would stop critical function from taking place, e.g., HRIS Manager
· Geographical: Are the same jobs in different locations necessary? Is the job critical because it is in another location?
· Organizational Structure: How the position fits into the overall organization of the area of responsibility, e.g., HRIS Project Manager
· Work Load: Is a position key because it relieves others to make valuable decisions or is the position part of the process by which decisions are made?

STEP 2

· Once key positions are identified at the unit level, it is recommended that the agency's executive team and other stakeholders, as a group, review and provide feedback regarding key position identification. This provides stakeholders input and an opportunity to ensure key resources, from their perspective, are identified. Stakeholders must recognize that continuity of services is the goal.
· This step is essential and highlights positions that other units may find as "key" positions; it also highlights positions/people that more than one unit is relying on as "key."

STEP 3

Once key positions are identified:

· Management should ensure employees in such positions understand that their position is considered a key position and its implications. Communication is essential; employees may become concerned should management suddenly request that procedures be documented or request that co-workers be cross-trained.
· Management must also identify temporary replacement(s) for all key positions - identified for the short term, e.g., leave, sudden illness, sudden departure, etc. Once the temporary replacement employee is identified, the employee should be notified that he/she will begin, or continue, filling in for the key position during absences. Documenting the key positions and replacements:
· Allows quick list of "key" positions for executives; outlines individuals that are thought of as backup for more than one position.
· The short-term replacement should be exposed to the position as much as possible, e.g., during vacation periods, illnesses, special projects, etc.
· AD identifies sources of potential permanent replacements (internal recruitment vs. external recruitment, statewide, nationally, etc.), the level of difficulty in finding such skills, including estimated time to fill (based on historical data from Talent Acquisition, hiring supervisor's personal experience, current market demand/competitiveness).
· Key positions, position numbers, brief position descriptions, temporary replacements, and knowledge transfer methodology may be captured on a spreadsheet. For sample excel tracking spreadsheet, see Sample ADOA Key Positions.
STEP 4

· Document competencies, knowledge and skills needed to perform each key position. 
· Document procedures, manuals, "how to" guides that are needed or exist for each key position.  
· Document action plans to complete documentation of procedures, methods, etc. if necessary, include timeframe for completion.
· Document knowledge transfer methodology and timeframe.
NOTE: If all the knowledge transfer takes place as "on-the-job" training, review position closely to note any type of documentation that may be created. If truly the only knowledge transfer methodology is "on-the-job" training the "short­ term" replacement thoroughly becomes critical.

Action: Document Knowledge Transfer

· Document the competencies, knowledge, skills and abilities of the key positions.
· Document methods, procedures, customers, key contacts for the work performed.
· Document the processes, methods, tools, and techniques of people in key positions and any special skills and responsibilities.
· Determine how knowledge transfer will take place, e.g., on-the-job training; utilizing retiring employees as mentors; appoint retiree's successor to "shadow" the incumbent; utilize other similarly situated employees; specialized training.

Competencies

- What is a competency?

· Employee characteristics contributing to successful job performance and the achievement of organizational results. It is the knowledge, skills, and abilities necessary to accomplish the work combined with an individual's values, motivation, initiative, and self-control.

- Knowledge, Skills, and Abilities (KSAs):

· Knowledge is an understanding of facts or principles relating to a particular subject area; skill is the application of knowledge resulting from a development of basic abilities through formal training and practical experience; ability is capacity in a general area that may be utilized to develop detailed, specific skills.
Examples of competencies

· Competency: Accountability
· Definition: Can be relied upon to achieve excellent results with little need for oversight.
· Competency: Planning
· Definition: Logically integrates various ideas, intentions, and information to form effective goals, objectives timelines, action plans, and solutions.
· Competency: Writing
· Definition: Recognizes or uses correct English grammar,  punctuation , and spelling; communicates information (for example, facts, ideas, or messages) in a succinct and organized manner; produces written information, which may include technical material that is appropriate for the intended audience.
· Competency: Interaction With The External Environment
· Definition: Works effectively within the political environment to meet customer expectations. Exhibits knowledge and shows cooperation regarding intra- and inter­ agency programs/activities/responsibilities. Displays sensitivity to public attitudes and concerns while maintaining program integrity and responsibility. Understands and cultivates strategic partnerships. Demonstrates team spirit. Recognizes impact of alternate courses of action on external environment and customers.
· In addition to competencies and tasks, complete information regarding how knowledge transfer will take place and the timeframe needed to accomplish training/transfer e.g., shadowing, documented methods, procedures, customer contact information, etc.
· Competency: Customer Service
· Definition: Delivers personable, direct attention to customers that lead to satisfaction with the interaction.  Displays patience, good manners, an eagerness to help and good listening skills.
STEP 5

· Follow-up regarding progress towards completion of knowledge transfer materials, e.g., updating manuals, procedures, etc.
· Update key position tracking materials, change in personnel, key positions that should be added or removed, etc. 


Methods and Procedures

Knowledge transfer is one tool an employer can use to assist in the area of succession planning. Knowledge transfer is an effort to share knowledge possessed by experienced employees. In fact, knowledge sharing is a better description of this effort - knowledgeable employees sharing their experience with less experienced employees. Although knowledge transfer is usually associated with succession planning, it should also be viewed as a retention tool. Knowledge sharing helps the new employee become more comfortable in his or her new position sooner. This in turn helps all employees in the unit.

Think back to your first few weeks in your current position. Did you receive on-the-job training from your predecessor or co-worker? Were you furiously taking notes trying to capture every word uttered by the individual? Or perhaps your on-the-job training experience consisted of brief introductions and information regarding bathroom and supply closet locations? What could you have used to do your job better? What seemed most confusing to you? Was there information missing about your responsibilities? Maybe there were procedures, but they were outdated. Maybe you established your own procedures.

Knowledge transfer/sharing helps reduce the anxiety created when an employee begins a new position. Its purpose is to provide information to a new employee or a temporary employee substituting for an absent employee. It enables a smooth transition, decreasing apprehension and reducing the burden on co-workers and supervisors. This, in turn, leads to continuity of service and enhances our customer's experience.

One method of knowledge sharing is development of a job aid. Documenting information regarding a position in the form of a job aid may seem overwhelming, particularly if the position has existed for a long period of time and no job aids exist. There is no good time to begin this process; it is simply a matter of starting as soon as possible. There is no magic formula of what should be captured for every position. It is whatever information may be needed to guide a new or temporary employee substituting for an absent employee.

Knowledge Transfer - Developing a Job Aid

The following information should be adapted to meet each specific position when developing a job aid. This is not meant to be an exhaustive list, but rather a starting point. Some of the information listed may not be appropriate for all positions. The management team and the incumbent should judge what should be included, added or eliminated.

1. Begin by defining position responsibilities - the main reasons "why this position exists." The information should include:
a. Competencies, knowledge, skill and abilities. Develop a comprehensive list of tasks and competencies and obtain concurrence from the supervisor. This can be completed in a variety of ways:

· Incumbent completes list,
· Focus groups brainstorm list,
· Interviews with managers and employees

NOTE: Existing materials may assist in development of this information. These materials include:

II. Position descriptions,
III. Classification specifications,
IV. Subject matter expert input,
V. Incumbent creates documentation over time as they do the tasks,
VI. New employee document during "shadow" experience, and
VII. Performance management tools.

b. This list of competencies, knowledge, skills and abilities provides the framework for what key responsibilities can and should be documented in procedures manuals, checklists, desk references, job aids, etc. This information should provide a new employee transition information into the position.

c. In addition to outlining the competencies, knowledge, skills and abilities, the agency must determine what knowledge transfer method is best suited to sharing this information (competencies, knowledge, skills and abilities) with new employees. (Job aids, e.g., procedures, checklists, desk manual; mentoring program, process documentation (flowcharting), returned retirees - train or provide specialized knowledge, job shadowing, etc.

1. What statutes should incumbent understand?
2. Who tracks new/changing legislation and impact on the work?
3. What legislative committees exist which impact the work unit?

d. Administrative Rules

1. What administrative rules impact the work product/services?
2. What administrative rules should incumbent understand?
3. Who tracks new/changing legislation and impact on the work?

e. Hot Buttons

1. What topics need the attention of upper management immediately?
2. What information is needed? Who reviews the information? What is the format?

f. Professional Organizations/Memberships

1. Existing agency memberships
2. Individual memberships

Knowledge Transfer - Key Position

Useful Definitions

What is a competency? It is defined as employee characteristics contributing to successful job performance and the achievement of organizational results. It is the knowledge, skills and abilities necessary to accomplish the work combined with an individual's values, motivation, initiative, and self-control.

What are KSA's? Knowledge is an understanding of facts or principles relating to a particular subject area; skill is the application of knowledge resulting from a development of basic abilities through formal training and practical experience; ability is capacity in a general area that may be utilized to develop detailed, specific skills.

What is a knowledge map? It is defined as the documentation of the locations, forms, ownership, value and use of knowledge. It is used to learn about people's expertise; to find opportunities to make better use of existing knowledge in an organization, and to identify barriers to knowledge flow.

Knowledge Transfer – Methods

Knowledge Transfer is the process whereby agencies identify, store and transfer knowledge.  This process is critical to succession planning, development of your workforce, and for business continuation. The challenge is to identify and develop complementary ways to manage and transfer knowledge throughout critical units of your organization.

Listed below are methods that may be effective in transferring knowledge so that information is shared, documented and passed on: 

1. Best Practice Meetings: Too often we assume that best practices occur outside our agency, or even the State.  But it is possible that the agency has its own existing best practices. These can be shared as a standard practice in recurring meetings .

2. Critical Incident Interviews or Questionnaires: First described in the 1950’s, the critical incident method takes its name from tapping the lessons of experience. A critical incident is a difficult, or critical situation or incident that occurs at the agency. By documenting the lessons of experience from the agency’s most experienced performers, the agency can capture the fruits of experience. Of course, by documenting such “difficult cases” - and how they were handled - the agency is also laying the foundation for the development of a manual or automated expert system. 


3. Expert Interviews: Sessions where one or more people who are considered experts in a particular subject, program, policy or process, etc. meet with others to share knowledge. Expert interviews can be used in many ways, including capturing knowledge of those scheduled to leave the agency, conducting lessons learned, debriefings and identifying job competencies. 

4. Expert Systems: An expert system, usually automated, is organized around problems and how to troubleshoot them. A simple example is the “context-sensitive help” on most word processing programs. IT help desks have these systems. Common or difficult problems are logged into the system. Advice about troubleshooting and solving those problems is also provided in the system. This approach, while requiring more technological sophistication, places information at the fingertips of even the least experienced performer, giving him or her the ability to service the customer directly.

5. Information Exchanges: Have you ever attended a career fair? If you have, you have seen one form of information exchange. The same basic approach can be used for information exchanges.  When this strategy is used, veteran performers sit at booths and dispense wisdom to less-experienced performers who visit them.

6. Internships: Formal arrangements where an experienced person passes along knowledge and skill to a novice who, after a designated period of time, reaches the journey level. This would include ADOA’s Arizona Interns in Action and ADOA’s Management Intern programs, used by many State agencies.

7. Job Aids: These are tools that help people perform jobs in real time. They include things such as checklists, flow diagrams, reference tables, decision tree diagrams, etc. that provide concrete information to the user and serve as a quick reference guide to performing a task. Knowledge can be stored in aids and accessed through low-tech methods when the need arises. Job aids are not the actual tools used to perform tasks, such as computers, measuring tools or telephones.

8. Job Rotation: A form of training that involves moving an employee from one workstation to another. In addition to achieving the training objectives, this procedure is also designed to reduce boredom.

9. Knowledge Audits: Knowledge audits help an organization identify its knowledge assets, including what knowledge is needed and available. They provide information on how knowledge assets are produced and shared and where there is a need for internal transfer of knowledge.

10. Knowledge Fairs: These events showcase information about an organization or a topic. They can be used internally to provide a forum for sharing information, or externally, to educate customers or other stakeholders about important information. ASET, the state’s centralized IT group, has used this method to recruit and educate the public about becoming a state employee.

11. Knowledge Maps: These catalog information/knowledge available in an organization and where it is located. They point to information but do not contain it. An example is an Experts or Resource Directory that lists people with expert knowledge who can be contacted by others in need of that knowledge.

12. Lessons Learned Debriefings: These debriefings are a way to identify, analyze and capture experiences, what worked well and what needs improvement, so others can learn from those experiences. For maximum impact, lessons learned debriefings should be done either immediately following an event or on a regular basis, with results shared quickly among those who would benefit from the knowledge gained. Hewlett Packard refers to their lessons learned sessions held during and at the end of projects in order to share knowledge as “Project Snapshots.” The U.S. Army calls them “After Action Reviews.”  After events that are difficult and trying, such as a layoff, the term “post mortem” has been used.  The key is to immediately identify what went well and what did not with the process or event, and then plan accordingly for the next event.

13. Mentoring: In mentoring, an experienced, skilled person (mentor) is paired with a lesser skilled or experienced person (protégé), with the goal of developing or strengthening competencies of the protégé. Rarely is the mentor a supervisor, since effective mentors should usually have no interest in the development of another person. Successful people have usually had one or more mentors in their
career and mentors offer advice on what to do, how do to it and why it is worth doing in a situation. Such programs can, of course, facilitate knowledge transfer.

14. Skills Inventory: Used to generate information about the knowledge and skills individuals possess that come from previous employment or activities outside the work environment. May be gathered through questionnaires or interviews.

15. Storyboards: A storyboard is literally a group of pictures that tell a story. Think of a series of pictures on a wall or a poster that is intended to show how someone should perform in a specific situation and you get the idea. For instance, if you were trying to show someone how to perform the Heimlich maneuver, you could storyboard it. The same technique can be applied to other procedures to provide a graphic representation of what to do and how to do it. Storyboards can also be used electronically to develop computer-based training courses to transfer knowledge.  The Arizona Learning Center, the State’s centralized training function within the Human Resources Division, develops many courses exclusively on storyboards and may be a resource for your agency.

Succession Planning Tools – The 9 Box Grid

The 9-box grid is an individual assessment tool that evaluates both an employee’s current contribution and his or her potential level of long-term contribution to the agency. The grid can be useful in assessing the future potential fit of an employee for a key position.

The 9-box grid is a simple table graph that rates “potential” on the Y, or vertical axis, and “performance” on the X, or horizontal axis. In other words, the vertical columns of the grid identify an individual employee’s growth potential within the organization, and the horizontal rows identify whether the employee is below, meeting or exceeding performance expectations in his or her current role.

The 9-box grid is most commonly used in succession planning as a method of evaluating an organization’s talent pool and identifying potential leaders. When used in succession planning, the X-axis assesses leadership performance and the Y-axis assesses leadership potential. The combination of the X and Y axes determines where the leader is placed in the 9-box grid. Individuals in the upper right quadrant (Box 1) will then be identified as high-potential candidates in the company’s succession plan. 

When used in conjunction with the MAP Performance Management tool, the 9-box grid provides a simple, visual reference that can include appraisal and assessment data to allow managers to easily view employees’ actual and potential performance. Individual developmental plans for both high- and low-performing employees can then be designed with collaboration from the employees’ managers and the HR department.  

A sample 9-box grid might look something like this: 
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	(Sample)* 

	ADOA Key Positions

	Tracking
	Division
	Position Number
	Position Title
	Description
	Employee
	Temp Replacement
	Long-term Solution
	Knowledge Transfer

	
1
	
SPO
	
	Information Technology Specialist III
	Procure AZ Administrator, Procure AZ database knowledge, application usage knowledge
	





	
	Internal Recruitment
	Cross-training has taken place; system admin for Procure AZ documented; cross train with ISD

	
2
	
SPO
	
	Information Technology Specialist II
	ADOA purchasing system database knowledge; ADOA purchasing system usage knowledge
	
	
	Internal Recruitment
	Procedures documentation complete; cross training of Specialist I’s scheduled

	
3
	
GAO
	
	Assistant Director
	State Comptroller Function
	
	
	Internal succession planning preferable
	Cross-training and documentation in process. Mentoring of various GAO managers planned

	

4
	

HRD
	
	

HRIS Information Technology Specialist 5
	Manages Technical Programmers, Analysts and Specialists for Lawson HRIS
	
	
	External or internal Lawson Expert
	Payroll/ Personnel Systems documentation complete.  Mentoring program established

	
5
	
GAO
	
	Statewide Accounting Manager
	Administers Arizona Financial Information System
	
	
	Statewide recruitment/draw from other agencies’ accounting groups
	Cross training of current managers

	
6
	
ISD
	
	Technical Support Manager
	Manages the Data Processing Center
	
	
	Internal succession planning or external recruitment-preferably public sector
	Documentation of essential functions and knowledge

	

7
	

GSD
	
	

General Facilities Manager
	Administers facilities planning and budgeting, tenant improvement and bldg renewal.
	
	
	Internal/external recruitment
	Cross training subordinate/ supervisors









Numerous agencies have implemented a variety of Workforce and Succession Planning initiatives. These initiatives include knowledge transfer, mentoring programs, competency based hiring, and leadership development programs. Specific contact information and a summary of these efforts are being developed. For specific information, please contact ADOA Human Resources at 602.542.5482.
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