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An organisation is rather like a pipeline for people.
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We recruit people and feed them in at the start of the pipeline.

How long they remain in the pipeline, how effectively they perform and their level of contribution depends on a number of factors, many of which are under the direct control of the people who are responsible for leading the organization.

People exit the organizational pipeline at different times and at different levels of their professional growth.  Some only stay for a few weeks. 

One of the causes of high turnover of short term employees is the failure of line managers and human resource people to work together to clearly define recruit, transfer or promote people who have either the specific capabilities demanded by each position. –  the particular experience, knowledge and skills – or the potential to rapidly acquire these.

Another common problem is the lack of practical induction to the organization, to the workplace and to the actual position.  Attitudes and expectations formed in the early days are very difficult to change. 

This leads to what is by far the most damaging problem in many organizations. That is the competency of front line management and the support they receive from more senior managers and executives. 

A regular evaluation of the effectiveness of the total recruitment and employment function can be valuable. Some organizations record and chart the base metrics –  number of vacancies, time to hire, retention and separation rates, cost per hire, number of applicants per position – but fail to take action to improve the process. Active participation by line managers is a critical requirement if the recruitment and engagement process is to be optimized. 

The calculation of total replacement costs for specific positions by participants in supervisory and management training courses can be a powerful way to establish an awareness of the overall cost to the organization of not taking time to adequately define the role and of making the wrong engagement decisions. Some managers still operate on the assumption that there are plenty more people out there is the new person does not work out. In today’s climate it is very difficult to undo poor selection action. 

High levels of short term turnover soon become known, organizational reputation is damaged and a long term barrier to attracting the best people is created.  Setting staff turnover targets may help focus on the more critical areas but care should be taken to ensure that the targets are appropriate for specific levels of general staff, professionals and managerial personnel. 

The most critical competencies, positions and occupation groups need to be identified and future needs projected against the projected internal supply to ensure that external recruitment is properly focused.

A policy decision also needs to made regarding filling future vacancies. Grow our own, buy in talent as and when it is required or use a combination of the two approaches will impact on recruitment and development programmes.

Because of the highly competitive market place for talent considerable sums of money are being invested in creating a positive, recognizable enterprise branding that will attract good people. Unless the branding promotion is supported by appropriate behaviour within the organization the money is wasted.

Many organizations spend considerable sums of money, spent a lot of managerial time and cause internal dissatisfaction by regularly recruiting middle to senior level management from external sources but fail to integrate them into the organization. 

Failure to assimilate people post organizational restructure, merger or acquisition is another problem area that can be anticipated to grow in the years ahead. It is frequently the top talent that is most marketable and they leave. These people have a record of achievement and are a priority target for the corporate headhunters.

Too many resignations are just a silent protest against the performance and behaviour of  frontline management. People want to feel that they belong. They want interesting and challenging work with opportunities for personal growth and development. They want open two way communication and  they want to be treated with courtesy and respect. 

Some work roles are quite complex and the relationships required challenging. It can take around a year or so for people to really master their responsibilities. They want to know and clearly understand what it is they are required to do and to know what is expected of them. They want help and support from their manager to ensure they have the knowledge and skills required to do their job. They want to know how their performance will be measured and to have the opportunity to discuss their performance and personal aspirations. 

Where these conditions do not exist the likelihood of staff turnover is significantly increased. 

The organizational climate for effective talent retention is dramatically impacted by the selection and initial induction and on-job training processes. The frontline manager is a critical contributor to success or failure.

We need to look very hard at the incredible demands being made on our managers in our organisations. I am not at all convinced that many of these hard working people are adequately equipped for their highly complex roles. The preparation for transition from operational or specialist activities to a managerial role is generally not very well done. 

We are talking about effective people management… leadership, communication, motivation, talent management, utilisation of individual and combined skills, knowledge, experience … effective work teams, total capability utilisation.  We want people to want to come to work, to enjoy what they do and to feel that their contribution is recognised and rewarded.

We talk about this. We know it is a high priority current problem. It was a problem fifty tears ago. It will probably still be a problem in fifty years time. 

The cold reality is that there is still a gap in the corporate strategic management process. The translation of the wonderfully developed and produced vision, mission statement, objectives and strategies into operational people management processes remains a chasm in far too many organisations.

Effective leadership and people management is the key to current and future success and the payoff is improved retention of talent and superior financial success.
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For some people the organizational human resource pipeline is long. They stay for many years. Some remain until they retire from the workforce. Many participate in both professional and management development programmes. They grow in the organization and are transferred and promoted. 

Some retire on the job and block the development pipeline for others. This is a very serious ongoing issue for management and must be addressed if high potential people are to be retained. 

There is a growing international shortage of competent skilled people. This situation will get worse and many of Australia’s best people will increasingly be attracted to overseas positions. The average duration of employment in Australian organizations today is around 3.5 years.

There is a high level of awareness of the ageing workforce and the many implications this will have for public sector management. 

It seems that there is comparatively little recognition of the impact of the projected low level of younger entrants to the workforce and the comparatively small number of people who will be in the age group from which senior executive and professional appointments are made by the end of this decade.

These realities have significant implications for HR practices and policies. It is not unrealistic to anticipate the need to develop and implement practices that will retain the knowledge and experience of the people who would normally retire from the workforce.

At the same time there is a need to really fast-track young people to increase their knowledge and their real world experience so they will be able to cope with higher level responsibilities at a much earlier age than has been the general practice in the past.

A major global challenge for senior executive management and their human resource team is to attract the people who have the capabilities and potential that reflect both the current and future requirements of the organization. 

This challenge ranges through from top executive positions, professionals to people with trade and specialist skills.

An effective people development programme is a key factor in staff retention. It is one of the main reasons people remain in organizations. This means that there must be alternative routes to higher levels of responsibility.
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Opportunities for promotion and regular performance feedback are two of the most critical activities for organizations that want to retain their best people. 


Performance Management

In its broadest context performance management is a managerial process that links strategic planning, performance standards, individual objectives, performance evaluation, training and individual development. An integrated performance management programme provides a guide to help HR and senior corporate executives plan to develop various activities so that they will eventually come together to provide a practical link between the enterprise mission and objectives and a number of what have been regarded as human resource activities. 

Far too often these activities are introduced to an enterprise in a stand alone format. They subsequently die a slow lingering and harmful death bringing disrepute to the HR function - just more activity designed to distract the line manager from getting on with the job they are paid to do! 

In common usage the term performance management is frequently substituted for performance review or performance appraisal. Some of the most common objectives of staff performance reviews are to:

· Determine the competence of each person in the performance of their current duties.
· Identify specific areas in need of improvement.
· Ensure that people are placed in the most suitable position.
· Identify employee's ambitions regarding personal career development.
· Provide a basis for planning the future development of individual employees, in accordance with their capabilities and aspirations.

While the number of organisations that utilise their performance review programmes is increasing, a virtually useless version of form filling-in and filing that has become the annual fiasco of so-called performance review continues in many organisations. 

This is despite evidence that this process, particularly when it forms part of an integrated performance management programme, has the potential to be one of the most effective management tools in the entire executive toolkit. It is a critical component of successful talent management and retention programmes.

Senior executives in many countries indicate that they regard the performance review [particularly the part where they are required to have open and honest dialogue with the people who report to them] as one of the most difficult things they are required to do. Perhaps that's why so many do not do it all!

A sobering picture is presented by the outcomes of information obtained from an international study covering around ten thousand people I have surveyed. Nearly half of the participants said that their manager was not clear, frank or complete in telling them what they thought of their work performance.

Seventeen percent of the people did not know or were unsure of what their manager thought of their work while twenty two people in every hundred did not know or were unsure of the objectives they were expected to achieve.

A third of the participants reported that their manager provided little or no assistance in improving their performance and that they had never had a formal discussion with their manager regarding their overall performance.

Forty eight people in every hundred said that they did not believe that their manager was sufficiently frank complete in telling them what they thought of their work performance.

Over ninety percent of the ten thousand people surveyed said that they would welcome the opportunity to have a real dialogue about their performance and discuss their potential for progress.

The findings support what we all really know deep down! People want to know what to do and how to do it. 

They want to know what is expected of them, how they are progressing, where they fit in and what their manager thinks of their performance. 

They want to understand what competencies they need to enable them perform more effectively and to grow. 

They want to discuss the learning and development activities that will increase their value to their employer and to help them achieve their own career aspirations. 

They want to feel that the work they are doing is valued and that they are making a contribution.

The message is clear. People make the difference and the successful enterprises of the current decade will have an integrated performance management programme that effectively links corporate strategy and individual performance. 

Failure to do so will be marked by under-optimised organizational performance and an increasing level of turnover of current talent and high potential people.

Australia’s HR Management Issues

A study of the ASX 100 companies carried out by Human Resources magazine  ranked leadership, talent management and succession planning as the top three issues currently facing Australian human resource practitioners.


1. Leadership – development and capability
2. Talent management – attraction and development
3. Succession planning and management
4. Recruitment and retention
5. Remuneration, reward and recognition
6. Culture – change and development
7. Performance – management and improvement
8. Skills, flexibility and diversity
9. Employee engagement
10. Restructuring and integration
11. Issues related to growth
12. Capability and productivity
13. HR systems and strategy
14. Governance and new industrial framework
15. Occupational health and safety


HR Priorities: A Canadian Perspective

To provide an international perspective the following is a list of priorities for HR executives identified by The Conference Board of Canada:

Leadership - redefine leadership, and demand it of every employee.
Employment Branding - Create a brand for your organization in the labour market.
Employee Engagement - Capture a bigger portion of the employee mindshare.
Diversity - Move your organization beyond “intellectual diversity.”
Communication - Make sure that your line managers think effective communication.
Succession Planning  - Build your leadership pipeline.
Measurement - Focus on meaningful measures.
Learning - Ensure your organizational capacity exceeds the rate of change.



The IBM Global Human Capital Study identified three major human resource challenges:

· Improving performance management
· Increasing adaptability/flexibility
· Improving competencies/skills


The study also listed the following initiatives planned by HR to meet their CEO’s expectations:

· Organizational transformation
· People development
· Talent management
· HR transformation
· Leadership development
· Recruitment initiatives

TAKING ACTION

Hanging corporate policy statements, employee charters and guides to managerial practices on office walls and including them in employee booklets, staff videos and annual reports is not enough.  Unless these are given real life in terms of day to day managerial leadership they are a complete waste of time and can have the most negative outcomes.

The following is a short list of achievable basic requirements for organisational effectiveness and talent retention:

· Clarity of expectation and accountabilities
· A clear focus on objectives and priorities 
· An effective recruitment, selection and induction process
· A well trained management team – from the top to the frontline
· An effective performance management programme
· Regular dialogue between manager and staff about performance and career aspirations
· Recognition of the need for reasonable work/family/lifestyle balance
· An HR function that is embedded in the business – and works closely with line management
· An organisational culture that encourages team work, trust and recognition – courtesy and good manners
· Recognition of critical organisational and individual competencies and capabilities
· Learning and development programmes that reflect the needs of the organisation and its people. 
· Communication – with consistency and clarity in communication
What role HR people will play will depend on their competence and effectiveness !
 (
So how long will you keep people in the o
rganisational pipeline …
..
and
 how effective will they be?
)
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