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ABSTRACT
Majority of Quantity Surveying (QS) firms in Kenya are faced with the possibility of winding up
with their founders exit while other firms have turned into vocational practices with the founders
facing their sunset days with no hopes of retiring. Concurrently, there is growing chorus on the
need for older professionals to develop, groom and integrate the younger professionals into more
responsibilities to progressively take over the QS practices to ensure continuity. Current dynamics
in the construction industry also demand that firms attract, retain and internally develop potential
partners/talent as key to the firm’s future success. Yet, notwithstanding the call for generational
transfer of leadership and the market dynamics, Succession Planning and Management has largely

remained on the back burners.

This research sought to investigate how succession occurred in QS firms, the benefits and the
challenges of succession planning and management (SP&M). The study employed a qualitative
research methodology based on grounded theory approach. This was necessary to describe and
understand the succession phenomena as understood and practised by Kenyan QS firms. Data was

collected via questionnaires administered to 30 firms.

The findings indicate that succession in majority of QS firms is largely unsystematic, informal and
accidental as only 32% of firms had systematic SP&M programs. There was a weak correlation
between the ages of firms, number of directors and adoption of SP&M although private limited
companies were most likely (75 percent) to have a systematic succession plan than partnerships.
The firms with SP&M were driven by the realization of difficulties in talent/HiPos attraction and
retention in an increasingly competitive labour market and the need to have the bench strength as
they strategize on future expansion. The firms enjoyed several benefits, among them: continuity
and sustained business, consistency in output and operations, improved employee morale and
retention and expansion of firms’ directorship. The challenges to SP&M efforts were mostly lack
of coordinated follow-through on employee developmental programs, difficulty in identifying true
successors and HiPos, insincere discussion, founder’s syndrome, nepotism, mistrust, impatience
of younger professionals and lack of capacity by HiPos to buy into firms. The implications of these
findings point to the need for sensitization of QS firms on systematic SP&M programs and how to

avoid common pitfalls in the succession planning and management effort.

Vi
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CHAPTER ONE - INTRODUCTION

1.1 INTRODUCTION

Chapter one introduces the topic of research — Succession Planning and Management (SP&M).
This study seeks to investigate how succession occurs in the Quantity Surveying practices in
Kenya. The study will also report on the benefits and challenges of systematic Succession Planning
and Management programs.

1.1.1 BACKGROUND INFORMATION

Rothwell (2010) defines succession planning as a comprehensive and systematic approach to
building a leadership and talent pool to ensure that both current and future leadership needs are
met in a way that ensures continuity. Succession planning is a conscious decision by an
organization to foster and promote the continual development of employees, and ensure that key
positions maintain some measure of stability, thus enabling an organization to achieve its business
objectives while at the same time building capacity to address any emerging issues that can affect
business continuity (Edna 2006; Rothwell & Pudoch 2004; Cahoone, Gibbs & DeFluri 2002).
Succession planning thus entails identifying potential successors and developing them in ways that
best fit their strengths. Rothwell (2010) contends that succession planning in the business world
has been practised due to the recognition that some jobs are the lifeblood of organizations and too

critical to be left vacant. He identifies the following stages for the succession planning process:

e Step 1: Identifying key positions or groups (current and future)
e Step 2: Identifying competencies

e Step 3: Identifying and assessing potential candidates

e Step 4: Learning and development plans

e Step 5: Implementation and evaluation

Consultancy firms comprise experts who provide professional services to other organizations or
individuals for a fee. Their main purpose is to provide access to industry-specific consultancy and
subject matter expertise. Quantity Surveying firms largely provide services in the following areas:
construction cost advice, cost management and contract administration (IQSK 2015; CIQS 2013).
Historically, Quantity Surveying practices have been organized as partnerships, sole

proprietorships, and private limited companies. There is, however, increasing flexibility in the
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structures of firms as they seek to take advantage of emerging trends and opportunities in the
market place. This has led to firms forming strategic alliances thorough consortiums, mergers,

joint ventures and acquisitions.
1.2 THE STUDY

1.2.1 Study focus

The Association of South African Quantity Surveyors (2015) documents the practice of Quantity
Surveying as having emerged in England at the beginning of the nineteenth century but, the firm
of Henry Cooper and Sons of Reading was established as early as 1785. In Kenya, the Architects
and Quantity Surveyors Act (Cap 525 Laws of Kenya) that regulates the practice of quantity
surveyors was enacted in 1934 (The Architects and Quantity Surveyors Act, 1934). Quantity
Surveying firms, as in most consultancies and sole proprietorship firms, have tended to be
associated with the person of the partners and upon their retirement, disability or demise, the firms
also decline or die with them.

Succession planning is not an issue that many Quantity Surveying firms address in any systematic
way. This may be attributed to the small number of employees who in most cases are fewer than
ten and therefore thinking of who the next director will be does not feature high on the priority list.
However, there are changing realities at the work place, with majority of workforce are now the
generation Y as the baby boomers are largely retiring. There is need to incorporate the generation
Y into leadership positions to enable the firms to outlive their founders. Employees have largely
become global and there is increased competition among industry players and from international
companies for talent. Consequently, employee retention, which is a major factor in succession
planning and management, has become a major issue to firms seeking to have and maintain a

competitive edge in the industry.

Quantity Surveying Consultancies need to rethink Succession Planning and Management
practices. Most firms expediently rely on few key staff to carry out the firm’s assignment and
mission to provide services to their clientele. 1t would be prudent for firms to think about the effects
of exit or sudden incapacity of such key staff (Human Resource Institute of New Zealand, 2011;
HR Council, 2015). Although the type and extent of planning will be different Quantity Surveying

firms in Kenya both large and small need to have systematic succession plans. Effective succession



planning supports organizational stability and sustainability by ensuring that there is an established
process to meet staffing requirements. Principals and directors of firms can demonstrate leadership
by having the strategies and processes in place to ensure that these transitions occur smoothly,
with little disruption to the organization. Further, the changing demographics at the workforce the
increasing employee mobility and the call for generational transfer of leadership can be adequately
managed with careful planning and preparation (Rothwell 2010)

1.2.2 Problem statement

Succession planning is a key issue facing firms but one that is rarely discussed. Practices with high
proportion of partners in the 50 plus age bracket should be looking to appoint younger
replacements in order to develop the business. In partnerships, most partners do not have clear
ideas of when they want to retire thus in the event of retirement or untimely deaths, firms are
destabilized. Lack of succession planning means that it is not only the firms that are facing
problems; the elderly practitioners are also facing their sunset days with prospects of working into
their late years and dwindling hopes of retirement. Most Quantity Surveying firms in Kenya have
been plagued by succession problems. To contextualize the problem, few illustrations have been

given below: -
Vignette 1

A Quantity Surveying firm hitherto run by a sole practitioner who had made his intention clear to
a senior QS employee to incorporate him into partnership, however, before this happens the sole
proprietor dies. The deceased wife (not a quantity surveyor) claims ownership of the firm and the

firm is thrown to operational turmoil. Within a very short time, the firm dies down.
Vignette 2

A once vibrant firm B during the youthful life of the principal had its operations reduced to his

home as he grew elderly, eventually even the clients diminished and the firm is on its death bed.



Vignette 3

Few Quantity Surveying firms have however managed to transition from the original founders to
about second to third generation of directors and they are very vibrant in the industry. It will be

interesting for this study to document their succession practice.

The Kenyan construction industry has experienced growth over the last decade; this has however
come with a widening gap between high earning Quantity Surveying firms and the majority of
average performers. As a result, prospective partners have a wide choice of employment prospects
without the risk of financial commitment associated with an equity partnership. This has made the
attraction of right caliber of prospective partners very difficult. Many young quantity surveyors
cannot take the responsibilities and risks associated with partnerships. Firms are also increasingly
looking for prospective partners’ ability to make positive contributions to the development and
profitability of the practice.

Talent identification and retention, which is the centerpiece of succession planning, has
increasingly proved difficult with changing work preferences for the majority of Generation
Y ’s/millennials, those born in 1980s — 1990s, (Oxford Dictionary 2010). Few firms have managed
to nurture and develop leadership talent in—house. Those who have not are forced to go into the
market place to find it. Unfortunately, quantity surveyors are currently scarce and the competition
for the few prospective talents is high. The implication for most firms is therefore that they must
change their attitudes and make greater efforts to create structures and culture that will make them
an attractive proposition for the young and talented people that they so desperately need. There are
still far too many quantity surveyors mired in the old ways who will soon simply be unable to
compete with those firms that have changed. Current dynamics in the construction industry
demand that firms develop potential partners within the firm or appoint new partners as key to the
firm’s future success. There is compelling evidence that those consultancy firms that have
achieved successful organic growth have done so because they have created a business of value
not only in terms of their financial worth, but also in terms of the value they offer to employees,

business partners and clients at every level.

Majority of quantity surveying firms’ owners are in the 50 plus age bracket and the grim picture

of quantity surveyors working to their late years and eventually dying with their firms necessitates
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the need for this study to investigate how succession planning is currently being done and how it

can be improved.

1.2.3 Research questions
This research will address the following questions: -

I.  Iscurrent succession planning by design or accident in Quantity Surveying firms?
ii.  What are the benefits of having succession plans in Quantity Surveying firms?
iii.  What are the challenges of implementing succession plans?

1.2.4 Research objectives
This research has the following goals: -

i.  To ascertain how succession is practised in Quantity Surveying firms.
ii.  To investigate the benefits of succession planning.
iii.  To establish the challenges of implementing succession plans.

1.2.5 Research Propositions

The research hypotheses to be tested are:

i.  Null hypothesis (Ho): The lack of succession plans in QS firms increases their exposure to
economic and operational risks.
ii.  Alternative hypothesis (Ha): Quantity Surveying firms in Kenya have succession plans, a

practice that has ensured sustainable growth and continuity of the firms.

1.2.6 Research methodology

This research seeks to establish succession-planning practices of Quantity Surveying firms in
Kenya, the benefits and the challenges facing firms. Questionnaires will be administered to
Quantity Surveying firms to gather primary data relevant to the study. The data so collected will
be analyzed using statistical methods and inferences shall be drawn forming the basis for analysis.
Secondary data from published sources such as books, studies, internet and journals will be used

to enrich and externalize the primary data.



1.3 SCOPE AND BENEFITS

1.3.1 Physical scope
This research will be limited to investigating succession-planning practices in a sample of
registered Quantity Surveying firms in Kenya.

1.3.2 Subject Scope/theoretical framework

This research provides a study of human resource management practices in Quantity Surveying
firms in Kenya with specific regard to succession planning. The study will establish the approach
and the tools used in succession planning, the benefits associated with having succession plans and
the challenges facing firms in designing and implementing succession plans.

1.3.3 Significance of the study
The knowledge from this study will be instrumental in sensitizing partners and directors of Kenyan
Quantity Surveying firms on the benefits of having systematic succession planning and

management programs and help ensure long term sustainability of the firms.

1.4 STRUCTURE OF THE STUDY

The study is structured into five sections; Chapter one introduces the topic of research - Succession
Planning and Management -, identifies the problem and sets the objectives of the study. Chapter
two reviews background information by defining SP&M, presents approaches to and models of
SP&M. The challenges of SP&M are also discussed and lastly, the modes of incorporation of QS
firms and their impact on SP&M is also reviewed in this chapter. Chapter three explains the
research design and methodology including data collection methods, procedures and sampling.
Limitations of the study are also highlighted. Chapter four presents the study findings in relation
to the objectives (occurrence, benefits and challenges of SP&M) and compares these to the data in
literature review (chapter 2). The implication of the findings on the study hypothesis is also
analyzed and finally, the emerging themes are explored. Chapter five summarizes the research
findings, derives conclusions and recommends course of action to be taken and suggests area of

future research.



CHAPTER TWO - LITERATURE REVIEW

2.1 INTRODUCTION

This chapter consists of four major sections consisting of thirteen sub-sections. The first section
reviews background information and defines SP&M. The second section details the approaches to
SP&M, key trends influencing SP&M, and the models in SP&M programs. The third section looks
into the problems that plague SP&M and lastly, section four looks at the ownership structures of
QS firms and their impact on Succession Planning and Management.

2.2 DEFINING SUCCESSION PLANNING AND MANAGEMENT

Organizations must plan for talent to assume key leadership positions or backup positions on
temporary or permanent basis to avoid the risk of not having the knowledge and infrastructure to
drive the business forward in the long term. Among the first management writers to recognize the
universal need for organizations and management to strive for stability of tenure for employees
was Henri Fayol (1841-1925) in his classic fourteen principles of management first enunciated
early in the twentieth century and still widely regarded today. Fayol believed that if personnel
planning was not prioritized, key positions would end up being filled by ill prepared people
(Rothwell 2010).

Succession planning

Succession planning includes a wide variety of activities that entail planning for key transitions in
leadership within organizations (Garman & Glawe 2004). Traditionally, the term succession
planning has referred to planning for leadership continuity at the top levels like CEO, but current
succession planning provides for leadership continuity at all levels in an organization (Cooke
1995).

Rothwell (2005) defines succession planning as the process of identifying the key need for
intellectual talent and leadership throughout the organization over time and preparing individuals
for present and future work responsibilities needed by the organization. Succession planning
process also defines management positions to provide maximum flexibility in lateral management
moves and to ensure that as individuals achieve greater seniority, their management skills will
develop and become more generalized in relation to total organizational objectives rather than

purely departmental objectives (Carter 1986).



Succession Management

Leibman (1996) supports the view that succession planning should not be done in isolation but
must be paired with succession management which presumes a more dynamic business
environment as it recognizes the consequences of the new employment contract where firms no

longer (implicitly) assure anyone continued employment even if he or she is doing a good job.

Succession management goes a step further than succession planning as it is more encompassing.
It has been defined by Kim (2006) and Rothwell (2010) as a deliberate and systematic effort by an
organization to encourage individual advancement and ensure continuity in key positions,
including management, technical, and professional specialist roles. It is the process by which firms
assure that they have sufficient, capable, and experienced people to fill senior management and
executive positions (Rothwell 2010).

In order to meet the challenges of today’s organization, firms need to develop strong leadership
teams for strategic tasks instead of just focusing on the right person for the right position at the
right time (Leibman, Roth & Maki 1996). Leading a firm requires a constellation of skills and
talents resident in more than one person and in more than one strata of an organization. It also
calls for re-engineering succession planning appropriately for today’s dynamic organizational
environment. For succession planning to flourish, in such environment a much more active
orientation is required, one that is characterized by succession management and emphasis on

ongoing and integrated processes (Leibman, Roth & Maki 1996).
Succession planning and management (SP&M)

Rothwell (2010) has defined succession planning and management (SP&M) as the conscious
decision by an organization to foster and promote the continual development of employees, and
ensure that key positions maintain some measure of stability, thus enabling an organization to
achieve business objectives. Rothwell (2010, p6) further qualifies SP&M as:

An effort designed to ensure the continued effective performance of an organization, department or work

group by making provisions for the development, replacement and strategic application of key people over

time.



Succession planning and management has further been defined by Leibman (1996) as:

A means of identifying critical management positions, starting at the levels of project manager and
supervisor and extending up to the highest position in the organization. Succession planning also
describes management position to provide maximum flexibility in lateral management moves and
to ensure that as individuals achieve greater seniority their management skills will broaden and
become more generalized in relation to total organizational objectives rather than to purely

departmental objectives.
Succession Planning and Management Program

An SP&M program is a deliberate and systematic effort by an organization to ensure leadership
continuity in key positions, retain and develop intellectual and knowledge capital for the future,
and encourage individual advancement (Rothwell 2005). Systematic succession planning occurs
when an organization adopts specific procedures to ensure the identification, development and

long-term retention of talented individuals (Hansen & Wexler 1989).

As organizations take active steps to build high performance and high involvement work
environments, SP&M must be broadened beyond the management hierarchy to include the needs
for critical backups and individual development in any job category so that decision making is
decentralized and leadership is diffused through an empowered workforce (Hansen & Wexler
1989).

Distinguishing SP&M from replacement planning

Until 1980s, the terms succession planning and replacement planning were used interchangeably.
Researchers such as Carnazza (1982) titled his research “Succession/replacement planning” and
did not differentiate between the two terms despite the fact that his study encompassed more than
just an organizational replacement chart. Further, Zaich’s (1986) research considered replacement
planning to be a part of succession planning. In recent times, however, Rothwell (2001, 2010) has
explained the need to differentiate succession planning and management from replacement
planning. He acknowledges that the need for replacement planning is frequently a driving force
behind efforts that eventually turn into SP&M programs but explains that replacement planning is
a form of risk management whose primary aim is to reduce the chance of catastrophe stemming

from the immediate and unplanned loss of key incumbent. Though SP&M and replacement
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planning are compatible and often overlap, SP&M goes beyond simple replacement planning as it
IS a proactive attempt to ensure the continuity of leadership by cultivating talent from within the
organization through planned development activities (Rothwell 2010; Kim 2006).

2.3 AIMS OF SP&M
Various management gurus have outlined the following as the major aims of succession planning
and management (Rothwell 2010; Mines & Kent 2002):

I.  To match the organization’s available (present) talent to its needed (future) talent
ii.  To help the organization meet strategic and operational challenges facing it by having the
right people at the right places at the right times to do the right things.

iii.  Tobe a fundamental tool for organizational learning because SP&M should ensure that the
lessons of organizational experience (institutional memory) will be preserved and
combined with reflections on that experience to achieve continuous improvement in work
results -double loop learning (Deegan 1986).

iv.  To ensure the continued cultivation of leadership and intellectual talent and manage the

critically important knowledge assets of organizations.

2.4 IMPORTANCE OF SP&M

Mahler and Drotter (1986) liken succession planning to a relay race, which has to do with passing
on responsibility, drop the baton and you lose. Numerous surveys over the years have emphasized
the importance of SP&M as well as leadership succession to corporate boards. A survey done in
2010 by Korn/Ferry International of corporate board member policies and practices asked
chairpersons to assess the importance of issues facing their companies in the next five years. The
billion dollar companies seen as trendsetters rated succession planning as the third most important
issue, on the heels of financial results and strategic planning. According to Lessor Korn, the Chief
Executive Officer of the research firm, ‘boards are beginning to realize that they have the same
obligations to protect the human resource asset base for shareholders as they do protect the balance
sheet of the corporation’ (Korn/Ferry Institute, 2010; Forum Newsletter 1989).

The research by Korn/Ferry International and Rothwell (2010) reported the major importance of
SP&M to include:

10



Top managers are increasingly aware that continued survival of the organizations depend
on having the right people in the right places at the right time. Strategic success is in large
measure, a function of having the right leadership. While ignoring the development of
leaders and leaving their development to chance and depending on head-hunters to find
replacement for key people and hoping for the best may have worked at one time. These
approaches have been outlived and effort must be made to ensure that an organization is
systematically identifying and preparing high potential candidates for key positions
(Rothwell 2010).

The effect of continuing downsizing and other cost containment efforts has been reductions
in the middle management ranks which is a traditional training ground and source of top
management talent. The implication is that there are simply fewer people available to
advance to the top ranks from within. Consequently, great care must be taken to identify
promising candidates early and actively cultivate their development. In a seller’s labour
market where talented workers can barter their abilities with other companies, individuals
who are both high performers on their present jobs and high potentials for future leadership
positions should not be taken for granted. Members of this group are differentially affected
by downsizing, because as work is redistributed after downsizing, high, performers end up
shouldering more of the burden to get the work out and in most cases the rewards they
receive are held constant. As a result, they are more likely to become dissatisfied and leave
the organization than their less productive peers. To avert such problems and the disaster
they portend for the future leadership continuity of the organization, top managers must
take active steps to reward and advance them through vertical and horizontal career moves
in a manner commensurate with their increased contributions (Rothwell 2010).

Moore (1962) and Kanter (1977) are unanimous in the view that when SP&M is left
informal, job incumbents tend to identify and groom successors who are remarkably like
themselves in appearance, background, and values leading to the establishment of.
bureaucratic kinship system that is based on homo-social reproduction which perpetuate
glass ceilings and employment discrimination. Systematic efforts must be made to

eradicate these problems and promote diversity and multi-culturism in the organization.
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Carter (1986) recognizes SP&M as being important as it forms the basis of:

iv.
V.
Vi.

Vii.

2.5

Communicating career path to other individuals,
Establishing career paths and individual job moves,
Establishing development and training plans,

Creating a more comprehensive human resource planning system.

REASONS FOR A SP&M PROGRAM

Rothwell (2010) noted that research done in the nineties and early two thousand among the

American Society for Training and Development (ASTD) and the Society for Human Resources

Management (SHRM) recorded the most important reasons for systematic SP&M to include:

Providing increased opportunities for employees with high potential of future advancement
(HiPo). SP&M identifies appropriate ways to accelerate the development of and improve
the retention of HiPos (Capeli 2000).

A driving force to identify Replacement needs as a means of targeting justifiable training
necessary for helping employees meet their current job responsibilities. Focusing on
employee education which prepares them to advance to future responsibilities and
employee development which can be used as a tool for individual enlightenment and
organizational learning (Rothwell 2010).

Increasing the talent pool of promotable employees since SP&M formalizes the process of
preparing people to fill key positions in the future.

Being supportive of and linked to the organizations strategic business plans and human
resource development plans and other organizational planning activities.

Assisting individuals realize their career plans within the organization. Firms commit
substantial investment in the training of employees whose performance may improve with
experience as they advance along a learning curve where they master organization specific
and job specific knowledge. When individuals exit an organization, their loss can be
measured, on the other hand if they remain with one employer to realize their career plans,
then the employer benefits from their experiences. In this regard, SP&M can serve as a tool
by which employees can be prepared for realizing their career plans within the organization
(Time 1993).
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Vi.

Vii.

viil.

Xi.

Xil.

Tap the potential for intellectual capital - value of the human talent - in the organization.
Which is a critical strategy in making and realizing investments in intellectual capital in
the organization.

SP&M encourages the advancement of diverse group. There is an increasing consciousness
and appreciation of differences associated with the heritage, characteristics and values of
many different groups as well as respecting the uniqueness of each individuall,
consequently organizations have a responsibility to pursue diversity at all levels (Morrison
1992, p. 1 & 7).

Improve employees’ ability to respond to changing environmental demands. Firms
undertake SP&M as a means to prepare people to respond to and even anticipate changing
environmental demands. People groomed for key positions/leaders transform the
ambiguity and uncertainty of changing external environmental demands into vision and
direction thereby shielding organizations so that people can do their work (Gilmore 1988).
Improve employee morale: succession planning encourages promotion from within which
enables an organization to utilize the skills and abilities of individuals more effectively.
The opportunity for promotion can serve as an incentive and promoted employee’s
example also heartens others. Moreover, particularly during times of forced layoffs,
promotions from within and in-placement (movements from within of individuals
otherwise slated for layoff) can boost morale and help offset the negative effects of survivor
syndrome (Sherman, Bohlander & Chruden 1988; Boroson & Burgess 1992)

Cope with the effects of voluntary separation programs. Voluntary separation is always a
preliminary step to forced layoffs. In voluntary separation, employees are offered
incentives to leave the organization, such as prorated pay by years of service or years added
to retirement. When productive employees leave the organization, work must be re-
allocated and this requires some efforts to identify successors. SP&M can thus be valuable
in identifying how and to whom work should be reallocated after workforce re-structuring.
Decide which workers can be terminated without damage to the organization. When
making decisions, employers have long considered an individual’s potential for long term
advancement as well as his or her suitability for filling an immediate job vacancy.

Cope with the effects of downsizing. Downsizing has continued unabated in the corporate

world. Middle managers and professionals have been particularly affected and while jobs
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can be eliminated, work does not go away. As a consequence, there is often a need to
identify those who can perform activities even when nobody is assigned special
responsibilities for them (Boroson & Burgess 1992).

xiii.  Reduce headcount to essential workers only. With increasingly cutthroat competition,
processes must be re-engineered to decrease cost, reduce cycle time and increase quality
and output. Processes must be re-examined in light of results required rather than the
activities that have traditionally been performed. In these dynamic environments, firms
don’t need people to fill a slot because the slot will only be roughly defined, rather, they
will need people who can figure out what that job takes and execute it (Morrison 1992).

2.6 APPROACHES TO SUCCESSION PLANNING
Rothwell (2010) contends that there are numerous approaches to succession planning but
distinction can be made by direction, timing, planning, scope degree of dissemination and amount

of individual discretion.

2.6.1 Direction

This approach seeks to answer who should make the final decision in SP&M? The answer to that
question has to do with direction. A top down approach to SP&M is directed from the highest
ranks. The board of directors, CEO and other top managers oversee program operations with or
without the assistance of a part time or full time SP&M coordinator, a leadership development
specialist or a human resource generalist assigned to help with the program. The highest-level
leaders make decisions about how competence and performance will be assessed for present
position, how future competence and potential will be identified and what developmental activities
if any will be conducted with a view of readying individuals for advancement and building the

organization’s bench strength of leadership talent (Rothwell 2010).

On the other hand, a bottom up approach to SP&M is directed from the lowest levels where
employees and immediate supervisors actively participate in all activities pertaining to SP&M.
They are also on the lookout for promising people to assume leadership positions. Decisions about
SP&M are closely tied to individual career planning programs, which help individual’s asses their
present strength and weakness and future potential. The top managers receive and act on decisions

made at lower levels (Rothwell 2010).
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A combination approach attempts to integrate both top-down and bottom up approaches. Top
managers are actively involved in establishing SP&M procedures and remain involved in the
SP&M program. Concurrently, Employees and their immediate supervisors are also actively
involved in every step of the process and effort is made to integrate SP&M and individual career

planning.

2.6.2 Timing

Timing as an approach to succession planning has to do with how much time is devoted to SP&M
issues. Succession planning and management may be handled fitfully, where no effort is made to
plan for succession with the possibility that every vacancy has the potential of being a crisis. It can
also be conducted periodically on a fixed schedule like quarterly or annually, in which case it
resembles an employee appraisal program, which is typically part of SP&M effort. Finally,
succession planning can also be a continuous affair which requires ongoing decision making,
information gathering and action taking. More attention is devoted to results and developmental
activities. Employees at all levels are expected to contribute to the continuous improvement of
themselves and others in the organization through mentoring, networking sponsorship, training,

education, development and other means (Rothwell 2010).

2.6.3 Planning

This has to do with how much planning is conducted for succession program. Succession planning
and management may be a systematic effort that is deliberately planned and is driven by a written
organization wide statement of purpose and a policy. On the other hand, it may be unsystematic
effort that is left unplanned and informal driven by the idiosyncrasies of individual managers rather
than by a deliberate plan and strategy for preparing individuals for advancement and for ensuring
leadership continuity (Rothwell 2010).

2.6.4 Scope

The scope of an SP&M program has to do with how many and what kind of people in the
organization are covered by succession plans. Succession planning and management may range
from the specialized to the generalized. A specialized program targets leadership continuity in
selected job categories, job levels, functions or locations and such programs usually grow out of
crisis such as excessive turnover in selected areas of the organization. A generalized program on

the other hand aims to prepare individuals for advancement in all job categories, job levels,
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function and locations. It is often a starting point for identifying individualized training, education
and development needs and for meeting individual career goals (Rothwell 2010).

2.6.5 Degree of dissemination
Determining how many people participate in SP&M process is a philosophical issue that arises

from and influences the organization’s culture.

The degree of dissemination may range from open to closed. A closed SP&M is treated as top
secret. Managers asses the individual potential of their employees without the input of those
affected by the assessment process. Decisions about who to develop and how to develop them are
limited to a need to know basis. Individual career goals may or may not influence these decisions.
Top managers are the sole owners of the SP&M program and permit little or no communication
about it. According to Rothwell (2010), this level of secrecy is justified on two counts:

a) succession issues are proprietary to the organization and may reveal important information
about strategic plans that should be kept out of hands of competitors and,

b) Decision makers worry that employees who are aware of their status in succession plans
may develop unrealistic expectations or may hold themselves hostage and so to avert these

problems, decision makers keep the SP&M process and its outcomes confidential.

On the other hand, an open SP&M program is treated with candor. Work requirements,
competencies, and success factors at all levels are identified and communicated. The SP&M
process and its possible outcome are described to all who ask. Individuals are told how they are
regarded. However, decision makers do not promise high performers with high potential that they
are guaranteed advancement: rather, they send the message that you must continue to perform in
an exemplary way in your current job and take active steps to prepare yourself for the future to
benefit from it. Rothwell (2010) notes that preparing oneself for the future will usually help an

individual qualify for advancement better than not preparing.

2.6.6 Amount of individual discretion
The amount of individual discretion answers the question of how say individuals have in assessing
their current jobs performance and their future advancement potential in a succession planning and

management program. It is not safe anymore to presume that everyone wants to advance to higher
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levels or responsibility. Not everyone is willing to make the sacrifice that go with increased
responsibility and not everyone is willing to sacrifice work-life balance.

In mandated succession planning and management, decision makers ignore individual career goals
and identify the best candidates for jobs regardless of individual preferences. Whenever a vacancy
occurs internal candidates are approached first while given right of refusal they may also be
pressured to accept a job change for the god of the organization (Rothwell 2010). On the other
hand, verified succession planning and management appreciates the importance of the individual
in SP&M. Decision makers identify desirable candidates for each job and then verify their interests
in it by conducting career planning interviews or discussions. When a vacancy occurs, internal
candidates are approached but decision makers are already aware of individual preferences, career
goals and interests and no pressure is extended to individuals, rather, decision makers seek a

balance in meeting organizational needs and individual career goal (Rothwell 2010).

2.7 ENSURING LEADERSHIP CONTINUITY IN ORGANIZATIONS
Leadership continuity in many firms has been achieved over the years through traditional
approaches, however, there are emerging and increasingly popular alternative approaches of

ensuring leadership continuity and filling critically important positions (Rothwell 2010).

2.7.1 Traditional approaches

Haire (cited in Rothwell 2010, p. 25-27) noted that people can only make 6 types of job movements
in any organization. In (entry), out (termination), up (promotion), down (demotion), across (lateral
transfer) or progress in place (development in current position). Any one or all of these traditional

approaches can be used as a means to meet succession needs for key positions.

Entry (moving people into an organization) is associated with recruitment and selection -hiring off
the street- and is one way to find successors. People hired from outside may have valuable
knowledge in which the organization is otherwise deficient but may present a gamble: because
they have little stake in the organization’s status quo and may generate conflict (constructive or
destructive) trying to put new ideas into action. Their track records are also hard to verify and their
ability to work harmoniously in new corporate culture maybe difficult to assess. Consequently, top

managers may be reluctant to hire more than a certain percentage of outsiders for key positions.
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Promotion (moving people up in an organization) is associated with upward mobility,
advancement and increased responsibility. Succession planning and management has long been
linked with this approach more than any other. While replacements charts may be considered as
relics, they still remain tools of SP&M in many organizations. They usually imply an upward
progression from within the organization and often within the same division, department or work
unit. Job posting programs can also be paired with replacement charting or career maps so as to
communicate vacancies and provide a means of allowing movement across functions, departments

and locations.

Promotion from within approach to succession planning and management sustains and improves
employee morale and smoothens transition by ensuring that key positions are filled by those whose
personalities, philosophies and skills are already known to others in the organization. However,
some experts argue that only a limited percentage of positions should be filled through internal
promotion as it tends to reinforce the existing culture and ends up perpetuating the homo-social
bias already present in the leadership hierarchy. Further, it should be noted that exemplary job
performance in one position is no guarantee of success in a higher-level position since
requirements at different organizational level are not identical and this is particularly true in
management. Effective promotion from within thus requires planning and rarely occurs by chance
(Rothwell 2010).

Termination (moving people out of an organization) is associated with layoffs, downsizing, and
reduction in force, firings and employee buyouts which can be used effectively as a tool for
removing less effective performers from their positions, thereby opening up opportunities for
promising high potential employees with proven track records. However, termination is generally
viewed negatively, and carries a social stigma for those let go and can presents a public relations

concern for organizations that regularly terminate individuals with or without cause.

Demotion (moving people down in an organization) like terminating them, is commonly viewed
negatively but it can be an effective source of leadership talent. For instance, when an
organizational unit is being disbanded, effective performers from that unit may fill vacancies in

other parts of the organization.
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In the wake of downsizing, lateral transfer (moving people across an organization) is becoming
more common as a valuable means by which to cross fertilize the organization giving new
perspective to old functions or activities. Job rotations either temporary or permanent, from one
position to another as a means of relieving ennui or building individual skills are a unique form of
transfer that can be used in succession planning and management (Stuller 1993; Rothwell, Kazanas
& Haines 1992; Stuller 1993).

Increasing global competition has brought with it diminishing opportunities for individual’s
advancement. Organizations have thus adopted progress in place (development in the current
position) as a middle ground between lateral transfer and upward mobility. Progress in place is
based on the central premise that no job no matter how broad or complex fully taps individual
potential. As a result, individuals can be developed for future while remaining where they are
doing what they have always done and gradually shouldering new duties or assignments.
Stagnation is thus avoided by loading the job either horizontally - adding job responsibilities
similar to what the individual has already done - or vertically - offering new job responsibilities
that challenge the individual to learn more (Kim 2006; Rothwell 2010).

Progress in place presents an opportunity for dual career ladders since individuals may advance
along two different career tracks. A management track in which advancement is linked to
increasing responsibility for people and a technical track in which advancement is linked to
increasingly sophisticated responsibility within a given function or area of expertise. In order to
encourage advancement along dual career tracks, organizations may establish special rewards,

incentives and compensation programs (Kim 2006; Rothwell 2010).

2.7.2 Alternative approaches

Experienced and accomplished managers know that the traditional approaches are not the only
way to fill critical positions in an organization, there are other alternative approaches that are
increasingly being used as managers in cost sensitive organizations struggle to meet SP&M

challenges.

i.  Organizational redesign

When vacancy occurs in key position, decision makers do not automatically move someone into

that place, instead they break up the work duties and reallocate them across the remaining key
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positions or people with a desired result of reduced headcount while holding the results constant.
This helps in developing the remaining people by giving them exposure to a new function, activity
or responsibility. However, if rewards do not match the growing workload, exemplary performers
who have been asked to do more may grow disenchanted (Kim 2006; Rothwell 2010).

ii.  Process redesign

When a position becomes vacant, decision makers do not automatically assume that all key
positions needs to be replaced, they review that function from top to bottom determining whether
it is necessary at all and if it can be done in ways that require fewer people (Rothwell 2010).

iii.  Outsourcing

Instead of performing all key positions internally, decision makers periodically reassess whether
activities can be more cost effectively handled externally through outsourcing. Outsourcing
reduces headcount and can decrease succession demands (Rothwell 2005).

iv.  Trading personnel temporarily with other organizations

The approach builds on the idea that organizations can temporarily trade resources for their mutual
benefit. Excess capacity in one organization is tapped temporarily by others. The approach has an
advantage that high performers or high potentials who are not immediately needed by one
organization can be pooled for use by others who often offset their salaries and benefits. The
disadvantage is that lending organization risk losing these talented workers completely if they are
spirited away by those having greater need of their services and greater ability to reward and
advance them (Rothwell 2005).

v.  Establishing talent pools

Instead of identifying one likely successor for key position, the organization sets out to develop
many people for many positions. This is achieved through mandated job rotations so that high
potentials gain exposure to many organizational areas and are capable of making multifaceted
contributions. However, this approach may be disadvantageous because production can be lost as

new leaders play musical chairs and learn the ropes in new organizational settings (Rothwell 2005).
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vi.  Two in the box arrangement

The approach entails overstaffing by having a manager and an assistant manager, the assistant
position is used to move executives from one business to another for few years so they can gain a
variety of experiences. It permits individual development through job rotations while preserving
leadership continuity (Henecke 1991; Ancona & Nadler 1989).

vii.  Competitive skill inventory

In this approach, rather than develop organizational talent over time, an organization identifies
predictable sources of high potential workers outside the organization and establishes a skill
inventory, in the event of need, they are recruited on short notice. A disadvantage of this approach
is that it can engender counter attacks by organizations that have been robbed of talent (Rothwell
2005; 2010).

viii.  Temping
The organization makes it a practice to hire individuals from outside on a short-term basis to fill
in during a search for a successor. The temps become candidates for consideration, if they do not
work out, the arrangement can be severed on short notice (Rothwell 2005; 2010).

iXx. Job sharing
An experienced employee in a key position temporarily shares the job with another as a means of
on the job training or assessing how well the candidate can perform (Rothwell 2005; 2010).

X.  Part time employment
Prospective candidates for key positions are brought in on a part time basis and are carefully
assessed before employment is made (Rothwell 2005; 2010).

xi.  Consulting

Prospective candidates for key positions are brought in as consultants on projects related to the
position duties and their performance is carefully assessed before employment offers are made
(Rothwell 2005; 2010).
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xii.  Overtime

Prospective candidates from within the organization are asked to work on other capacities in
addition to their current jobs. This represents overtime work. The employer then asses how well
the individual can perform in the key position, making allowances from the unusual pressure under
which they are functioning (Rothwell 2005, 2010).

xiii.  Job rotation

Prospective candidates for key positions are developed from within by rotating, for an extended
time span, into another job or series of jobs in preparation for the future.

xiv.  Retirees

The use of retirees involves looking for individuals with proven track records to return to critical

positions temporarily or permanently.

2.8 KEY TRENDS INFLUENCING SP&M

Organizations are increasingly dynamic in the wake of myriad of changes in their environments.
Firms are therefore responding either proactively or reactively to these dynamic environments
filled with global competition and business discontinuities. SP&M must therefore flourish in this
arena and to do so, a more active orientation is required, one that is characterized by succession
management with emphasis on ongoing and integrated process. Succession management is more
active than succession planning and must be carried out in a way that is tied to organization strategy
and responsive enough to deal with rapidly changing organizational settings. To be effective,
SP&M programs must anticipate and not just react to the changes brought by an increasingly

dynamic business environment (Rothwell 2000; Leibman 1996).

2.8.1 Need for speed
Time has emerged as a key strategic resource, reducing the cycle time is seen as a goal in its own
right. This includes finding faster ways to adopt technology, entering new markets faster and

reducing unnecessary or redundant steps in production process (Smith & Reinertsen 1991).

Speed is now as important in managing succession issues as it is managing other aspects of
organizational practices. Managers must manage against the possibility that they may lose valuable
talent if they do not identify it quickly and offer prompt rewards and development opportunities
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(Densford 1999). Yet speed is even poised to become more important in the future, the sensitivity
to speed is largely affecting Human Resource practices. Many organizations are now keeping
statistics to see how long it takes to justify a position, recruit and fill a vacancy and train people
(Fitz-Enz 1984).

In a more stable era, it might have been acceptable to permit a long lead time between the
justification and filling of a position, the selection of a qualified person to do the work and the
realization of full productivity from a worker as he undergoes training and moves up the experience
learning curve but stable times are gone. Time is a wasting resource and people must be found and
oriented so that they can become proactive as quickly as possible. Succession planning and
management must be based on sensitivity to the need for speed.

2.8.2 A seller’s market for skills

Traditionally most employers have taken employees for granted, they still assume that if their
organizations will only pay enough, they can always find the people they need to fill any position
but that assumption is not valid anymore: - The new workers (Generation Y) entering the market
have a different work ethic and values different from those of previous generations. Many prize a
balance of work and personal life in a way that does not match up well to the crazy pace in many
organizations today, where hours of work for the average manager are on the rise (Workforce
Strategies 1999; Tolbize 2008).

Quantity surveying as a profession in Kenya has seen sustained employment especially with the
stabilizing of the Kenyan Economy since 2002 meaning that virtually any quantity surveyor
looking for employment today can find one. Workers are thus more selective about where they
work which creates a sellers’ market. Managers in Quantity Surveying firms must therefore change
their attitude and align their firms with individual needs to be responsive to a sellers’ market for

skills in ways to give people hope for the future and an SP&M program is one such way.

2.8.3 Reduced loyalty among employers and employees

There was a time when a stable employment record was considered an advantage during job
interviews and employers often assumed that when they extended a job offer, they were
establishing a long-term relationship with the worker. Even poor performers were tolerated and at

times moved into harmless positions so as to preserve a worker feeling of trust and security with
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their employers. Things have since changed and the employment contract has also changed. As
competitive conditions become fiercer and organizational conditions become less stable, no longer
are employees making long-term commitments (Solomon 1992; Tolbize 2008). The legacy of this
change in common business practice is that employees have become more interested in short term
gains in pay, title and development opportunities and benefits. They want immediate reward for
good performance since they don’t trust their employer’s ability to reward them in the future for
hard work performed in the present. They have changed from showing a willingness to tolerate
delayed gratification to demanding immediate gratification since they cannot be sure that they will
be around with the employer to reap future rewards (Stum 1989).

This change in the employment contract has had profound implications for traditional SP&M
practices, employees can no longer trust their employers to make good on promise of future
advancement and given that attitude, employers can no longer count on high potentials or
exemplary performers to patiently perform for long periods before expecting rewards,

advancement or professional development.

2.8.4 The importance of intellectual capital and knowledge

Intellectual capital can be understood as the collective economic value of an organization’s
workforce. The effective use of intellectual capital is knowledge management (Stewart 1999;
McDermott 1999). In an organizational and operations environment, the speed in decision making
increases because customers must deal with workers who know how to serve them quickly and

effectively. This demands improved knowledge management of the workforce.

Traditional managers may view people as a cost of doing business but thought leaders have
realized that people represent the only asset that really matters in a competitive environment.
People come up with technological advancements and use those advancements to achieve
productivity and quality. Intellectual capital as a tool of knowledge management thus has

important implications to SP&M.

2.8.5 The key importance of values and competencies
People in organizations have high expectation of their leaders. People want leaders who can get
results and can at the same time model appropriate ethics. For these reasons, values and

competencies have emerged as crucial to success in organizations and key to management decision
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making, human resource practice and SP&M programs. Values represent a moral dimension to the
way leadership is exercised and work performed while competencies represent the distinguishing
feature between high performers, average or below average performers. Competency models are
the glue that holds together a succession planning effort (Agle 1999).

29 MAJOR MODELS IN SUCCESSION PLANNING AND MANAGEMENT

Kim (2006) contends that since Succession Planning and Management is a process and system,
like other HR activities, there are several models and approaches and no single model or approach
can fit all organizations and situations because succession planning is influenced by national
culture, organizational culture and top management values. However, three models of succession
planning and management have been widely used in practice: The Seven-Pointed Star Model by
Rothwell (2003, 2005, 2010), Leadership Pipeline Model by Charan, Drotter and Noel (2001), and
Acceleration Pool Model by Byham, Smith and Paese (2002).

2.9.1 The Seven-Pointed Star Model

Rothwell (2010) notes that many decision makers in organizations that possess no SP&M program
would normally like to leap from a state of no program to a state-of-the-art program. This approach
he quips, is rarely possible or realistic and metaphorically likens it to trying to accelerate an
automobile from a standing stop to 100 miles per hour in a second. He suggests five generations
phased-in roll-out approach where organizations go through a life cycle of development in their
succession planning and management programs. These generations have been summarized in table
2.9-1. At each generation, organizations gain sophistication about what to do, how to do it and
why it is worth doing (Rothwell 2005).

i.  The first generation of SP&M

The target for the SP&M program is the CEO only and the program is simply a replacement plan
for the CEO with the realization of what would happen to organizations in the event of sudden
incapacitation. The CEO must be involved to ensure he or she properly assumes an important
leadership role for the program and does not try to delegate it prematurely to human resource or
other groups. The HR does not own the effort but plays an important supportive role in
coordinating the effort once leadership has been exercised by the CEO. They can also provide
counsel about what to do, why it should be done and how it should be done. When the SP&M

effort begins with the CEO, he or she understands what is involved in establishing a state of the
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art SP&M program and is able to tailor it to fit his vision and the organizations strategy. Moreover,

the CEO sets an example and sends a powerful message of personal commitment and support

needed to make subsequent generations of such effort successful (Kim 2006).

Life Cycle of SP
First generation

Second
generation

Third generation

Fourth
generation

Fifth generation

Table 2.9-1: Generation of SP&M Life Cycle

Typical Implementation plan

A single replacement plan for
CEO

A replacement plan for the CEO
and his or her immediate reports

A succession planning and
management program for middle
managers and perhaps their key
reports

A talent pool approach focused
inside the organization

A proactive talent pool approach
focused inside and outside

Major components
A single replacement plan for CEO

Simple Replacement plan for CEO and his or her immediate
reports (the senior leaders, the senior executive team)
Involvement of Senior managers

Succession planning and management program for middle
managers

Drafts of Policies and procedures for succession planning
and management

Use of competency Models

Value statement

Focusing on development of internal talent pools

Everyone in organization considered a possible successor for
key position

Provide tool for career development for future

No more organization chart

Use of competency model, performance appraisal, individual
development plan, full-cycle multi-rater assessment, and
other sophisticated method for development

Include external talent pool

Source: Kim (2006, p.26).

ii.  The first generation of SP&M

The target for the SP&M program is the CEO only and the program is simply a replacement plan

for the CEO with the realization of what would happen to organizations in the event of sudden

incapacitation. The CEO must be involved to ensure he or she properly assumes an important

leadership role for the program and does not try to delegate it prematurely to human resource or

other groups. The HR does not own the effort but plays an important supportive role in

coordinating the effort once leadership has been exercised by the CEO. They can also provide

counsel about what to do, why it should be done and how it should be done. When the SP&M
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effort begins with the CEO, he or she understands what is involved in establishing a state of the
art SP&M program and is able to tailor it to fit his vision and the organizations strategy. Moreover,
the CEO sets an example and sends a powerful message of personal commitment and support
needed to make subsequent generations of such effort successful (Kim, 2006).

iii.  The second generation

In the second generation, the target for the program is the CEO and his or her immediate reports.
By extending the SP&M effort to the management tier below the CEO and by identifying
successors of that group, senior managers are involved first hand in designing and implementing
a succession effort. They thus develop a thorough understanding of it and can communicate to
others in the third generation (Kim 2006).

The advantages of using the senior executive team is that they are usually already well developed
in their position and are highly knowledgeable about what it takes to succeed in the business,
industry and corporate culture. Their participation in the development of the SP&M program
ensures that it fits the corporate culture and aligns with organizational strategy. Furthermore, they
set a good example and send a powerful message to others in the organization that the SP&M effort

is important and worthy of action, interest and participation (Kim 2006).
iv.  The third generation

This is a program for middle managers who report to the senior executive team. At the third
generation, policies and procedures for SP&M are drafted if they had not been prepared formally
in the earlier generations. Competency models by departments or hierarchical level are also
developed, value statements are crafted and other key components of modern SP&M program are
designed, developed and refined. By extending to this tier and by identifying successors to that
group, middle managers come to understand the SP&M program and help refine it for their level
and for those below them in the organization chart. This generation is the riskiest because many
people are involved; moreover, many new policies, procedures and practices are first established,
tested and implemented (Kim 2006).
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v.  The fourth generation

In this generation, the program moves from simple replacement plans to focus on the development
of internal talent pools. Everyone in the organization is considered a possible successor and given
such tools as career maps to help them prepare themselves for the future. In this generation,
succession issues are divorced from the chart. Instead of targeting specific individual succors, the
organization’s decision makers us the many tools put in place in the third generation. The use of
competency models, performance appraisals, individual development plans, full cycle multi-rater
assessment and other sophisticated methods can be used in this generation to help workers develop
and realize their potential (Kim 2006).

vi.  The fifth generation

This is the most sophisticated and focuses on the development of internal as well as external talent
pools. External talent pools are group of people outside the organization who are possible sources
of talent for the future, instead of waiting until key positions become open to source for talent, the
organization decision makers include in their talent pools temporary and contingent workers,
retired workers, outsourcing agents, vendors, consultants and perhaps even members of their
organizations supply and distribution channel. In other words, the decision makers look around

both the internal and external environment to see what talent exists that can be tapped (Kim 2006).

For this fifth-generation SP&M effort to work, a lot of infrastructure, management support and
learning are needed. The risks of failure are also very high. Yet this would be the best approach
for Kenyan Quantity Surveying firms by virtue that they are relatively small with staff mostly
ranging from between two to thirty. Their market is also largely stable and the practice is

characterized by very slow turnover in the management ranks (Kim 2006).
Requirements of a fifth-generation approach

A minimum requirement to a fifth-generation approach to SP&M according to Kim (2006)

include:

i.  Apolicy and procedure statement in writing to govern SP&M
ii. A statement of value governing the effort

iii.  Competency models for the groups targeted
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Vi.

Vii.

Full circle multi rater assessment efforts (or other ways to assess individual potential)
Individual development plans
Skill inventories for talent pool inside and outside the organization.

Senior management involvement and support

Key steps in carrying out a systematic succession planning and management

Rothwell (2010) suggests that organizations can carry out their systematic succession planning

and management by using the “Seven Pointed Star Model” illustrated in figure 2.9-1 below: The

discussion on the activity at each of the seven steps is detailed in sub-topic 2.10 of this study.

Figure 2.9-1: Seven Star Pointed Model

step 1
make the commitment to systematic SP&M
and establish an SP&M program

step 7 step 2
Evaluate the SP&M program Assess present work requirements
close the d:&ZIpogmental gap step 3
S0 as to meet SP&M needs . appraise individual job perfomance

_ _stgp 5 _ step 4
Asses individual potential asses future work requirements

Source: Rothwell (2010).

2.9.2 Acceleration Pools Model
Pointing out that traditional succession planning has failed organization due to their focus on

identifying rather than developing future leaders, Ten Step Inc. and C & K Management Ltd (2003)

suggested a different approach to grooming executive talent — Acceleration Pool Model. Rather

than targeting one or two handpicked people for each executive position, an Accelerate Pool

emphasizes the development of a group of high-potential candidates for executive positions in

general. Byham, Smith and Paese (2002) explained the process of the Acceleration Pool in five
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phases. Figure 2.9-2 below shows a brief summary of the five phases of the Acceleration Pool and
sub-processes in each phase

Figure 2.9-2: Summation of Acceleration Pool Model Phases

Phase 1: nominating, identifying high potentials

Business Units or functions nominate potential pool candidate

2

Executive resource board screens candidates and makes final decisions

4

Pros and cons explained to candidates, who makes decision to enter or not to enter the pool

¥

Phase 2: Diagnosing development opportunities

Assessment of strength and developments needs using and acceleration centre

4

Feedback of assessment results and determination of development priorities

¥

Phase 3: prescribing solutions to development opportunities

Executive resource board decision on pool members’ assignments, special training or executive coaching and monitors
progress and completion

Development goals on current on new job assignment are framed relative to diagnosis

A 4

Pool member targets areas and strategies for development with the help of manager and mentor

¥

Phase 4: ensuring that development takes place/ documenting development

Pool member develops needed behaviour and

Pool member measures 21 Pool members applies behaviour or.L
knowledge through training ad executive coaching

reports results of new behavi knowledge in assignment or shor
or knowledge term experience

Each pool member starts building a career development portfolio and meets with manager and mentor to review program
and set new development goals

Phase 5: reviewing progress and New assignment

Executive resource board audits pool members progress and decides on new/next assignment

Source: Kim (2006).

The model highlights the accelerated development of pool members through stretch jobs and task-
force assignments that offer the best learning, including mentoring, coaching, training, and special
developmental activities such as university executive programs and in-company action learning
sessions, and highest visibility opportunities. Acceleration pool members are not evaluated by

completing a training program, but on how they apply the training concepts in a measurable way
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back on the job. Acceleration pools are an attractive alternative because they cater to today's young
managers. They are intensive and provide them with self-development, job flexibility and self-

management of their careers.

2.9.3 Leadership Pipeline Model

The Leadership Pipeline Model focuses on leadership development rather than succession
planning and management. Charan, Drotter, and Noel (2001, 2011) developed the Leadership
Pipeline Model, based on 30 years of consulting work with Fortune 500 companies. The model
helps organizations grow leaders internally at every level, from entry level team leaders to senior
managers. It provides a framework that organizations can use to identify future leaders, assess their
competence, plan their development, and measure results. In simple terms, organizations can use
the model to think about how they will train their people to take the next step up the leadership
ladder.

Figure 2.9-3: Critical Career Pipeline Turns
1 dent
ceol prest Managing business to
managing enterprise

a er
/Managing manager to

anaging function

Managing function to
managing business

Managing others to
managing managers

Managing self to
managing others

Source: Kim (2006)

According to the model's developers, leaders progress through six key transitions, or passages in
order to succeed. The pipeline is not a straight cylinder but rather one that is bent in six places.
Each of these passages represents a change in organizational position -a different level and
complexity of leadership - where a significant turn has to be made. These turns involve a major
change in job requirements, demanding new skills, time applications, and work value (Byham,
Smith and Paese 2001, p. 20-21).
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2.9.4 Application to QS firms

This study suggests the use of the seven-point star model for succession planning as it is more
robust compared to the remaining two models. Moreover, Kim (2006, p. 31) argued that the
Leadership Pipeline Model focused more on leadership development than on succession

planning and management.

2.10 LAYING THE FOUNDATION FOR SP&M PROGRAM

The seven-step model shown above in the fifth-generation approach to succession planning
(section 2.9.1), forms the foundation for a succession planning and management program as
advanced by Rothwell (2010).

2.10.1 Step 1: Make the commitment

As a first step, the organization decision makers should commit to and lay the foundation to
systematic succession planning and management and establish a SP&M program. This step
represents a leap of faith in the value of planned over unplanned approaches to SP&M. In this step,
the organization decision makers should undertake the following:

2.10.1.1 Making the case for change

a) Assess the current problems and practices

In order to build a convincing case for change and plan for the future, information about current
problems and practices must be established. Some of the problems that should worry organizations
and call for urgent SP&M program are inter alia:- key positions are filled after long delays, key
positions can only be through hiring from outside, Key positions have few people ready to fill
them, vacancy in key positions cannot be filled with confidence in the abilities of those chosen for
them, key position are subject to frequent or unexpected turnover, high performers or HiPos are
leaving the organization in droves, employees and decision makers complain about discrimination

and expediency in decisions about whom to promote into key positions.
b) Asses and demonstrate the need for the program

It is important to tie SP&M issues directly to pressing organizational problems and to the

organizations core mission. Not many decision makers are willing to invest time, money and effort

32



in any activity that they believe will only accrue few benefits. To demonstrate the need for SP&M

program few approaches can be used, this include;

Hitchhiking on crisis: As key position become vacant, seize the opportunity to poll decision
makers informally. Commence by summarizing the recent crisis and contrasting it to what
could have happened if a systematic approach to SP&M had been used. Detail the impact
of poorly planned SP&M on all stakeholders and then illustrate possible future conditions.
Seize opportunities: one should study the key positions and the incumbents and establish
the developmental needs of successors and subject them to developmental activities to
increase their skills.

Show the bottom line Value: determine the workload (how many positions need to be
filled), the speed of filing positions and the results (how many positions were filled over a
given time span). An alternative way of demonstrating the need for SP&M program is to
draw comparison between the expenses of operating the program and the benefits accruing
from the program (Fitz-Enz 2000; Brauchle 1992).

c) Determine the organizations exact SP&M requirements

Organizations have varied requirements for SP&M programs. These differences exist due to

organizations industry, size, and stage of maturity, management values, internally available

experts, cost, time and other considerations all of which affect the appropriate design for SP&M

program (Derr, Jones & Toomey 1988; Journal of Financial and Quantitative Analysis 2015).

However, the key essentials for a SP&M program top managers should be seeking answers to

include:

The eagerness of top managers and other decision makers to systematize the organization
SP&M processes.

How much time and attention are they willing and able to devote to; assessing key position
requirements, identifying leadership competencies, identifying success factors for
advancement in the organization, conducting multi-rater assessments, appraising individual
performance, preparing and implementing Individual Developmental Plans. All of these
activities are aimed at ensuring efficient preparation of individuals for advancement into key

position
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The stability of the current organizational structure and work processes and assess whether
either or both can be reliably used to plan for leadership continuity or replacements.

Their willingness to devote resources to cultivate talent from within.

How much do decision makers prefer to fill key positions vacancies from inside rather than
from outside the organization. How willing are they to adopt innovative alternatives to simple

replacement from within.

d) Link the SP&M program directly to organizational and human resource strategic

plans

SP&M issues must be taken into consideration when formulating strategic plans, for instance,
when reviewing organizational strength and weaknesses the organizational leadership talent must
be taken into account. Identification of talent, imparting knowledge and skills into human assets
and taking active steps to narrow the gap between available and necessary talent will help
organizations link their strategies and succession planning and management. HR strategy of
selection, training, compensation and benefits must also be examined against the succession
planning and management needs. Only those practices that facilitate long term effort to groom

talent from within must be adopted.
e) Benchmark SP&M practices in other organizations

Reviewing industry best practices from other organizations leads to improved performance by
adoption of better and more effective methods of SP&M practices. Benchmarking provides fresh
perspectives and point of comparison from other organizations and can thereby accelerate the
process of introducing a state of the art program by comparing the practices in an organization to
the best practices already in use in other organizations. Camp (1989) contends that only the
approach of establishing operating targets and productivity programs based on industry best
practice leads to superior performance. He suggests that benchmarking should be conducted in the

following way:

i.  ldentify what is to be benchmarked
ii.  ldentify comparative companies

iii. Determine a data collection method and collect data
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iv.  Determine the current performance gap

v.  Project future performance levels

vi.  Communicate benchmark findings and gain acceptance
vii.  Establish functional goals (based on the results of the benchmarking study)
viii.  Develop action plans

ix.  Implement specific action and monitor progress

X.  Recalibrate benchmark

f) Obtaining and building management commitment to systematic SP&M

A SP&M program will only be effective when it enjoys the support from its stakeholders.
Stakeholders must own the process and obtaining and building the management commitment to
SP&M is thus essential for a systematic program to work.

In 1986 Dormant developed a helpful model (ABCD) for securing management’s commitment to
SP&M. ABCD is an acronym based on the first letters of several key words. She suggests that
large scale organizational change such as introduction of a systematic SP&M processes can be
understood by examining adopters (those affected by the change), black box (the change process),

change agent (who is conducting the change) and domain (the change context).

A valuable feature in Dormant’s model is the view that different strategies are appropriate at
different stages in the introduction of a change. The change agent should thus take actions to
facilitate change that is keyed to the adopters stage in accepting an innovation. Dormant believes

that adopter progress through identifiable ways in accepting innovation.

e First stage, awareness. Adaptors have little information about the innovation are passive
and generally unwilling to seek information. During this stage change agents should
advertise the innovation making efforts to attract attention and provide positive information

e Second stage, self-concern, adopters are more active, they express concern about how they
will be individually affected by a change and ask questions about the consequences of an
innovation. At this stage the change agent plays the role of a counselor answering questions

and providing relevant information.
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e Third stage, metal tryout, adopter remain active and ask questions related to their own
applications of an innovation. The change agents adopt a demonstrative role showing
adopters how to adapt an innovation to their unique situation.

e Fourth stage, hand-on trial. During this stage, adopters want to learn how to apply an
innovation to their own situations and opinion about innovations are being formed from
personal experiences. The Change agents provides them with training and detailed
feedback about how well they are applying the innovation. Testimonials of success will be
persuasive during this stage and will help shape the conclusions reached by the adopters
about an innovation.

e The fifth and final stage is adoption. By this stage, adopters have integrated the innovation
into their work and are interested in specific problem solving that is related to their own
applications. Change agents provide personal support, help adopters find the resources they

need to perform effectively and provide rewards for successful implementation.

2.10.1.2 Starting up a systematic succession planning and management program
g) Clarify the roles of different groups in the program

Organization members must know their roles (expected pattern of behavior, attitudes and values)
in an SP&M program so as to support the effort. Performance is influenced by shared role
expectations and understanding. To establish systematic SP&M, program roles, expected
individual actions and behavior must be clarified to all individuals throughout the organization

(Gibson, Ivancevich & Donnelly-Jr. 1985). There are three target groups in role enactment:

i.  Management employees: the management employees’ roles range from active to passive
and supporter to opponent. Those who take an active role dedicate their time to SP&M,
they define present work requirements, plan future work requirements, appraise individual
performance, assess individual potential, plan individual development and participate in
development activities. On the other hand, a passive management employee doesn’t allow
time for SP&M. A supporter sees SP&M as a valuable activity while an opponent has
reservations about it.

ii.  Program facilitators: The program facilitator’s roles range from directive to non-
directive. Facilitators who assume a directive role indicate what they expect from the

participants of a systematic SP&M program. They then attempt to enforce these
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expectations, provide briefings, trainings or written directions to help others understand
what they are supposed to do. Non-directive facilitators on the other hand attempt to
identify what various stakeholders want from the program and the behaviour associated
with those desired program results. The facilitators collect information from stakeholders,
feed it back to them and help them establish their own roles and action plans. The
facilitators therefore spend much time individually helping managers and employees at
different levels to understand what their roles should be.

Program participants. These are those tapped by the organization to be involved in an
SP&M process and are designated and developed for future positions. Their roles range
from being aware to unaware that they have been designated by the organization as
possible successors. Their role can also be organizationally focused or individually
focused.

h) Formulate a program mission statement

According to Mahler and Drotter (1986), the program mission must be adequately clarified at the

outset to achieve agreement among stakeholders about the program purposes, desired results and

why those outcomes are valuable. Because of the differences in organizations, SP&M mission

statement vary and are designed to serve different purposes. However, in formulating the program

mission, decision makers must focus on the following matters of particular importance to any

organization: -

Vi.

Vii.

viil.

What is a key position?

What is the definition of HiPo?

What is the organization’s responsibility in identifying HiPos and what should it be?
What is the definition of an exemplary performer?

What is the organization’s responsibility in identifying and rewarding exemplary
performers? What should it be?

How should the organization fill key positions?

What percentage of vacancies in key positions should be filled from within? From
without? Handled through other means?

What percentage of position should have at least one identifiable backup successor?
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ix.  Inwhat percentage of key position should there be no designated successors?
X.  What is the maximum time that exemplary performers should remain in their positions?
xi.  What should be the maximum allowable percentage of avoidable turnover among high
potentials? Exemplary performers? What should be done to reduce it?
xii. ~ What should be the maximum allowable percentage of failures in key positions after
individual advancement?
xiii. ~ What percentage of key positions should be filled with employees from legally protected
labour groups such as women, minorities and the disabled?
xiv.  How should HiPos be prepared for advancement?
xv.  What should be the role and responsibility of each employee and the HR department in
the process of developing HiPos?
xvi.  How openly should the organization communicate with individuals who are identifiable
to be HiPos about their status?
xvii.  How desirable are international assignments for designated successors?
XViil. How much should individual career goals be surfaced, considered and tracked in

succession planning?

i) Write a policy and procedures to guide the program

SP&M program policies are natural outgrowth of the mission and places the organization in record
as supporting or opposing an approach to action. Procedures stem from policy and provide
guidelines for applying it. A written policy on SP&M clarifies what the organization seeks to do

while a written procedure clarifies how the policy will be applied.
j) ldentify target groups to be served by the program

Identifying the target group can only be possible by answering who should be the focus of SP&M
program and whether it should be geared to top level executive only or encompass other levels or
parts of the organization. Greater effort, time and resources must be geared towards systematically
developing human capabilities at all levels across all groups. In establishing the initial target, areas
of organizations’ weakest bench strength must be established. Direct attention must first be
directed to three common areas of problems, successors for top managers, successors first line

supervisory position and successor for unique, tough to fill technical or professional position.
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Top management positions are few in absolute numbers but are usually critically important for
formulating and implementing organizational strategy. Supervisory positions are fewest in
absolute numbers, so continuing turnover and other personnel movements leave these ranks subject
to greatest need for replacement. This level is also critical because it serves as point of entry to top
management. They are areas of weakness in organizations that have not planned management
development program or that provide little incentive for movement into supervision. Tough-to-fill
technical professional positions are often limited in number yet they present a crisis by the mere

thought that someone could leave in this group.
k) Establish program priorities

In order to accomplish a systematic SP&M program, much work has to be done but because not
all of it can be achieved at once, priorities must be prioritized as either short term or long term.
The initial priorities must be set to address the organization most pressing problem and to rectify
the most serious weakness in bench strength. Subsequent priorities should be set to reflect long
term plan to systematic SP&M in the organization.

I) Addressing the legal framework in SP&M

Legal issues should not be overlooked in SP&M. Employee complaints are on the rise and those
formulating and implementing SP&M programs must familiarize themselves with government
rules, laws and regulations. The familiarity with laws and provisions is critically important
especially in engagements with foreign nationals and as business grow to international levels.
Employers must ensure that there is no real or perceived discrimination of all kinds of

employments and SP&M matters.

m) Establishing strategies for rolling out a succession planning and management

program

As organizations adopt and implement SP&M programs, they face dilemma on how to roll them
out, the best strategy according to Rothwell (2010) is to start with the CEO then follow the
generations (his or her immediate successors/reports) in a roll out strategy. The middle managers

are then included (third generation) and later on the fourth and fifth generations.

39



The communication strategy and the action plan should both be addressed separately and carefully.
The CEO and senior executives must pay attention to how the SP&M program should be described
to middle managers and other stakeholders in and outside the organization so as to make clear the

business goals and procedures. If they don’t they risk a broad-scale failure of the plan.

2.10.1.3 Refining the program
n) Prepare an action plan to guide the program

Turning priorities into realties require dedication, hard work and effective strategy. Preparing a
program action plan helps conceptualize the strategy for implementing systematic SP&M in the
organization. After listing the priorities organizations must indicate actions to be taken to achieve
the priorities, responsibility must also be assigned and where the action must be performed must
also be indicated. An effective action plan provides a basis for program accountability and must

answer the following questions:

e Who should take action,

e What action should be taken,

e When should action be taken,

e Where should the action be taken,
e Why should the action be taken,

e How the action should be taken.

0) Communicate the action plan

Organizations will not achieve much if the action plan is formulated then kept. It must be
communicated to the participants of the SP&M program. However, caution must be taken because
information about succession plans can reveal too much about the organization strategic plan to
the external environment and competitors. Internally this information may also create undesired
consequences, designated successors may become complacent because they think advancement is
guaranteed (crown prince phenomenon) while those left out may become disenchanted and so will
the designated successors should organizational condition change and negatively affect their

status. The designated successors can also hold themselves for ransom by threatening to leave
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unless they receive escalating raises or advancement opportunities. Keeping the HiPos in their

current status can also make them seek advancement opportunities elsewhere.

p) Conduct SP&M meetings as necessary to unveil the program and review progress

continually

Ordinarily, organization would need at least four meeting to lay the foundation of an SP&M

program.

Verifying the need - during start up, a handpicked group limited to the top management
meets to verify that there exists a genuine need for a systematic SP&M process. The
current practices and problems that stem from informal approach to SP&M are also
reviewed.

Seeking input - a larger meeting to seek input from major stakeholders is assembled to
surface SP&M problems and to galvanize action. Executives must be properly involved
in the program formulation process because such program has important strategic
implications for the organization and creates a natural bridge between SP&M and strategic
planning since key players in organization’s strategic planning are involved. From this
meeting, the need for a systematic approach to SP&M is explained, a draft program
mission statement is formulated, initial target group to be served by the program are
identified and the initial program priorities are set (Kraut et al. 1989; Smither 1991).
Hammering out a proposal - a standing SP&M committee should be established to
advance the program formulation process begun in the earlier meeting (the seeking input).
The idea of a committee is important because it maintains high level commitment and
support, conserve the time required to review fruits of the committee’s investigation and
provides a means of senior level involvement in SP&M. The CEO should preferably be
the chair of that committee while the members should be carefully chosen for their interest
in SP&M, track record of exemplary performance and proven ability to develop people
and their keen insight into organizational culture (Rothwell 2010).

The kick off meeting - in this meeting the program is introduced to those previously
involved in the second meeting and any other as appropriate. This meeting focuses on

program details and the meeting participants should play to ensure program success. This
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meeting seeks to answer two questions: what is the SP&M program in the organization
and what do the participants have to do to make the program successful.

v.  Periodic review meetings - these meetings are conducted after the SP&M program is
established and focus on: the linkage between SP&M program and the organizational
strategic plan, any need for revisions to the program’s mission statement, governing policy
and procedures, target groups, priorities, action plans, communication strategies and
training relevant to the succession planning process (Rothwell 2010).

g) Train those involved in the program as necessary
To implement a systematic approach to SP&M, means must be found to train those
expected to cultivate the organizations internal talent. The training will impart them with
new skills and knowledge which will enhance their efficiency and effectiveness in their
new roles. The training to support SP&M should be designed to match program priorities.

r) Counsel Managers about SP&M problems in their areas of responsibility

SP&M coordinators should meet periodically with managers to discuss SP&M issues in
their works areas and to offer individualized counselling about how to deal with those
problems. If that counseling is requested, it indicates that managers have accepted SP&M
and are making honest efforts to meet the SP&M needs of the organization. They thus value

advice about people management issues that will facilitate the program success.

2.10.2 Step 2: Assess present work requirements

Before planning for the future, leaders must know what the present is and must be realistically
aware of the organizations work requirements, strength and weaknesses of its available leadership
talent before they can navigate around future external threats and seize the advantage presented by
external opportunities (Pastin 1982). Assessing the present requirements in key positions help in

preparing the individuals for advancement in a way that is solidly grounded on work requirements.

Decision makers should in this step clarify where key leadership positions exist in the
organizations and apply more approaches in determining work requirements and ways of

appraising individual performance in these positions.
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2.10.2.1 Identifying key positions

Key positions have traditionally been viewed as those at the pinnacle of the organization chain of
command. This has been because important decision making has been done at the top of most
organizations and imposed downwards. However, as a result of increasing employee involvement
and the application of principles linked to high involvement work organization, key positions have
become diffused throughout the organization and decision making has become more decentralized.

Key positions are unique across organizations and this is because not all organizations allocate
work in exactly the same way. Positions sharing same job titles in different organizations do not
necessarily perform identical duties. Secondly, top managers in different organizations do not
share the same values and may thus bestow job incumbent with more or less responsibility, which
is influenced by their own perception about which activities are most important. Thirdly,
organizations do not share strengths and weaknesses or face identical environmental threats and

opportunities, consequently a key position in one organization may not be key in another.
Ways of identifying key positions
a) By the consequence/uproar resulting from a pending or existing vacancy

A vacancy in key position subjects the organization into a turmoil because important activities are
placed on hold. When an organization lacks a key position incumbent, important decisions cannot
be reached, production cannot proceed and customer needs cannot be satisfied. This delay can
prove costly placing organization at risk to competitors who do not face such a handicap with

possible results of loss of customers and market share.
b) By organization charting

Preparation of current organization chart helps show all functions and by answering how those
functions uniquely contribute to the organization’s mission and if those functions could still
operate if the leaders were gone could provide clues about the organizational processes and key
positions. Each key position is tied to a critically important organizational function, result or work
process. A vacancy in a key position represents a gap between an organizational requirement and

the human talent needed to meet that requirement.
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c) By questioning

Asking senior executives what areas (not names of people) they regard as key positions within
their own areas of responsibility is likely to lead to best information because executive’s have a

keen grasp of their areas of responsibility.
d) By historical evidence

Use evidence of past uproars occasioned by the departure of key job incumbents as indicators of
where key positions are located. By scanning the files of those who left the organizational and
asking their former supervisors which departures posed the greatest problems and why. Were they
in tough to fill positions? Did they possess unique tough to replace knowledge and skills? How
was the uproar handled and if a vacancy occurred today in the same position would it still cause

uproar? Compiling the answers to these questions give evidence of key positions.
e) By network charting

Network charting is a technique of communication analysis that is used in identifying employment
discrimination but has found more application as a powerful in charting the decision-making
process in the organization. The idea is to trace the path of communication flows during one or
more decisions to answer such questions as who is included, who is excluded, and why some

individuals included are or excluded (Stephenson & Krebs 1993).

The key assumption of network charting is that decision makers will seek information from only
individuals who occupy important positions and or who are viewed as credible, trustworthy and
knowledgeable about the issues on which decisions are required. The result from network charting
can be used to determine which positions are considered key to decision making in each part of

the organization.
f) By combination

Baker, Grubbs and Ahern (1990) proposes a combination of all the approaches listed above
(triangulation) as the best way to obtain a definite fix of key positions as it entails double checking
from multiple sources. However, it is not practical most of the time because organizations do not

have time nor resources to double check key positions and often use only one approach.
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The following information should be maintained by organizations about key positions;

I.  Who occupies key positions now? What are their qualifications, education background,

experience or other specialized knowledge they bring to their positions?

ii.  When are those key positions likely to become vacant?

iii.  Where are key positions located in the organization?

iv.  How is performance appraised in the organization and how well do performance appraisal
practices match up to information about work requirements by position?

v.  How well are the key position incumbents presently performing? Did their background,
education and experience properly equip them to perform, if not what are they lacking?

vi.  How did the key incumbents secure their position? Were they groomed to assume their
positions, recruited from outside, transferred from within or did they reach positions

through other means?

2.10.2.2 Approaches to determining work requirements in key positions
a) Conduction job and task analysis

Job analysis summarizes the activities, responsibilities, duties and essential functions of a job. Task
analysis goes a step beyond job analysis to determine what must be done to carry out each activity
or meet each responsibility or duty or essential function. The result of a job analysis is job

description whilst the result of task analysis is task inventory (Dubois & Rothwell 2000).
b) Identifying competencies and developing a competency model

Job competency has been defined by Boyatzis (1982) as an underlying characteristic of an
employee (motive, trait, and skill, aspects of one’s self image, social role or body of knowledge)
which results in effective and or superior performance in a job. Competency identification
pinpoints competencies while a competency model entails those competencies that are required
for satisfactory or exemplary job performance within the context of a person’s job roles,
responsibilities and relationships in an organization and its internal and external environment.
Competency models are a result of competency identification and have emerged as the mainstream
approach used in many organizations to integrate all facets of human resource management
(Boyatzis 1982; Dubois & Rothwell 2000; Dubois 1993).
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c) Rapid result assessment

New flexible approaches to competency modelling such as McLagan’s approach with the DACUM
method have emerged to maximize the strengths and minimize the weaknesses of traditional
approaches (Dubois 1993).

DACUM is an acronym formed from the letters in the phrase Developing A Curriculum. The
method has been widely used in job and task analysis for technical positions and in establishing
occupational curricula at community colleges. It has however, not been often described as a means
of determining work requirements in management or professional positions. In order to use
DACUM in its traditional sense, a facilitator trained in the approach must be selected and a panel
of between eight to twelve experts in the job convened then the following are taken (Norton 1991):

i.  Orient the committee to DACUM
ii.  Review the job or occupational area of concern
iii.  ldentify the general areas of responsibility of the job
iv.  Identify the specific tasks performed in each area of responsibility
v.  Review and refine task and duty statements
vi.  Sequence task and duty statements

vii.  Identify entry - level tasks

The result of a typical DACUM panel is a detailed matrix illustrating work activities arranged in

order of difficulty from the simplest to the most complex activities.

Rapid result assessment can provide valuable information for succession planning and
management. If the assessment process is focused on key positions and DACUM panels include
immediate superiors, peers, incumbents and even subordinates, it can yield powerful information
about role expectations for incumbents in these positions. It can also provide the basis to select,

appraise, train, reward and develop people who are being groomed for key positions (Kim 2006).

2.10.2.3 Using Full-Circle, Multi-Rater Assessments
Full-circle multi-rater assessment can be used as a means to appraise individual’s present
performance or future potential (Cox, Nielsen & Sundstorm 1999). Such assessments are

sometimes called 360 degrees assessment because they examine an individual from a full circle
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around him or her and are useful ways to collect information about individuals from organizational
superiors, subordinates, peers, colleagues, customers and even suppliers and family members.
They indicate how well an individual is performing or has the potential to perform when compared

to competency models or work requirements.

2.10.3 Step 3: Appraise individual performance

For an SP&M program to be effective, it must be based on information about work requirements
in key positions and about the performance of incumbents and prospective successors.
Organizations must assess how individuals are performing and additionally begin to establish an
inventory of talent so that it is clear what human assets are already available. This is critical
because SP&M programs assume that individuals must be performing well in their present jobs in
order to qualify for advancement.

Performance appraisal is the process of determining how well individuals are meeting the work
requirements of their jobs. Performance appraisal are properly viewed within the context of
performance management which is the process of creating a work environment which people want
to perform to their peak abilities and are encouraged to develop themselves for the future.
Performance management addresses the question of what is necessary to encourage performance
now and in the future (Taylor & Pierce 1999). Performance appraisal are important as they are
used to justify pay raises, promotion and other personnel decisions but it is also critically important
to SP&M since few organizations would advance individuals into key positions when they are not

performing their present job adequately.

Performance appraisals are increasingly being criticized as being wasteful, counterproductive
among other shortcomings. Several critics, among them Coens and Jenking (2001) and Deming
(2012) among a growing voice have steadfastly criticized employee performance appraisal on the
basis that it leads to management by fear and encourages short term performance at the expense of
long term planning. Further he argues that when performance appraisal is conducted in highly
critical manner, it has the potential to demotivate and demoralize people. Indeed, research evidence
indicate that performance appraisal interviews focusing on what people are doing wrong can

actually lead to worse performance.

47



Figure 2.10-1: Relationship between performance management and performance appraisal

perfomance managment

focusses on all aspects of the work
environment, work and worker that impact
on perfomance an can be past, presnt or
future oriented

performance appriasal
usually focusses on past job
perfomacne and is used to make

decsions on pay , promotion ad other
job changes

Source: Rothwell (2010).

Proponents of performance appraisal on the other hand have remained steadfast and argue that
performance appraisal are very vital to organizational life and should be used to help employees
develop. They opine that without performance appraisal, organization will have no records of
employees’ performance other than the faulty memories and articulated impression of supervisors
and other employees on which to base pay raise, promotion, transfer or other decisions
(Cunningham 1991; Lawler 111 2012).

2.10.4 Step 4: Assess future works requirements

Laying the foundation for succession planning and management requires information. The
information about present work requirements or competencies and individual job performance
maybe critical but it provides only one-dimensional picture. To have a holistic picture more
information is also needed about future work requirements and individual potential to form the

basis of succession planning and management (Rothwell & Kazanas 1994).

2.10.4.1 Identifying key positions for the future

Neither key positions nor their work requirements will remain forever static, this is because
organizations are faced with dynamic business and operational environment and must response to
pressures exerted internally and externally. As a result, SP&M coordinators need to identify future
key positions and determine future work requirements and competencies in key leadership position

if they are to be successful in preparing individuals to assume key positions. They in a sense cope
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with a moving target aspect in which work requirement, key positions and even high potential
employees are changing (Rothwell & Kazanas 1993).

The question then is how can they be certain what position would be key to the organization in the
future? Unfortunately, the unsettling fact is that no fool proof way exists to predict key positions
with absolute certainty. About the best that can be done is to conduct careful reviews of changes
in work and people and draw some conclusions about the likely consequences of change. The
following are ways of identifying key positions for the future:

a) Applying environmental scanning

Peery and Salem (1993) suggest environmental scanning as a first step to predict key positions in
the future. It entails a systematic process of examining external trends focusing attention on
economic, governmental/legal, technological, social, geographical and other issues and trends

affecting the organization’s external environment.
b) Applying organizational analysis

Organizational analysis follows environmental scanning and is the systematic process of
examining how an organization is positioning itself to address future challenges. It has also been
described by Levinson (1988) as any effort made to assess an organizations strengths and

weaknesses. In organizational analysis, one should consider the following questions:

i.  How well positioned is the organization presently to respond to the effects of future
trends?
ii.  What action steps can the organization take to meet the threats and opportunities posed by
future trends?
iii.  How can the organization maximize its strength and minimize its weaknesses as the future

unfolds in the present?
As these questions are answered, one should pay particular attention to likely changes in:

i.  Organizational structure (what will be the reporting relationships? How will division,

departments, work units and jobs be designed) and,
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il.  Work processes (how will work flow into each part of the organization? What will the work

flow to?

Structure and processes are important issues because key positions result from decisions made
about how to structure responsibility and organize the work process (Chandler 1962). Decision
makers should examine the organizations response to external pressures and restructure
responsibilities and organize work process in a way that directs attention to likely key positions in
the future. Key positions may emerge as old ones fade away based on the manner the organization

chooses to respond to environmental demands.
c) Preparing realistic future scenarios

As a third and final step in predicting key positions in the future, compare the results obtained
from environmental scanning and organizational analysis. Draw an organization chart as decision
makers believe it should appear in future if the organization is to be successful. Write the expected
future mission of each organizational function in the chart. Make several versions of that chart at
difference future time intervals at say one year, three years, five years and ten years into the future
then add the names of possible leaders and their successors. This process is called preparing
realistic future scenarios and is based on scenario analysis which has been widely applied to future
research and strategic planning (Heijden 1996). While not fool proof or failsafe, this approach is

one way to move beyond traditional thinking about SP&M.

2.10.4.2 Approaches to identifying future work requirements in Key positions

Determine future work requirements by predicting possible or probable work activities, duties and
responsibilities in future key positions. Upon identification of likely future key positions, attention
must be directed to predicting work requirements for those positions. Firms must then move
beyond present or past oriented descriptions to assess future work requirements in key positions

and to do that they apply the three approaches described below: -
a) Conducting future oriented job and task analysis

Conduct future oriented job and task analysis for key positions by focusing attention on
summarizing expected future activities, responsibilities, duties or essential functions. Extend the

analysis by examining future tasks linked to those activities, responsibilities, duties or essential

50



job functions. Write position description as they should exist at a future time if the organization is
to be successful in meeting the competitive challenges it faces. This way the effect of
organizational strategic plans on key positions can be mirrored and thereby reinforced, in position
descriptions and task inventories. By comparing present and future position descriptions, decision
makers should be able to uncover important disparities and accordingly information about
desirable developmental opportunities to groom individuals for advancement (Wissema, Brand &
Der Pol 1981).

However, future oriented position descriptions are no panacea. They are prone to the same
disadvantage as traditional (present oriented) position descriptions:

i.  Focus on activities not results.
ii.  Lack of details about all elements essential for success including personal characteristics
and attitudes.
iii. A requirement for continual and time consuming revision because they date so rapidly.
iv.  Additionally, they may be based on inaccurate (or simply wrong head) assumptions about
the future. However, such disadvantages may be outweighed by their specificity and by

helping officials to a future into which they and their organizations are headed.

b) Assessing future competencies

According to Davis and McCallon (1974), competency assessment lends itself to future orientation
better than any other approach. To give a future orientation to competency models, simply direct
attention to the future rather than to the present or past. Ask the organizations strategists to review
each key position for underlying employee characteristics (including motive, traits, and skills
aspects of self-image, social roles or bodies of knowledge) which should if assumptions about the
future prove correct simultaneously result in superior performance and actions consistent with
organizational strategy. Apply each approach shown on the exhibit below with an emphasis on
future, rather than past or present competencies. Then use the resulting competency model as guide

to prepare individuals for advancement into key positions.

Future competencies may not be identical to present or past competencies, they may even conflict

with them. For instance, in the case of IBM (International Business Machines) and AT&T Inc. (an
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American multinational telecommunication conglomerate) after deregulation and downsizing
respectively. What was required for future success was not what had been historically required or
even desired by the organization. Managers who succeeded under the old conditions were suddenly
outmoded and were even unfit to counsel a new generation about what it would take for them to
succeed. In these settings managers had to identify and cultivate talent that was quite different
from their own if their organizations were to survive. Exemplary future competency, then moving
represents a moving target, an ideal, a description of what people will probably have to know, do
or feel to perform successfully amid the vague uncertainties of the future (Rothwell & Kazanas
1999).

Future oriented competency models like future oriented position descriptions, suffers from the
same strength and weakness as its traditional counterpart. Given, they are more rigorous than job
analysis, but competency model can be confusing especially to those who do not clearly understand
what it is. Further, future oriented competency models often require strategists to devote significant
time and resources to it, which they may be reluctant to do.

c) Applying future oriented rapid result assessment

This approach to competency identification has very real potential to help decision makers plan
for future work requirement in key positions nor does it require substantial expertise, time or
resources to carry out. To use it, simply focus attention on and examine desirable future
competencies in each key position in the organization and use the results as a basis to plan for

individual development and organizational SP&M generally (Rothwell & Kazanas 1999).

Rapid result assessment enjoys important advantages. It can be conducted quickly; it enjoys high
face validity because it uses experienced job incumbents (or other knowledgeable people) on
which to base position specific information. It permits the personal involvement of key decision
makers thereby building their ownership in the results and it can be used to move beyond a focus
on mere work activities or tasks to include descriptions of underlying characteristics or work
output. However, it shares the disadvantages of its associated with the traditional approaches. The
results are not as rigorous nor as complete as other competency modelling methods will yield and

the results are heavily dependent on the credibility of the individual panelists. Additionally, as in
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other future oriented approaches it is only good as the assumptions about the future on which it is
based.

2.10.5 Step 5: assess future individual potential

The centerpiece of most SP&M programs is some means by which to assess individual potential.
Organizations must establish process of determining the preparedness and potential of individuals
for advancement, the talents they possess and how those talents match up to the future work
requirements. This process should however not be confused by present oriented performance
appraisal. Performance appraisal is linked to present job performance. Individual potential
assessment is a systematic process of examining individual possibilities for job change or
movement. It is often associated with determining whether individuals have what it takes to
advance to greater management responsibility or positions demanding greater technical
knowledge. Potential assessment is a critically important activity because as many as one third of
all leadership positions would not be filled by present incumbents if decision makers had to do it
over again. It should be linked to and serve as one basis for determining employee training,
education and development activities, which collectively help an individual qualify for
advancement. Assessment of future potential should also be linked to individuals’ career planning
activities (Sorcher 1985; Rothwell & Kazanas 1999).

2.10.5.1 Distinguish between exemplary performers and high potential

High potential individuals are often exemplary performers who are identified through the
performance appraisal process and who exceed minimum job expectations. Exceptional
performance in the current job is regularly a necessary prerequisite to advancement. However, not
all exemplary performers are high potentials because advancement potential is based on different

criteria from present performance (Lindsey, Homes & McCall 1987).

In any organization or department, individuals may be classified into four distinct groups based on

their performance and their potential (Odiorne 1984). Table 2.10-1 illustrates the classification:

One of the two axes represent present performance and is divided into high and low; the other axis
represents future potential and is also divided into high and low. The result is a
performance/potential grid that closely resembles the Boston Consulting Group’s widely used

portfolio analysis technique for use in strategic planning.
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Table 2.10-1: Exemplary performance versus future potential

Future potential

High Low
High Stars Workhorses
Present HR strategy
performance = Keep turnover low = Keep turnover low

= Take steps to accelerate their development = Keep them  motivated and
productive where they are

Question marks Deadwood
Low HR strategy
= Convert them to stars = Convert them to workhorse
= Counsel them to accelerate their = Terminate them if they cannot be
development salvaged

Source: Odiorne (1984)

Stars (upper left cell) are exemplary individual performers in their present positions. They are also
perceived to have high potential for future advancement. A major corporate asset, they are properly
regarded as high potentials and are a source of replacement for key positions. An effective HR
strategy for stars involves a twofold effort to make the most of their current performance while
systematically preparing them for advancement and even accelerating their development. If
possible, the organization should make every effort to seek to recruit and retain them keeping and

keep turnover minimal in their ranks (Odiorne 1984).

Workhorses (upper right cell) are exemplary performers in their current job who are perceived to
have poor future potential. Since they are highly productive where they are, they should remain
there. An effective strategy for workhorse is to harness their skills while keeping them motivated

and productive. Turnover in their ranks should also be kept minimal (Odiorne 1984).

Question marks: (lower left cell) are poor performers in their present positions who are perceived
to have high future potential. The best HR strategy for dealing with them is to focus on improving
their present performance, thereby turning them into stars. Their immediate supervisors should be
trained to apply appropriate techniques. Such as coaching, mentoring and when warranted

disciplinary steps to make them more productive (Odiorne 1984).
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Finally, deadwood (lower right cell) consists of individuals who are neither good performers in
their current jobs nor perceived to have future advancement potential. A twofold HR strategy is
effective with deadwoods; first their immediate organizational superiors should make every effort
to help them improve their present performance. If successful, that strategy would convert
deadwoods to workhorse. If unsuccessful, that strategy should be followed by fair and even handed
efforts, consistent with the organizations disciplinary policies and practices to move them out of
the job or even out of the organization (Odiorne 1984).

2.10.5.2 Approaches to assessing individual potential
a) Global assessment

Global assessment entails asking senior executives to furnish the names of staff in their areas who
they feel have high potential as defied by the organization. It is a simple approach but not very
effective due to shortcomings. First, few senior executives (except those in very small
organizations) will know everyone in their areas of responsibilities. Second, unless the definition
of high potential is made clear, senior executives are likely to respond to a request of names based
on their perceptions. Those perceptions about individuals can be colored too much by recent events
(recency bias), extremely bad incidents (the horn effect) or extremely good incidents (the halo
effect). Perceptions can also lead to favouritism, discrimination or pigeonholing in which

individual potential is difficult to change once assessed.
b) Success factor analysis

According to Kim (2006) the second approach is based on success factor analysis which is the
process of examining traits or other characteristics perceived to lead to organizational success or

advancement.

2.10.6 Step 6: close developmental gap
After analyzing work requirements, job performance and individual potential, the organization is
ready to close individual developmental gaps. At this point the organization is ready to operate a

succession planning and management program. To that end decision makers should begin by: -

55



2.10.6.1 Testing bench strength

Bench strength is the organization’s ability to fill vacancies from within. Testing the bench strength
involves determining the ability of the organization to fill vacancies in key positions from within.
Turnover saps bench strength and may be unavoidable and outside the immediate control of the
organization such as loss of personnel through death, disability, retirement, buyout or other
organizational action such as lay-off. Avoidable turnover is initiated by employees and is a loss
resulting from employee’s resignation. Avoidable turnover in key positions is particularly
distressing because it creates unnecessary crises (Mahler & Drotter 1986). One aim of any SP&M
program should thus be to find ways to reduce avoidable turnover among key positions incumbents
or at least find the means to keep it stable.

Approaches to testing bench strength
Rothwell (2005, 2010) advances the following as the approaches to testing the bench strength;
a) By replacement charting

The replacement chart encompasses the preparation of an organization chart so as to show the
range of possible replacements for each key position in a work area. The number of holes (a
position in which no internal replacement can be identified) are noted and the lower the percentage

of holes relative to key positions, the greater is the organization’s bench strength.
b) By questioning

Bench strength can also be tested by asking senior executives individuals who will replace key
position incumbents in key areas in the event of a vacancy. Note how many holes by function can
be identified and track the hole. The lower the percentage of holes to key positions, the greater is

the organization’s bench strength.
c) By evidence

Using the results of an analysis of personnel records over the last few years. Find out which
departures crated the worst problems for the organization. Note the number of such problems

relative to total departures. The higher the percentage, the weaker the bench strength.
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d) By combination

Using a combination of the methods identified above to assess bench strength. The percentage of
holes is noted and that information is fed back to decision makers to dramatize the value and
importance of the SP&M program.

2.10.6.2 Formulating internal promotion policy

The centerpiece of a systematic SP&M program is a written policy favoring internal promotion.
Lacking such a policy, organizations may have difficulties keeping ambitious high potentials and
exemplary performers who seek advancement. If they grow discouraged, they can contribute to
devastating avoidable and critical turnover. Promotion from within policy motivates employees
knowing that their efforts can pay off and it also saves the organization money in recruiting
selecting and training a newcomer (Drucker 1985). To be effective, an internal promotion policy
should:

i.  Unequivocally state the organization’s commitment to promoting employees from within
whenever possible and whenever they are qualified to meet the work requirements of new
positions.

ii.  Define internal promotion.
iii.  Explain the business reasons for that policy.
iv.  Explain the legitimate condition under which that policy can be waived and an external

candidate can be selected.

2.10.6.3 Preparing individual development plans (IDPs)

An individual development plan results from comparing individual strength and weakness on the
current job and individual potential for advancement to possible key positions in the future.
Preparing an Individual Development Plan is a process that narrows the gap between what
individuals can already do and what they should do to meet future work requirements in one or

more positions.

Table 2.10 -2 on the next page summarizes the steps in preparing an individual development Plan
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Table 2.10-2: A simplified model of steps in preparing individual development plan

Step 1 Selecting possible key positions for which to prepare the individual

Step 2 Considering the likely time during which the individual must be prepared

Step 3 Diagnosing learning needs

Step 4 Specifying learning objectives based on the results of step 3

Step5 Specifying learning resources and strategies needed to achieve learning
objectives

Step 6 Specifying evidence of accomplishment

Step 7 Specifying how the evidence will be validated

Step 8 Reviewing the contract with consultants

Step 9 Carrying out the contract

Step 10 Evaluating learning and outcomes

Source: Rothwell (2010).

2.10.6.4 Developing successors internally

Internal development refers to those developmental activities sponsored by the organization that
are intended to help an individual qualify for advancement by closing the gap between present
work requirements/performance and future work requirements/potential. There are many

approaches to internal development and some of them are discussed below:

i.  Who based strategies: that focus on pairing high potentials with individuals who have
special talents or management styles worthy of emulation.

ii.  What based strategies: focusing on giving high potentials exposure to specific types of
experiences such as project, task force, committees, jobs or assignments that require the
individual to master or demonstrate analytical skills, leadership skills or skills in starting
up operations among other as may be desired.

iii.  When based strategies: that focus on giving high potentials exposure to time pressure such
as meeting a nearly impossible a deadline or eating a wily competitor to market.

iv.  Where based strategies: centered on giving high-potentials exposure to special locations or

cultures such as sending high potentials to international job rotations or assignment.
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International assignments should be preceded by a well prepared plan that clarifies hat the
individual is to do and learn and why that is worth doing or learning.

v.  Why based strategies: targeting exposing high-potentials to mission-driven change efforts
that are in turn learning experiences. These may include asking high-potentials to pioneer
start-up efforts or to visit a competitor or best in class organizations to find out why they
do what they do.

2.10.6.5 Assessing alternatives to internal development

Organization must establish a continuing program for leadership development to cultivate future
leaders internally but should also explore alternatives to traditional promotion from within
methods of meeting succession needs.

2.10.6.6 Applying online and high tech approaches to SP&M programs
Online and high tech approaches have had a dramatic impact on succession planning and
management practices and can be applied in:

i.  Formulating SP&M program policy,
ii.  Formulating procedures and action plans,
iii.  Assessing present work requirements,
iv.  Evaluating current employee performance,
v.  Determining future work requirements,
vi.  Assessing potentials,
vii.  Closing developmental gaps,
viii.  Maintaining talent inventory,
ix.  Evaluating the program,
X.  Communicating about a succession program,

xi.  Providing training and skill building or even real time coaching.

2.10.6.7 Evaluating SP&M programs
The SP&M program must be subjected to continued evaluation to assess how well it is working
and to improve it. The results of evaluation should in turn be used to make program refinements

and to maintain a commitment to systematic SP&M.
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2.10.6.8 Taking steps to address predictions about the possible future of SP&M programs
No organization is immune to changing external environmental conditions. However, what
external condition affect an organization will vary depending on such variables as the
organizations industry, size and relative market dominance. Moreover, how those conditions affect
an organization will depend on the ways in which its leaders and workers choose to address them.
Rothwell (2010) predicts that the changing external environmental conditions would have the
following impacts on SP&M programs:

i.  Lead to integrated retention policies and procedures that are intended to identify high
potential talent earlier, retain that talent and preserve older high potential workers,
ii.  Increasingly be integrated with career development issues,
iii.  Be influenced by increasingly real time technological innovations,
iv. Promote efforts by decision makers to find flexible strategies to address future
organizational talent needs,
v.  Lead to increasing organizational openness about possible successors,
vi.  Be heavily influenced in the future by concerns about work/family balance and spiritual
issues,
vii.  Become an issue in government agencies, academic institutions and nonprofit enterprisers
in a way never before seen, business will not be the only organizations interested in
succession issues,

viii. ~ Have a global impact.

2.10.7 Step 7: evaluating the succession planning program

After the implementation of an SP&M program it is worth asking whether it was worth the effort.
How well it is working and whether it is meeting the organizational needs. Evaluation means
determining how much value or worth is being added to an activity by a program. It is through
evaluation that the need for a program improvement is identified and such improvements are
eventually made (Rothwell & Sredl 1992). To be carried out effectively, evaluation for SP&M

should focus on several key questions among them:

i.  Who will use the results (audience?)
ii.  How will the results be used (what decisions will be made based on evaluation results)?

iii.  What do the program’s client expect from it?
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iv.  Who is carrying out the evaluation (this provides clues about the appropriate evaluation
techniques based on the expertise of the chosen evaluators).

What should be evaluated?

Kirkpatrick (1960), developed a four level hierarchy of training evaluation that may be usefully
modified to help conceptualize what should be evaluated in SP&M. The four levels are; reaction,
learning, behavior and organizational outcome or results. Reaction forms the base of the hierarchy
and is easiest to measure. It examines customer satisfaction in terms of how much the participants
like what they learned. Learning, the second level on the hierarchy has to do with immediate
change, that is, how well did participants master the information or skills they were supposed to
learn in training? The third level of hierarchy, behavior, has to do with on-the-job application. It
evaluates the extent of change occurred on the job as a result of learner participation in training.
The highest level of hierarchy is organizational outcome or results and is the most difficult to
measure. It seeks to measure the effect of the training to the organization.

Rothwell (2010) suggests modification of Kirkpatrick’s Hierarchy of training to provide a

conceptual basis for evaluation for SP&M program:

i.  Making the first level customer satisfaction which corresponds to Kirkpatrick’s reaction
level and posing the following questions:

e How satisfied the chief customers of SP&M are with the SP&M program?

e How satisfied the customers are with each program component-such as job description,
competency models, performance appraisal processes, individual potential assessment
process, individual development forms and individual development activities?

e How well the SP&M matches up to individual’s career plans and employees’
perception of SP&M?

ii. Make the second level program progress corresponding to learning in Kirkpatrick’s
learning level and pose the following questions:

e How well is each part of the SP&M program working compared to stated program
objectives?

e How well are individuals progressing through their developmental experiences in

preparation for future advancement into key positions.
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iii.  Make the third level effective placement corresponding to Kirkpatrick’s behavior level and
pose the following questions:
e What percentage of vacancies in key positions is the organization able to fill internally?
e How quickly is the organization able to fill vacancies in key positions?
e What percentage of vacancies in key positions is the organization able to fill
successfully (that is without avoidable turnover in the first two years in the position)
e How quickly are internal replacements for key positions able to perform at the level
required for the organization?
e What savings if any can be demonstrated from not filling key positions from which
alternative and more innovative approaches were used to achieve results.
iv.  Make the fourth level organizational results which corresponds to outcomes/results in
Kirkpatrick hierarchy and consider the following questions:
e How is SP&M contributing, if at all to documentable organizational results?
e What success or failures in organizational strategic plans if any can be attributed to
SP&M.

How evaluation should be conducted
Evaluations may be conducted anecdotally, periodically or programmatically.
i.  Anecdotal evaluation

It is akin to testimonials in evaluation training. It examines the operation of the SP&M program
on a case-by-case basis. As vacancies occur in key positions, the SP&M coordinator, documents
in incidents and reports how they are filled. The incident reports are eventually brought to the
organizations SP&M committee for review and discussion. The reports provide a solid foundation
for troubleshooting problems in SP&M that the organization is confronting which can then be used

as basis for planning to handle similar problems in the future (Brinkerhoff 1983).

Anecdotal evaluation dramatizes especially good and bad practices and draws attention to them
and provides impetus for change. It however suffers from lack of search rigor and is not necessarily

representative of typical SP&M practices in the organization and focuses on special cases.
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ii.  Periodic evaluation

It examines components of the SP&M at different times focusing attention on program operations
at present or in the recent past. Rather than evaluate critical incidents (as anecdotal evaluation
does), periodic evaluation examines isolated program components. For instance, the SP&M
coordinator may direct attention to:

e The program mission statement

e Program objectives, policy and philosophy

e Methods of determining work requirements for key positions
e Employee performance appraisal

e Employee potential assessment

e Individual development planning

e Individual development activities.

Periodic evaluation may be conducted during regular SP&M meetings and or in SP&M committee.
Its chief advantage is that it provides occasional formal monitoring of the SP&M program. That
process can build involvement and thus ownership of key stakeholders while simultaneously

surfacing important problems in the operation of the SP&M program (Rothwell 2010).

However, its disadvantage is that it makes the improvement of SP&M an incremental rather than
a continuous effort. Further, problems may be left to fester for too long before they are targeted

for investigation.
iii.  Programmatic evaluation

Programmatic evaluation examines the SP&M program comprehensively against its stated
mission, objectives and activities, it is an in-depth program review and resembles the Human

resource audit that may be conducted of all HR activities (Rothwell & Kazanas 1994).

Programmatic evaluation is usually carried out by a formally appointed committee or by an
external consultant. The SP&M coordinator, representative of key line management areas as the

CEO or members of the corporate board of directors are usually a member of that committee.
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2.11 CHARACTERISTICS OF EFFECTIVE SP&M PROGRAMS

2.11.1 Top management participation and support

For SP&M to be effective, CEOs must demonstrate strong personal support, effort, commitment
and leadership for it, otherwise it will receive far less attention and thus bound to fail. If the CEO
is personally committed to succession planning and management, he will send a powerful message

needed to make the effort successful (Rothwell 2010).

2.11.2 Needs-Driven with external benchmarking

An SP&M program must take into account the specific business needs that the programs is
designed to serve but must also simultaneously take advantage of the state-of-the-art approaches
that could be usefully adapted from organizations with more mature programs.

2.11.3 Focused attention
Firms must not be content to allow succession planning to occur serendipitously on its own. A
systematic effort must be made, one that is focused on accelerating the development of individuals

with verified advancement potential.

2.11.4 Dedicated responsibility

If a goal deserves attention, someone must be held responsible for achieving it. In most cases,
either the CEO, the board or a special corporate officer is charged with high level responsibility
for SP&M and that ensures that the issue is given full time attention by someone with close access

to the top management team.

2.11.5 Succession planning and management extends to all levels
SP&M must not be restricted to the top rungs of the corporate ladder. It must extend to all levels
and great emphasis must be placed at the lowest management levels where most positions and

people exist or where business needs are greatest.

2.11.6 A systematic approach

Continuing process must be in place to focus attention on succession planning. For example, senior
offices can be made to participate by forwarding completed forms to a central office which are
then used to identify high potential employees. The HiPos are then taken through a developmental

program that is specifically geared to them.
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2.11.7 A comparison of present performance and future potential
Management succession is not a function of personal favouritism or seniority. Instead, the
organization has mechanisms for comparing present job performance and future potential. It

identifies individual development needs for top level talent.

2.11.8 Clarification of high level replacement needs
Organizations must make effort to determine the retirement plans for key officers, this way the
organization is better able to identify developmental time spans for specific key positions.

2.11.9 Each executive has an obligation to identify and prepare a successor
Each executive must strive to identify, prepare and pick their successors, though not many
executives would be receptive of the idea, holding regular accountability meetings could help

ensure executive’s commitment and attention to SP&M.

2.11.10 Specific developmental program is established and conducted

Employees thought to have high potential participate in a developmental program, such program
may be viewed in three stages. In stage 1, there are relatively large pool of prospective high
potentials and mostly comprise those with little experience in the organization. These lot are taught
general management skills and a small percentage advances to stage 2 where they participate in
tailor made development experiences, intensive on the job development and specialized courses
and are allowed to occupy important positions. A comparatively smaller percentage from this
group makes it to stage 3 where they occupy important positions while being groomed for more

senior positions (Derr, Jones & Toomey 1988).

2.11.11 High potentials work while developing
Instead of taking high potentials to classrooms or enrolling them in off-the-job development, they
can simultaneously produce and participate in developmental programs through action learning or

learning from experience (Rothwell 2010).

2.11.12 Developmental programs establish familiarity with who, what, when, where, why
and how

Some developmental programs emphasize developmental experience as key to familiarize future

leaders with the corporate environment. Individual with developmental experience are more

knowledgeable about the corporate culture, who does what, when they do it, where business related
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activities are and how they are accomplished. In this way, the internal development program
emphasizes knowledge, skills and abilities unique to the organization and essential to success in
performing at higher organizational levels (Rothwell 2010).

2.11.13 Succession planning emphasizes qualities necessary to surpass movement to the next
higher level job

Exemplary SP&M program emphasize more than merely preparing individuals to move from one

box on the organization chart to the next higher level box. Instead, they are long term and strategic

in scope geared towards emphasizing building of competencies leading to advancement beyond

the next job in line with company values (Rothwell 2010).

2.11.14 Formal mentoring emphasized

There is a growing appreciation of the impact of on-the-job work environment as compared to off-
the-job training, education or developmental experiences on individual development. Management
writers have opined that, as much as 90% of an individual development occurs on the job. This
has brought to the fore the importance of mentoring and coaching. A mentor or coach provides
advice about dealing with challenges presented by the work environment including interpersonal
problems (Cunningham 1991; Watson 1979).

2.11.15 Other characteristics
According to McElwain (1991) other essentials to any good plan and succession process include

the following:

I. A systematic (rather than anecdotal) way of identifying candidates,
ii.  Cross divisional sharing of people and information,
iii.  Leadership that rewards managers for promoting rather than holding on to their best
employees),
iv.  Career paths that move not just up a specialized ladder but across the company,
v.  Frequent opportunities for employees to accept new challenges,

vi.  Recognition that employees have a stake in the company and share in its success.
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2.12 PROBLEMS WITH VARIOUS APPROACHES TO SP&M

2.12.1 Lack of support

If top managers in a company do not support a systematic succession plan or adopt a why bother
attitude, then succession planning cannot succeed. The best strategy is to try to win over one or
more credible idea champions like top managers who have personally experienced the work related
problems that stem from having no successor prepared to assume a critically important position
when a vacancy occurs (Fraze, 1988).

2.12.2 Corporate politics

Succession planning can be affected by corporate politics. Managers may use the corporate ladder
to promote friends and allies while punishing enemies regardless of talent or qualification. If not
checked, corporate politics can supplant performance and potential as an advancement criterion
(Fraze 1988).

To solve this problem, decision makers must demand formal ways of identifying work
requirements and assessing performance and potential. They must not permit subjective judgment
to prevail. Informal judgment are notoriously prone to numerous problems such as recency bias
(performance or potential is assessed with a heavier-than-desirable emphasis on recent and
singular success or failures), pigeon holing or stereotyping (supervisors develop stereotypes about
individuals that are difficult to change), the halo or horn effect (supervisors are overly influenced
in their judgment of individuals by singular events), the Pygmalion effect (supervisors see what
they want to see), and discrimination (treating people differently solely as a function of sex, race,
age or other factors unrelated to job performance). Left unchecked, informal judgments can also

lead supervisors to pick successors exactly like themselves.

2.12.3 Quick fix attitudes

Traditional approach to succession planning can also encourage quick fix attitude. Effectiveness
is sacrificed to expediency and this can lead to having ill-chosen leaders with dire consequences
of prompting higher than normal turnover among their followers, creating employee morale

problems and even bankrupt otherwise sound business (Gilmore 1988).

67



2.12.4 Low visibility

Top level managers do not always see direct benefits of SP&M. The further they are removed from
daily operations and numerous direct reports the less valuable SP&M can seem to be to them
(Fraze 1988). To solve this problem, succession must be made a highly visible issue and must
enjoy the active support and direct participation of workers at all levels.

2.12.5 Rapid pace of organizational change

Traditional replacement planning once worked well in stable environments and organizations
where vacancies could be predicted, candidates could be trained for targeted jobs, and a
homogenous workforce led to easy transition and assured continuity. Organizations are however
faced with a rapid pace of organizational change which has raised serious questions about the value
of the traditional fill in the box organization chart approach to replacement oriented succession
planning. In the era of constant change succession planning is fast becoming an impossibility
(Rhodes 1988).

To solve this problem, decisions makers need to look beyond a simple technological solution such
as the use of succession planning software designed to the organization’s ability to keep pace with
staffing needs and changes. To have an effective SP&M program in these settings, decision maker
need to focus on work requirements, competencies and success factors so as to maximize the value
of developmental activities, use full cycle, multi rater assessment, increase the use of job rotation
to prompt management employees to become more flexible, use action learning and real time
education to equip management employees with flexibility they need to cope with rapid change:
establish team based management so that key work requirements develop and are spread across
different individuals and move beyond a focus on filling boxes on organization chart, meeting

work requirements through innovative means (Rhodes 1988).

2.12.6 Too much paper work

Traditional approach to succession planning can create resistance due to massive paperwork it
generates, this is because most top managers in most organizations are overburdened by paperwork
and have low tolerance for paperwork. The technological development has further added to this
overload with emails, calls and so forth. Yet the traditional approach to succession planning may

require substantial paperwork to: -
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Vi.

Vii.

Asses present work requirements or competencies,

Appraise current individual performance,

Assess future work requirements or competences,

Prepare replacement charts or career maps,

Identify key position requiring replacement,

Establish individual development plans to help individuals narrow the gap between their
present work requirements performance and future work requirements/potentials,

Follow up on individual development plans.

To help with this problem full time specialists or HR strategists can provide assistance in record

keeping.

2.12.7 Too many meetings

Traditional approach to succession planning requires management employees to participate in

numerous time consuming meetings such as: -

Vi.

Vil.

viii.

Kick off meeting: intended to reinforce the importance of SP&M effort by the CEO,
Organizational, divisional, functional or other meetings: Focus on SP&M for each job
category, organizational level or location,

Work requirements meeting: held to identify work requirements, competencies, success
factors or some other objective criteria,

Employee performance appraisal meetings: for management employees to appraise the
performance of their immediate subordinates,

Career path meeting: intended for identifying predicable, desirable or historical
relationship between jobs,

Career planning meetings: for management employees to meet and carry out a reality check
on possible successors whose individual career gals and interests have been identified,
Potential assessment meetings: for assessing individual potentials for future,
Development meetings: held to narrow the gap between what individuals know or do
presently and what they must know or do to qualify for advancement,

Training, education and developmental meetings: this meeting are center around trainings,

education and development.
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2.13 MODE OF INCORPORATION OF QS FIRMS AND IMPACT ON SP&M

Most Kenyan Quantity Surveying firms are run as sole proprietorships, partnerships or registered
private limited companies. However, there are other emerging trends of association of Quantity
Surveying consultancy firms through arrangements such as joint venture, consortium and mergers.
The study will review the ownership and management structure of these forms of business and

review their impact on succession planning and management in Kenyan Quantity Surveying firms.

2.13.1 Sole proprietorship

a) Ownership, formation, management and duration

This is a firm in which an individual owns all the business and it is him who operates the business.
No business structure or entity separates the business assets and operations from the individual
and for all practical purposes, the individual and the business are the same (Cahoone, Gibbs &
DeFluri 2002).

Sole proprietorship is generally managed by its owner. Nevertheless, its typically normal for a sole
proprietorship to have few employees, the owner could delegate management of the company to
employees. However, the ultimate responsibility for operations and therefore liability rests with
the owner (Cahoone, Gibbs & DeFluri 2002). A sole proprietorship continues until the owner
either dies, stops doing business, sells it, liquidates it or converts it to a different entity or

ownership structure.
b) Impact on Succession planning

Sole proprietorships do not have to maintain any documents owing to how management decisions
are made. As such they provide few succession planning opportunities. Nonetheless, the business
succession plan can be designed to allow qualified quantity surveyors the option to purchase the
business at the terms set by the owner in advance (Swartz 2009). It is important to note that
although a sole proprietor may leave the business assets at death by way of will or trust, he or she

cannot leave the ongoing business itself.

2.13.2 Partnerships
Partnerships are defined under Section 3 of the partnership Act (Chapter 29 Laws of Kenya) as a

unique, personal and voluntary association between two to twenty persons (who can be a natural
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person, another general partnership, another limited partnership, a limited liability company, a
trust, an estate, an association or a corporation) who have carry on business as co-owners for profits

and have reciprocal rights and duties.

For quantity surveyors, there is a statutory limit contained in Section 45 A part 1 to 4 of the
Architects and Quantity Surveyors Act cap 525 laws of Kenya which strictly controls partnerships
between licensed professionals Quantity Surveyors and nonprofessionals.

Partnerships have long history with distinct body of law attached to their development from
creation to termination, in Kenya, the law relating to partnership is largely contained in the
Partnership Act 1981. There are three types of partnership: - General partnership, Limited Liability
Partnership and Limited Partnership.

i.  General partnerships

This is an association where partners have generally not entered into a written agreement governing
their relationship. A general partnership is controlled and managed equally by its partners who
own equal distributive interest and management rights in the business. Each partner has the
authority to obligate the partnership for matters in the normal course of the business, including
signing agreements such as contracts and leases in the name of the partnership. Each partner has
legal obligation to the partnership and must be loyal to the partnership in their business dealings.

The law creates a fiduciary relationship among partners and between partners and the partnership.

Most general partnership agreements prohibit the transfer of a general partner’s interest without
the consent of all the other partners. The reason being that all general partnerships are established
by people who want to do business together, and also all partners are liable for any action of any
one general partner if the partner is acting within the scope of his or her authority, thus partners
would want to make sure that all their partners are of their choosing. None of the current registered

Quantity Surveying firms in Kenya operate as general partnership.

ii.  Limited liability partnership LLP

It is similar to a general partnership in all respects except that the partnership interest must be
owned by two or more individuals in the same profession. The names of the business must include

the words Limited Liability Partnership or the abbreviations LLP and the partners must file a
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certificate of limited liability partnership with the relevant state organ. LLP statutes require that
the partners make decisions by majority vote on the basis of their percentage ownership of the
partnership. Like in the previous case, none of the current registered Quantity Surveying firms in
Kenya operate as limited liability partnership.

iii.  Limited partnership

This is the most common partnership among registered Quantity Surveying firms and is a special
type of partnership that has two classes of partners, one or more general partners and one or more
limited partners that altogether hold 100% of the business interest. The general partner(s) control
the operations of the partnership and has full personal liability for its debts and obligations. The
limited partners are passive investors and their liability is limited to their individual capital
investment in the business. Limited partnerships are governed by the Limited Partnership Act
(chapter 30 of the Laws of Kenya). Typically, on the formation of limited partnership, each of the
partners contribute money, property or services to the partnership in exchange for his or her general
or limited partnership interest. Generally, the partnership agreement among other issues must
address how management and other partnership affairs are controlled. It should specify any

restrictions or rights regarding partner’s transfer of his or her shares.
Partnerships and succession planning

Partnerships do not have perpetual existence and may be dissolved when certain events occur. In

the absence of any provisions to the contrary, these may include:

e The conclusion of a stated term or stated objective of the partnership,

e A partner express will for dissolution, if the partnership is without a definite term or
particular undertaking,

e A partner’s violation of certain provisions of the partnership agreement,

e The resignation or death of a partner,

e The partnerships bankruptcy,

e The order of a court with appropriate jurisdiction.

Partnership that are not project specific must have Buy-Sell-Agreements as the basis of the

business succession plan. This agreement will lay out the terms of sale between the surviving
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partner(s) or named third parties and the deceased partner's heirs or estate. It can also designate
what rights the heirs have in the business and participation in the management. In Quantity
Surveying firms, having a systematic succession plan would help the surviving partner(s)
identify a suitable Star/HiPo to incorporate as a partner, this will ensure stability for the business
and minimize possible dispute between partners. In addition, the buy-sell- agreement provides a
financing mechanism for the surviving partners to acquire the shares of the deceased partner.
Partnerships must also have employee stock ownership plan — ESOP to facilitate the transfer of
ownership or part ownership of a firm to star employees. (Swartz 2009; MorganStanley
SmithBarney 2011).

2.13.3 Registered Companies
Companies are registered and regulated by the Companies Act (Cap 486 Laws of Kenya). Section
4 (i) of the Act classifies registered companies into:

i.  Public company- a company formed by any seven or more persons and

ii.  Private company- a company formed by any two or more persons.
A private company or a public company may be:

e Limited by shares — if the liability of its members is limited by its memorandum to the
amount if any unpaid on the shares held by them or

e Limited by guarantee - if the liability of its members is limited by its memorandum to an
amount which the members have undertaken to contribute to the assets of the company in
the event of its being wound up. These firms do not have share capital and are normally
used for the formation of charitable foundations and not-for-profit entities

e Unlimited - if it does not have any limit on the liability of its members.

It is important to note that Quantity Surveying consultancies can only operate as private companies

and not public due to the management structure of these two forms.
According to section 30 (1) of the Act, a private company means a company which by its articles:

i.  Restricts the right to transfer its shares.
ii.  Limits the number of its members to fifty not including persons who are in employment of

the company.
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iii.  Prohibits any invitation to the public to subscribe for any shares or debentures of the
company.
iv.  Restrict the right of members of transferring the shares.

Private Companies and Succession planning

A private company has perpetual succession. This means that in the event of a director’s exit,
incapacity or death, there exists structures that would guide the replacement/succession of
directors. These structures should however follow a systematic succession planning and

management program.

2.13.4 Joint venture

Legally a joint venture is a general partnership that is formed for a short time, usually to complete
a particular project. It is formed by joint venture agreement which cover such topics as capital
contribution, control of operations, distribution of profits and losses, management decisions, and
duration of the project. A fictitious business name for the joint would have to be registered and
employees working in the joint venture are employed directly by one of the firms in the joint
venture. A joint venture enables business to exploit a particular business opportunity without
getting tied into a long-term association. Usually, each company in the venture looks to the other
company to provide a resource needed in one project. In joint venture, both businesses have a

direct interest in the project (Farm Credit Canada 2015; Pakistan Engineering Council 2010).
Duration and succession planning

Since Joint ventures are formed for the execution of specific projects and end upon the completion
of such projects, it is impossible to have a systematic SP&M program. Moreover, joint venture

firms normally have no say in the internal affairs or operations of their partners.

2.13.5 Consortium

Formation

Consortium are a different form of collaborative working between two or more organizations in
order to better fulfill their purposes, while remaining as separate organizations. They are part of a
spectrum of joint working options, ranging from informal networks and alliances, through joint

delivery of projects, to full merger. Different types of collaboration can last for a fixed length of
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time or become a permanent arrangement. Due to the emerging global competition, especially in
the construction sector and the influx of international firms particularly in Kenya, the need for
firms to collaborate and work with a defined structure and governance arrangements has become
increasingly important. Forming consortiums increases firms’ capacity and give them an edge
when tendering for international and big projects (The National Federation of Community
Organization 2010; Pakistan Engineering Council 2010).

Consortium fall into three main categories:

i.  A’lead partner’ consortium

In this model, organizations could come together to form a consortium and nominate a 'lead
organization' which the others agree to work through. The consortium is led by a joint steering
committee comprising members of each organization. The consortium has no separate legal status.
A consortium agreement would be put in place among members of the consortium, which would
set out their legal rights and obligations. All partners would be allocated areas of work based on

specialism and capacity (The National Federation of Community Organization 2010).

ii.  Supply chain consortia

This arrangement Similar to the one above, but the lead organization does not deliver a service,
rather, it manages the supply chain. That is, the consortia are managed through the lead
organization establishing links with relevant delivery bodies pertinent to the service or project

being delivered, either prior to or following the award of the tender.

iii. A new legal body is established to manage a contract

Contrary to the first two, organizations may choose to form a consortium, which would be formally
constituted as an independent legal entity with representatives from each partner playing a part in
the new entity. Under this form of consortium, a new company would be set up and an operating

model would have to be agreed (The National Federation of Community Organization 2010).
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Duration of consortiums and succession planning

As elaborated under the three different forms of consortia, the duration can be fixed for just
delivering on a specific project or the arrangement can be on a permanent basis. It would be
pointless to have succession plans for the short-term engagements, rather, the most suitable would
be to have a replacement plans. On the other hand, for the long-term engagements, a systematic
SP&M is important because such consortiums have long life and the smooth continuity of
operations must not be overlooked. Individual organizations could have their own internal SP&M
programs which should be integrated and harmonized. Forming committee where every entity is
represented would be the best approach so that there is inclusivity.

2.14 SUCCESSION PLANNING IN OTHER JURISDICTIONS

A journal article by Heaton (2016) focusing on succession planning in architectural firms in
Australia documented the experiences of commercial law firms on matters succession planning in
architectural firms. The paper reported that Architectural firms which have a closer association
with quantity surveying firms in terms of their operations and management had greater challenges
in developing and transitioning into new leadership. They lacked succession plans or where they
existed, it was very ad-hoc. Founders and principals struggled with several legal and transactional

issues related to succession.

With regards to finances, business valuation especially the worth of the business goodwill, how
new owners would pay for the business and source of working capital were major concern because
the new owners likely to be in their 30s were mostly tied up with other financial commitments like
mortgage and so forth. The degree of financial information principals were willing to divulge and
level of exposure mattered when it came to commercial aspects of running and building the

practice because firms were not solely driven by profit making motives.

Leadership perspectives and philosophies also affected succession planning as it was hard for
founders to progressively cede control by delegating levels of responsibilities and client
‘ownership’ to less experienced individuals. Too much reluctance by principals to delegate
responsibility and authority and the financial rewards that comes with them led to frustrations and

exit by suited new managers.
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When looking for those to take over, there was a problem of tendency to choose excellent
performers who might not have been necessarily suitable to direct the business from a business
perspective. This ignored the conventional wisdom that many a times those suited to take over
possess some other characteristics such as accountability, responsibility desire to grow and
develop, innovative ability, ability to develop strong client relationships and understanding of the
commercial and financial issues attendant with running a practice. Balancing diversity in the
leadership in terms of age, gender, culture and work life balance also mattered to firms. Finally,
firms grappled with the timing of succession planning, some did not know the ideal time to set up
succession planning program after firm’s inception, consequently founders went into their fifties
without thinking of who would take the practice forward and what will happen to the practice after
they leave.

The Australian experience with architectural firms gives impetus to the study to find out the
succession situation in Kenyan Quantity Surveying practices. This is so because the architectural
and quantity surveying practices in Kenya are governed by the same regulations and body as set
out in the Architects and Quantity Surveyors Act cap 525 laws of Kenya.

2.15 SUMMARY

This chapter has defined and introduced the topic of study — systematic succession planning and
management. The chapter has presented the driving needs, benefits and importance of SP&M
globally. The approaches to succession planning have been looked at and the major models
presented with suggested for adoption of the Seven-Pointed Star model. The process of laying the
foundation for a succession planning and management program have also been discussed. The
chapter also presents the teething problems that have been noted to bedevil succession planning
and analyzes the ownership structures of quantity surveying firms and their possible impact on
succession planning and management. Finally, the chapter concludes by reporting on the
Australian succession planning experience and uses it as a trigger to study the occurrence of

succession in Kenyan QS firms.
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CHAPTER THREE - RESEARCH METHODOLOGY

3.1 INTRODUCTION

This chapter describes the research design. First, the general qualitative design is described
followed by an explanation of grounded theory and the rationale for both. The data collection
procedure (sampling of informants) and the methods of data collection are also delineated. Finally,
the limitation and assumptions of the study are reported.

3.2 RESEARCH DESIGN
Restatement of objectives of study

Clarification of the research objective is important because the research objectives inform
decisions about design, measurements, analysis and reporting (Patton, 2002). The objectives of
this research are to establish the succession planning and management practices of Quantity
Surveying firms in Kenya. In addition, the study also seeks to investigate the benefits and
challenges facing firms in adopting and implementing systematic Succession Planning and

Management programs. These issues are addressed through qualitative research process.
3.2.1 Research Method — Qualitative Research

3.2.1.1 Definition

Qualitative research has been defined by Denzin and Lincoln (2000) as a situated activity that
locates the observer in the world. It consists of a set of interpretive, material practices that make
the world visible. These practices transform the world. They turn the world into a series of
representations including field notes, interviews, conversations, photographs, recording and
memos to the self. At this level, qualitative research involves an interpretive, naturalistic approach
to the world. This means that qualitative research study things in their natural setting, attempting

to make sense of, or interpret a phenomenon in terms of the meaning people bring to them.

Creswell (2013) builds on some of the elements in the definition by Denzin and Lincoln (2000)
but with emphasis on the design of research and use of distinct approaches to inquiry. His
definition is that qualitative research begins with assumptions and the use of
interpretive/theoretical frameworks that inform the study of research problem addressing the

meaning individuals or groups ascribe to a social or human problem. To study this problem,
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qualitative researchers use an emerging qualitative approach to inquiry, the collection of data in a
natural setting sensitive to the people and places under study and data analysis that is both inductive
and deductive and establishes patterns or themes. The final written report or presentation includes
the voices of participants, the reflexivity of the researcher, a complex description and interpretation
of the problem, and its contribution to the literature or a call for change.

Boeije (2010) contends that the purpose of qualitative research is to describe and understand social
phenomena in terms of the meaning people bring to them. The research questions are studied
through flexible methods enabling contact with the people involved to an extent that is necessary
to grasp what is going on in the field. The methods produce rich, descriptive data that need to be
interpreted through the identification and coding of themes and categories leading to findings that
can contribute to theoretical knowledge and practical use.

3.2.1.2 The qualitative research process
Qualitative data analysis is considered an ongoing process occurring over the life cycle of a
research project as depicted in the Figure 3.2-1 below:

Figure 3.2-1: Overview of Qualitative Research Process

Writing the final report
Ensuring quality
Findings

Qualitative data analysis
C:y Dataﬁ)llection 5
Ethical concerns
Sampling
Formulating research questions and purpose

Reviewing literature
Choosing a subject and approach

Source: Boeije (2010).

79



3.2.1.3 Characteristics of qualitative design

Creswell (2013) borrowing from several authors arrived at the following characteristics of

qualitative research:

Participants’ meanings. In the entire qualitative research process, the researchers keep a
focus on learning the meaning that the participants hold about the problem or issue, not the
meaning that the researchers bring to the research or writers from the literature. The
participant meanings further suggest multiple perspectives on a topic and diverse views.
This is why a theme developed in a qualitative report should reflect multiple perspectives
of the participants in the study.

Emergent design. The research process for qualitative researchers is emergent. This means
that the initial plan for research cannot be tightly prescribed, and that all phases of the
process may change or shift after the researcher enters the field and begin to collect data.
For example, the questions may change, the forms of data collection may be altered, and
the individuals studied and the sites visited may be modified during the process of
conducting the study. The key idea behind qualitative research is to learn about the problem
or issue from participants and engage in the best practices to obtain that information.
Complex reasoning through inductive and deductive logic. Qualitative researchers build
their patterns, categories, and themes from the bottom-up by organizing the data
inductively into increasingly more abstract units of information. This inductive process
involves researchers working back and forth between the themes and the database until
they establish a comprehensive set of themes. It may also involve collaborating with the
participants interactively, so that they have a chance to shape the themes or abstractions
that emerge from the process. Researchers also use deductive thinking in that they build
themes that are constantly being checked against the data. The inductive-deductive logic
process means that the qualitative researcher uses complex reasoning skills throughout the
process of research.

Reflexivity. Researchers position themselves in a qualitative research study. This means
that researchers convey their background - for instance work experiences, cultural
experiences and history-, how it informs their interpretation of the information in a study,
and what they have to gain from the study. This argument is supported by Wolcott (2009)

when he posits that readers of a qualitative research want to know what prompts
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researchers’ interest in the topics they investigate, to whom they are reporting, and what
they personally stand to gain from their study.

v.  Holistic account. Qualitative researchers try to develop a complex picture of the problem
or issue under study. This involves reporting multiple perspectives, identifying the many
factors involved in a situation, and generally sketching the larger picture that emerges.
Researchers are bound not by tight cause-and-effect relationships among factors, but rather
by identifying the complex interactions of factors in any situation.

vi.  Researcher as key instrument. The qualitative researcher must commit to extensive time in
data collection, must engage in sorting out and coding large texts to few themes and have
to write long passages as evidence to substantiate claims and also due to the need to show
multiple perspectives.

3.2.1.4 Advantages of Using Qualitative Research

An outstanding advantage of qualitative research is that it provides a means of attempting to
understand a world that cannot be understood in terms of numbers and objectivity —Quantitative
measures and the statistical analysis at times do not fit the problem, interactions among people for
instance are difficult to capture with existing measures. These measures may not be sensitive to
issues such as gender differences, race, economic status and individual differences. To level all
individuals to a statistical mean overlooks the uniqueness of individuals in a study (Creswell 2013).
Qualitative design also gives a detailed understanding of a complex issue which is established by
talking directly with people, going to their homes or places of work and allowing them to tell their
stories unencumbered by what we expect to find out or what we have read in the literature
(Creswell 2013). This is important because it helps us understand the context or settings in which
participants in a study address a problem or issue. In this study, qualitative research therefore
appears to be the best route to take because it provides an understanding that takes into account
the fact that every owner of a Quantity Surveying firm is an individual with a unique perspective
on the world, different reactions to occurrences, and different opinions on how the world should
be (Creswell 2013). Quantitative research would have hardly, if ever, taken any of these variables

into account.
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3.2.1.5 Disadvantages of qualitative research

Notable disadvantage of qualitative research stem from the fact that if a researcher is only working
with one person, or even a small focus group, the results are likely to be only valid for that
particular person or focus group and one cannot necessarily make a generalization from the results

in the way that one could with the results of a quantitative research study (Boeije 2010).
Peck and Secker (1999) listed the following as additional disadvantages of qualitative research:

i.  The fact that current techniques of data collection typically involve semi-structured
interviews that can place considerable demands on participants’ time, making it difficult to
recruit managers and others for whom time is often at a premium.

ii.  Because qualitative research focuses on depth, a researcher must spend a significant
amount of time with the research, which often causes a rise in the cost of the research.

iii.  Qualitative research is a time-consuming exercise, not only in relation to the data collection
process, but also because the process of analysis involves continual movement between the
data and emerging themes to adapt and verify the analytical framework being developed.

iv.  The conclusions of qualitative research typically are disseminated through academic
publications and papers, which people, not familiar with the academic repertoire, can find

difficult to follow.

3.2.1.6 Rationale for qualitative Design

Qualitative research was adopted for this study largely because it is well suited for the exploration
of unchartered areas of inquiry such as succession planning and management (Boeije 2010).
Qualitative research has also been touted to give a better understanding of a qualitative
phenomenon such as human behavior (Guba 1981; Kothari 2011). Further, Kim (2006) contends
that most SP&M studies have adopted qualitative approach.

The following reasons informed the use of qualitative inquiry:

i.  The nature of research question: In a qualitative study, the research questions often start
with how or what. In this study, the first question seeks to establish how succession
planning occurs in Kenyan Quantity Surveying firms, the second and third questions pose

what the benefits and challenges of succession planning are respectively.
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ii.  Need to present a detailed view of the topic: this is the case in which distant panoramic
view is not enough to present answers to the problem. The research reports firsthand
account of succession practices, the driving force behind systematic succession planning
programs, benefits and challenges firms enjoy or suffer as result of having or not having
systematic succession planning and management program. Such details would normally
not easily discernible from mere observation.

iii.  Need to explore topics: This is a situation in which variables cannot be easily identified
and theories are not available to explain behavior of participants or population of the study.
Succession is not a topic most people tackle systematically; this study will therefore
explore the attitudes and commitment of top management towards succession.

iv.  Need to study individuals in their natural settings: When individuals are removed from
their natural settings, most study findings would be out of context. This research met the
practitioners and candidates of succession planning in their places of work where

succession actually occurs.

3.2.1.7 Grounded theory approach of qualitative research

Conducting a good qualitative study requires the researcher to use a recognized approach which
enhances the rigour and sophistication of the research design. The use of a recognized approach
further provides some means of evaluating the qualitative study. This study employed the use of

grounded theory approach to qualitative research.

Corbin and Strauss (2007) advanced that the use of grounded theory helps a researcher move
beyond descriptions of individual stories and common experiences for a number of individuals
within a group, to generate or discover a theory which is a unified theoretical explanation for a
process or action which for purpose of this study is the occurrence and process of succession in
Kenyan Quantity Surveying firms. Participants in the study would have all experienced the process
and the development of the theory might help explain the practice or provide framework for further
research. A key idea is that this theory developed does not come off the shelf but rather is generated
or grounded in data from participants who have experienced the process. Grounded theory
therefore is a qualitative research design in which the inquirer generates a general explanation (a
theory) of a process, an action or interaction shaped by the views of a large number of participants
(Creswell 2013).
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Defining features of grounded theory

According to Creswell (2013), there are several major characteristics of grounded theory that

might be incorporated into a research study. These include: -

The researcher focuses in a process or action that has distinct steps or phases that occur
over time. Thus, a grounded theory study has movement or some action that the researcher
is attempting to explain.

The researcher also seeks, in the end to develop a theory (explanation or understanding) of
this process or action.

Memoing becomes part of developing the theory as the researcher writes down ideas as
data are collected and analyzed. In these memos, the ideas attempt to formulate the process
that is being seen by the researcher and to sketch out the flow of this process.

Data analysis can be structured and follow the pattern of developing open categories,
selecting one category to be the focus of the theory, and then detailing additional categories
(axial coding) to form a theoretical model. The intersection of the categories becomes the
theory (called selective coding). This theory can be presented as a diagram, as proposition
(or hypothesis) or as a discussion. Data analysis can be less structured and based on
developing a theory by piecing together implicit meaning about category (Charmaz 2006).
The primary form of data collection is often interviewing in which the researcher is
constantly comparing data gleaned from participants with ideas about emerging theory.
The process involves going back and forth between the participants, gathering new
interviews and then returning to the evolving theory to fill the gaps and to elaborate on how

it works.

Rational for conducting a grounded theory research

Succession Planning and Management in Kenyan QS firms is relatively undocumented. Of major

interest to this study therefore is establishing how succession occurs in Kenyan QS firms. To

understand this phenomenon, the study adopted grounded theory which is a good design to use

when a theory is not available to explain or understand a process. The literature review presented

in chapter two of the study has models and approaches to SP&M but these were developed and
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tested on samples and populations other than those of interest to the qualitative researcher
(Creswell 2013).

3.3 POPULATION
The researcher must determine what type of information is needed and who is most likely to have
it (Boeije 2010). According to Nachmias & Nachmias (1996):

The population is the aggregate of all cases that conform to some designated set of specifications.
It consists of the entire set of relevant units of analysis and it does not matter if the population is
broad or narrow, only that it includes every individual that fits the description of the group being
studied.

This research studies SP&M in Kenyan Quantity Surveying firms. The register of Quantity
Surveying firms as documented by the Board of Registration of Architects and Quantity Surveyors
(BORAQS, 2015) formed the population from which the sample was drawn. The number of
registered Quantity Surveying firms is 218. However, 10 firms out of these have double
registration having changed their ownership structures over time. This leaves 208 registered firms.
Of the 208 one firm confirmed to have left the practice and so the effective number of registered
firms is 207. 181 firms were contacted but only the ownership structures of 141 firms could be
positively identified as the rest either declined to divulge or were unreachable on phone and emails.
The identification of ownership structures of the firms was necessary as it enabled stratification of
these firms for purposes of sampling as discussed later on in this chapter. Essentially the
population N is 141 but it is impractical to study everyone in the population because of resource

constraints and therefore only representative sample was chosen from the population.

3.4 SAMPLING
Sampling is the process of selecting a sub-group to represent the population from which inferences
are drawn about the entire population. Ideally, the sample should be representative and allow the

researcher to make accurate estimates of the thoughts and behavior of the larger population (Boeije
2010).

3.4.1 Sample size
The size question is important because it influences the sampling strategy and data collection

process. In qualitative research a general guideline for sample size is not only to study a few sites
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or individuals but to also to collect extensive detail about each site or individual studied (Creswell
2013). Patton (1990) says that the intent in qualitative research is not to generalize information,
but to elucidate the particular, and the specific as such, there are no rules for sample size in
qualitative inquiry. Sample size depends on what you want to know, the purpose of the inquiry,
what's at stake, what will be useful, what will have credibility, and what can be done with available
time and resources. However, some researchers such as Creswell, (2013) and Charmaz (2006)
have recommended the use of 20 to 30 individuals (though the number maybe larger) in order to
develop a well saturated theory in grounded theory. In deciding the sample size, the researcher
adopted a sample size n of 30.

3.4.2 Choosing the sample
i.  Stratification of the population

The population as extracted from BORAQS records was divided into mutually three exclusive
groups based on forms of ownership of the firms (sole proprietorship, partnership and private
limited companies). Stratification of the population was important because the population from
which the sample was drawn does not constitute a homogenous group and therefore the method
was used to obtain a representative sample. Stratification involved dividing the population into
several sub-population (strata) that were individually more homogenous than the total population
and then items from each stratum were selected to constitute a sample (Kothari 2011). Since each
stratum was more homogenous than the total population, the researcher was able to get more
precise estimates for each stratum and by estimating more accurately each of the components parts,

got a better estimate of the whole.

ii.  Selection of items from each stratum
For the selection of items for the sample from each stratum, simple random sampling was used.
This gave each individual from the population an equal probability of being selected (Creswell,
2003).

iii.  Allocation of sample size from each stratum

Proportional allocation under which the sizes of the samples from the different strata are kept

proportional to the size of the strata was adopted in the study. That is if P; represents the proportion
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of population included in stratum i and n represents the total sample size, the number of elements
selected from stratum i is n.P;
The number of registered firms (population) as derived from BORAQS is N = 141. The population
is made up of three strata (Sole proprietorships, Partnerships and Private Limited Companies) as
per details below: -
I.  Sole proprietorship = N1 =15
ii.  Partnerships = N>=43
iii.  Private limited companies = N3=83
Adopting proportional allocation, we shall get sample sizes as under for the different strata:
For strata with N1 = 15,
we have P; = 15/141
and hence n; = n.P1 = 30(15/114)
=3
Similarly, for strata with N2 = 43,
we have ny = n.P,=30(43/141)
=9
For strata with N3 = 83
we have n3=n.P3=30(83/141)
=18
Thus, using proportional allocation, the sample sizes for the different strata are: 3, 9 and 18
respectively which is in proportion to the sizes of the strata viz: - 15: 43:83

In each of the firms sampled in all the different strata, only one respondent per firm was contacted.

3.5 METHODS AND TOOLS OF DATA COLLECTION

Kothari (2011) contends that data collection begins after a research problem has been defined and
research design chalked out. There are two major approaches to information gathering and
subsequent data categorization about a situation; information gathered from second-hand sources
yields secondary data while data collected first-hand gives primary data. Primary data is collected
afresh and for the first time and as such is original in character (Kothari 2011; Yin 2003).
Questionnaires have been used extensively as the source of primary data after interviews proved a

challenge from the pilot study. The data from secondary sources such as books, journals and other

87



researchers have only been used to contextualize the research problem, study findings and for

reviewing literature on the subject.
Collection of primary data

3.5.1.1 Questionnaire Method

As an inductive research design, grounded theory includes the use of documents, observation, and
interview (Corbin and Strauss 1990). For this study, interview was planned to be the major source
of data but was shelved for questionnaires after pilot tests gave frustrating results on
approachability of subjects and their gate keepers/secretaries, scheduling and honouring
interviews. A questionnaire consists of a number of questions printed or typed in a definite order
on a form or set of forms and sent to the persons concerned with a request to answer. The
respondents are expected to read and understand the questions and write down response in the

spaces provided (Kothari 2011).

The questionnaires were addressed to partners, directors/CEOs of Quantity Surveying firms and
human resources executives or persons responsible for SP&M programs and in some cases the
senior employees who are candidates of such programs. The delivery was by courier and email so
candidates had either option of response, this was to maximize the benefits of both traditional mail

survey and email.
Rationale for using questionnaire in the study:

The use of questionnaires facilitated the potential of collecting information from large portion of
the executives group who scheduling interview meetings with proved a big challenge in the pilot
study. Most importantly though was the usefulness of questionnaire as a tool in organizational
research as Kraut (1996) contends that questionnaire have been extensively used in organizational
research because of their strength in assessing organizational concerns, observing trends and
evaluating progress. Baruch and Holtom (2008) also reinforces this argument by agreeing that
questionnaires can provide insights into individual perceptions and attitudes as well as

organizational policies and practices.

Further, the use of questionnaires is reinforced by the fact that other researchers on SP&M also

adopted questionnaires as a major tool of data collection, for instance, Rothwell (2010) used
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questionnaires to investigate the characteristics of effective succession planning and management
programs and the importance of succession planning among the billion dollar companies in
America seen as the trendsetters in their respective industries.

The questions sought to establish existence of systematic succession planning and management
programs In Quantity Surveying firms by asking questions on trends in succession (whether they
were planned or accidental), the making of successor decisions, current HiPos development
programs and the characteristics of SP&M programs. The motivation to having succession plans,
objectives and benefits of SP&M were also interrogated. Finally, the challenges facing adoption
and implementation of systematic SP&M programs were also asked.

The questionnaires were largely open ended to aid an in-depth exploration of an aspect of life
(succession planning and management) in terms of the approach, patterns, preference, attitude,
experience, perceptions and the meaning firms and participants brought to succession planning
and management. Open ended questions were also used as triggers to discussion of difficult topics.
Few specific questions were however standardized to provide a fruitful and easy method to explore
research issues. The standardized survey also provided a platform where the responses and
information are gathered in a standardized way because there was a shared understanding of

questions and response options.
Design of questionnaire

This study borrowed from protocols suggested by Creswell (1998) which comprise open ended
questions and ample space between the questions to write responses and comments. Corbin and
Strauss (1990) explained four types of questions; sensitizing, theoretical, structural and guiding
questions. Sensitizing questions tune the researcher into what the data might be indicating for
example, “What are the qualities you consider before assigning more responsibilities to an
individual/successor?” Who are responsible for successor decisions?” Theoretical questions help
the researcher see the process, variation and the like and to make connections among concepts, for
instance, “What would happen to the practice if a highly valued employee or partner suddenly
left?” Structural questions are more practical and provide direction for sampling and help with

development of the structure of the evolving theory, for example, “Do you have a systematic
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SP&M program in this firm?” Guiding questions were not used in this study. A total of 24
questions were created under 13 parent questions (see appendix 1- Questionnaire).

To collect data on research question i: “Is current succession planning by design or accident in

Quantity Surveying firms?” respondents were asked the following questions:

I.  How SP&M is carried out in their firms with options to mark ‘Yes’ or ‘No’ by describing
the characteristics of systematic succession planning and management program.
ii.  Their opinion on how well their organization was presently conducting SP&M and brief
explanation on why they felt so.
iii.  Their thoughts about approaching succession planning and management in their
organization in a planned manner?

iv.  How decisions about successors for positions in their organization were made?

To collect data on research question ii: “What are the benefits of having succession plans in

Quantity Surveying firms?” respondents were asked the following questions:

i.  Has succession planning become more important to your organization over the past few
years? If yes, briefly tell why; if no briefly tell why not.
ii. How has your firm benefited/expected to benefit by virtue of having a systematic
succession planning and management program?
iii.  What crises, if any have occurred in replacing high-potential individuals or filling key
positions in recent years? Describe the situation and how the organization coped with them.

Then describe what happened (the outcome of those strategies).

To answer research question iii, “What are the challenges of implementing succession plans?”’

respondents were asked the following question:

i.  What are the chief difficulties that your organization has experienced with a succession
planning program? Respondents were given options to choose from and room to weigh in

and share their experience.

Other general questions such as age of firm, origin of firm and the generation of managers,
composition of the top management of firms, level of entry and turnover were asked to help

contextualize the characteristics of the respondents.
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3.6 ASSUMPTIONS

Creswell (2013) reckoned that in any research, the need for the research and the research questions
are both influenced by past experiences, value, and beliefs. In this study, the researcher’s bias was
rooted in his experience as a quantity surveyor and current candidate for succession planning
program in a Kenyan Quantity Surveying firm and lastly as student in human resource practices.
This study also operated under the assumption that the directors of Quantity Surveying firms are
directly involved in SP&M in their firms, they therefore formed a core target for the questionnaires.
But to get a wholesome view, the candidate of succession (senior employees) were also reached
to help corroborate or provide insights into the process of succession planning, after all, they were
the ones directly affected by the Succession Planning and Management Programs or lack thereof.
Further, before the questionnaire, the terms Succession Planning and Management were explained
and clarified to respondents so that the research topic was clearly understood. The study therefore

assumes that no misunderstanding occurred on the meaning of the topic or intention of the study.

3.7 SUMMARY

This chapter has presented the research methodology — qualitative design using grounded theory
approach and justification for its adoption in the study. The population and sapling procedure has
also been demonstrated. A sample size of 30 was used with proportional allocation to the different
sub-groups in QS firms, based on mode of incorporation. The chapter has also explained the data

collection tool — questionnaires and the design of most questions in relation to the study objectives.
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CHAPTER FOUR - DATA PRESENTATION AND ANALYSIS

4.1 INTRODUCTION

This study aims at establishing; the Succession Planning and Management practices of Quantity
Surveying firms in Kenya, the benefits of systematic succession planning and management
programs and the challenges facing firms in adopting and implementing systematic succession
planning and management programs. The data collected was thus aimed at investigating how
succession occurred in QS firms, the benefits and challenges facing succession planning. In
addition, emerging theories and concerns were explored. Accordingly, this chapter contains a
presentation, discussion and analysis of the results drawn from the survey data. The analysis
reveals four themes. Three main themes with emergent sub themes — how succession occurs in QS
firms, benefits of systematic SP&M programs and challenges facing the adoption and
implementation of SP&M programs. The fourth theme is on general emerging issues.

4.2 SURVEY RESPONSE RATE

The response rate to questionnaires depends on the willingness of the people to respond to the
questionnaires. Studies using questionnaires such as this expect a higher response rate that leads
to larger data samples and statistical power as well as smaller confidence intervals around sample
statistics. Further, higher response rates tend towards findings that have greater credibility among
key stakeholders. However, even if the questionnaires are administered to the target population
and incentives such as reminders used, a response rate of 100% is rarely achieved (Rogelberg &
Stanton 2007). This fact has been further acknowledged by Baruch (1999) who reported that the
average response rate for questionnaires used, as the basis for published academic studies is
significantly less than 100 percent and even more troubling, from 1975 to 1995 declined from 64.4
percent to 48.4 percent. A study by Baruch and Holtom in 2008 aimed at assessing the long-term
trends in response rates to surveys used in management and behavioral science research found out
that whereas Baruch (1999) pointed out to a clear trend of decline in response rate through the
years, response rate for behavioral science had stabilized at an average aggregate of 50 percent by
2008. Other scholars such as Cook et al. (2000) have argued that the response representativeness
is more important than response rate in survey research but only if it bears on representativeness
of the population being studied. The response rate in this study is presented in table 4.2-1 on the

next page.
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Table 4.2-1: Survey response Rate

Strata Number of Number of Usable Return rate per
issued Returned Questionnaire strata
Questionnaire Questionnaire
Sole Proprietorship 3 0 0 0%
Partnerships 9 9 7 78%
Companies 18 18 18 100%
Total 30 27 25 83%

Source: Field Survey, 2016

The response rate of 83percent surpasses the 50 percent response rate established by Baruch and
Holtom (2008) and is thus considered adequate to test the hypothesis. The lack of response from
the sole proprietorship is likely that; the directors (sole proprietors) were too busy, it was company
policy not to complete questionnaires or ‘succession’ was a dreaded word hence the reluctance to
talk about it. Two questionnaires out of the 27 received were rejected due to inconsistencies in the

information provided.

4.3 GENERAL INFORMATION

The purpose of this section was to collect general information and demographic data from the
respondents. Additionally, the section was intended to set the context for the questions in the
subsequent sections. The survey for this study was conducted with 30 different firms over four

months’ period from February to May 2016.

4.3.1 Age of firms

32 percent of the respondent firms had been in practice for over 31 years. Generally, the firms with
more than 11 years of practice were over 72 percent. This group is considered likely to have
experienced succession or the need for a succession plan more than the rest of the segment who
have been in practice for not more than 10 years. The data on the figure 4.3-1 summarizes the

spread in terms of age of the respondent firms.
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Figure 4.3-1: Age spread of respondent firms
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4.3.2 Origin of the firm and generation of managers

Of the firms surveyed, four (16 percent) were inherited from non-indigenous managers, all British
citizens and the firms had been in practice for over 31 years. These firms had experienced
successions over time since three of them were on the third-generation managers while the fourth

was on its second-generation managers.

Only one indigenous firm had third generation managers and it has also been in practice for more
than 31 years. All the other firms were indigenous and were all run by the first-generation
managers including those that were in the 21-25 and 26-30 years of operation bracket. The
tendency not to co-opt next generations by the generation one managers in indigenous firms
denotes the culture of unwillingness to retire and assertion of absolute control in their practices

perhaps with the belief that only they know what is best for the firms.

4.3.3 Level of entry, years of practice and its implication on career progression
The firms were divided into three major subgroups, startups (10 years and below), established

practices 11-20 years and seasoned practices 21 years and above for ease of analysis.
a) Startups (10years and below)

The firms under this category had all respondents come into the firms as directors, partners and

associate partners. None came in at a lower level of management. Due to the relatively less years

94



of practice, most of the respondents could not relate their years of service to the firms as being the
reason for their current positions in the firms but rather their shareholding.

b) Established practices 11-20 years

73 percent of the respondents joined the firms as graduate quantity surveyors and all of them
though have diverse years of practice post registration with BORAQS had done at least five years
with their current firms and most of them had advanced to senior quantity surveyors which placed
them two tiers from assuming top management. Majority of them believed that their years of
service to the firms influenced their career progression to current position. Some of them however
felt that it was more of their experience than years of service that charted their path to their current
positions. The remaining 27 percent of the respondents were founders of the practice and came in
through shareholding. By virtue of their years of service, they had now all attained the title of
Managing Directors. The responses from this group on whether they would use the same criteria
in deciding which employee to develop and advance was equally split in five categories as follows;

i.  Those who though attained their current position through shares, would not use the share
buying capacity of an employee in deciding whether to develop and advance them while a
similar percentage would use that as a basis.

ii.  Those who were not sure if they would use years of service as criteria for deciding which
employee to advance and develop even though this was the criteria used in their case.

iii.  Those who were affirmative that they would use the same criteria (years of service to the
firm) in deciding which employee to develop and advance to administrative and
management roles.

iv.  The rest who believed it was their experience rather than the years of service to the firm
that advanced them and reported they would use the same criteria in deciding who to

develop and advance.

The split in this group in the criteria to use in deciding employee development and advancement
typifies the lack of standard norms in the realm of succession planning and management. It shows
that succession planning and management is not approached from a common objective yet the
firms all operate in the same industry facing same opportunities and threats. This situation is

however not unique to the Kenyan QS firms as Derr, Jones & Toomey (1988) concurred that
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organizations do not share identical requirements for SP&M programs. This is because differences
exist due to organizations industry, size, and stage of maturity, management values, internally
available experts, cost, time and other considerations all of which affect the appropriate design for
SP&M.

c) Seasoned practices 21 years and above

Table 4.3-1 below shows the level of entry of current directors of firms which have been in
operation for over 21 years.

Table 4.3-1: Years of service and its influence on succession/career progression

Case Age of Firm | Level of entry | Years Did Number of years | Would you use years of
with firm | with firm determine service as criteria on
current position others
Firm 1 26-30 Grad. Qs 5 Yes Yes
Firm 2 26-30 Grad. Qs 2 No No
Firm 8 over 31 Regd. Qs 2 Yes Yes
Firm9 over 32 Regd. Qs 6 No Yes
Firm 14 over 33 Sen. Qs 4 No Yes
Firm 15 over 34 Trainee Qs 48 Yes Yes
Firm 16 21-25 Grad. Qs 4 No Yes
Firm 17 21-25 Grad. Qs 3 No No
Firm 18 over 31 Grad. Qs Over 30 Yes Yes
Firm 23 over 32 Founder Over 30 Yes Yes
Firm 24 over 31 Grad. Qs 12 Yes, and No Yes
Firm 25 over 32 Grad. Qs 5 No Yes

Source: Field Survey, 2016

In Firm 15, one of the directors had joined as a trainee quantity surveyor. This case was of
particular interest to the study because it shows that one can rise from the lowest level of entry as

an intern to the top management of a firm.

58 percent of the respondents joined as graduate quantity surveyors, 17 percent joined as quantity

surveyors, 8 percent joined as senior quantity surveyor and a similar percentage were the founders
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of their practice. The trend indicates that most directors joined the practices fresh from college and
have risen over time to their current positions. This suggests that one is likely to advance to senior
management if he or she is able to adapt well to the firm he or she joins after college and sticks

around.

42 percent of the respondents were positive that the number of years of service to the firms had
influenced their career advancement to the top echelons of the firms. However, there were no
magic years of service considered adequate before advancement/career progression as firms 1 and
8 only had five and two years with the firms respectively. 50 percent of the respondents recognized
time as being vital in gaining experience but believed that their technical ability, commitment and
their value to the firm were the reasons for their advancement. These results indicate that although
technical ability/value and commitment are important, employee performance may improve with
experience demonstrated over years of service as individuals advance along a learning curve in

which they master organization specific and job specific knowledge.

83 percent of the respondents reported that they would use the same scale of measure (years of
service to the firm) to determine which employee to develop and advance. This clearly shows the
difference in approach to succession planning and management among the seasoned practitioners
and the latter group of 11-20years. The unanimity in using years of service as an approach to
SP&M further emphasizes the need to have systematic approach to succession planning and
management programs in firms so that all firms have a uniform approach to SP&M with minimal
unique tweaks to suit each firm’s needs. This would remove biases in SP&M programs and lead

to improved performance by adoption of better and more effective methods of SP&M practices.

4.3.4 Turnover

From the table 4.3-2 on the next page, it is deducible that the highest employee turnover is in the
categories of Registered Quantity Surveyors and graduate Quantity Surveyors. The modal years
of service for the graduate Quantity Surveyor was two years. Those who held the title of quantity
surveyors were likely to stay in the firm for between one-three years. Senior Quantity Surveyors

were likely to stay for five years before moving on to other engagements outside the firms.
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Table 4.3-2: Turnover among different cadres of employees

Case Graduate QS | Registered | Senior QS | Associate QS Associate Partner
QS Partner

Firm 1 2 2 2 2 - -
Firm 2 - 1 - - - -
Firm 4 1 1 - - - -
Firm7 - 3 5 - - -
Firm 8 1 3 5 - - -
Firm 10 2 3 - - - -
Firm 12 4 3 3 - - -
Firm 14 3 1 - - - -
Firm 15 2-4 5-9 5-9 10-19 - Over 20
Firm 16 2 1 - - <1 -
Firm 17 3 1 - - - -
Firm 18 2 4 5 5-10 15 Over 30
Firm 20 None None None None None None
Firm 22 1 2 2 2 2 2
Firm 23 Low Low Low None None None
Firm 24 2 5 - - - -
Firm 25 0-3 3 - - - -

Turnover is given by number of years of service

Source: Field Survey, 2016

Both Associate Quantity Surveyors and associate partners were less likely to leave their firms,

however, those who left did so early or after more than 10 years of service in those positions. Their

behavior indicates that after incorporation into senior positions, issues of non-compatibility arose

and they had to exit under two years. Those who weathered the early stages stayed for longer but

eventually left due to lack of advancement. Partners did not leave but when they did it was most

likely after more than 20 years in that position and it was occasioned by retirement and

disagreement with other partners.

The lesser years of service in the graduate quantity surveyors and quantity surveyor’s cadre is a

compelling proof of the changing demographics in the work place and changing work preferences

among the generation Y (born within 1980s — 1990s) and the earlier generations such as,
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Generation X (born within 1965-1979) and the Baby Boomers (born within 1946 -1964). The
generation Y does not value employee/employer loyalty as key to one’s career progression. They
are driven by the need for instant appreciation and fast achievement. The fact that even at senior
levels, employees such as senior quantity surveyors, associate partners and even partners who have
demonstrated more patience in waiting still leave their firms for other ventures is more significant
and point to a grimmer picture of firms not being able to retain talent despite these cadres’
willingness to do their time. The question then begs, does the years of service actually impact your
career advancement/succession within the firm? The response to this question was very varied and
perception of adequate time served to guarantee succession also varied a lot as presented in table
4.3-2.

4.3.4.1 Reasons for exit

The responses on the reasons for turnover among the different groups of employees are discussed
below: -

a) Assistant QS

Figure 4.3-2 below presents the various reasons given by respondents as the cause of exit by
assistant QS from QS firms.

Figure 4.3-2: Reason for Assistant QS exiting QS firms
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The graduate quantity surveyors left for different reasons and this exemplifies the restlessness

among this group. Majority left to seek better remuneration and opportunities elsewhere. Some
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also left to gain new industry experience/exposure when they felt their current postings were
lacking. Evidently this group of fresh graduates are still getting settled in working life after college
and are motivated by higher pay to among other things buy items like furniture, cars, houses and
getting married. They have not invested too much in any one profession and can therefore easily
change.

b) Registered QS

Most employees in the quantity surveyor’s cadre left when they felt their remuneration was not
commensurate to their worth — generally their professional trainers were unlikely to offer them
significantly higher pay after registration as they felt that they had contributed to their training.
Most of their reasons for exit were centered on improving their practice either through seeking
advancement, post registration experience of further studies. From industry observations, there is
a trend of post registration exodus to contractor’s QS by this group, as the latter tend to offer higher
pay. Some of them leave to start their private practices while some are laid off for non-

performance.

Figure 4.3-3: Reason for Registered QS exiting QS firms
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c) Senior QS

When senior quantity surveyors left, a large number did so to start their own practice and gain
autonomy or due to dissatisfaction with their remuneration and employment terms. Lack of growth,

conflict of interest, new experience, and at times death were also reasons for exit.
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Figure 4.3-4: Reason for Senior QS exiting QS firms
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d) Associate Quantity Surveyors

Associate Quantity Surveyors left to either start their private practice or seek greener pastures,

both at 38 percent score.

Figure 4.3-5: Reason for Associate QS exiting QS firms

40% 38% 38%
35%
30%
25%
20%
15% 13% 13%
10%
1B
0%
Greener pastures Private practice Disagreement Changg of working
environment

Source: Field Survey, 2016

The exit by senior QS and Associate QS (to start private practice) who are traditionally the source
prospective partners, confirms the position that the Kenyan construction industry has experienced
growth over the last decade and there is a sellers’ market for skills where talented workers can

barter their abilities with other companies. Consequently, prospective partners have a wide choice
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of employment prospects without the risk of financial commitment associated with an equity
partnership in the already established firms. Further, many of the employed Quantity surveyors
from assistant QS, Registered QS, Senior QS and associate QS consider themselves lowly paid
relative to the money they make for the firms hence the flight in search of greener pastures. This
fact is confirmed by the lesser importance of this factor amongst the associate partners and partners

as presented below.

e) Associate partners

Associate partners largely left to start their own practice. The exit to set own shop was largely
influenced by factors such as: conflict of interest, desire for new working environment and better

prospects and disagreements, all with equal weight.

Figure 4.3-6: Reason for Associate Partners exiting QS firms
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f) Partners

Partners seldom exited but when they did it was occasioned by disagreements and conflicts of

interest at 50 percent and 25 percent respectively. Some partners opted to retire.
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Figure 4.3-7: Reasons for Partners exiting QS firms
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The results in this section indicate that as people stabilize in their practices, their focus changes to
individual actualization. When this is not forthcoming despite the relatively longer years they give
to see this come to fruition. They either leave to start their own practice and gain more autonomy
or seek better prospects in other firms. Disagreements are also more common as people advances
towards senior management levels, whether these have to do with authority or finances was not
investigated by this study.

4.3.5 Administration of firms

Figure 4.3-8: Composition of firms’ management

m 1 Director =2 Directors = 3 Directors 4 Directors =5 Directors

Source: Field Survey, 2016
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The survey on the composition of the firms revealed that majority of firms (48 percent)
predominantly had two partners/directors at the top management level. 24 percent three directors,
12 percent had four directors a similar percentage had five directors only 4 percent had one director
despite not being registered as sole proprietorship.

The startup firms (6 number) had exclusively two partners and only one firm reported to be actively
grooming someone into more responsibility and advancement. Most of them cited their young age
and uncertainties for not having thought about systematic succession planning and management
while other said they would start grooming and developing HiPos in future.

The established firms (7 number) had between two to four partners and only three firms were
actively seeking or grooming a definite number of people to take up more responsibilities within
the firm. Two firms though reported to be seeking/ grooming someone, were not committal on the
exact number they were seeking or grooming. Two firms were categorical they were not seeking

or grooming anyone to assume more roles and responsibilities within the firm.

The seasoned firms (12 number) had between two-five partners/directors with three partners being
the mode. Three of these firms were clear they were not grooming or seeking anyone into
management of the firms some of them expressed despair with the fact that despite their excellent
record in talent retention (not having experienced any turnover in the last 10 years) no employee

had shown interest in buying into the practice.
Representative quote from the responses is offered below:

Firm 15: We have not had any senior employee who is prepared to invest in buying into

the partnership. The only option we have for succession is:

e Selling the practice in its entirety.

e Giving employees partnership without any compensation.

The majority (75 percent) of these firms confirmed to be grooming HiPos into more
responsibilities within the firms with most of them grooming 1 more person to incorporate into
management while others reported to be grooming at least two people. Two firms were modestly

coy about the number.
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Figure 4.3-9: Firms actively grooming/ seeking partners
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Source: Field Survey, 2016

4.3.5.1 Qualities considered in succession and advancement to senior positions

Most of the firms who are actively grooming and developing employees into managerial and
administrative roles listed the following qualities as the most critical to determining one’s chances
of advancement. The qualities have been presented in bar graph below indicating order of priority.
The lesser the score out of 13 the more important a factor was to the respondents.

Figure 4.3-10: Qualities of Considered in Succession Planning
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The results point to the fact that partnerships or directorship in Quantity Surveying firms are first
and foremost dependent on a personal relationship before they are business ventures. Partners or
prospective partners and directors must fully be trusted to be part owners first before their
entrepreneurial ability and strategic value is taken into consideration. Someone’s gender had no

importance in influencing his or her incorporation into management.

The study findings support the data presented in section 2.8.5 in that, trust, represent a moral
dimension of an individual and his philosophy towards work is far much valued than other
qualities. Entrepreneurship is a competency increasingly valued by firms since it adds to the firm’s
bottom line and can be a distinguishing factor for HiPos with ability to make positive contributions
to the development and profitability of the practice.

44 OCCURRENCE OF SUCCESSION IN QS FIRMS

4.4.1 Planned vs accidental succession
Analysis of the responses of firms on this issue was to establish if firms exhibited the attributes
associated with a systematic succession planning and management programs. Firms were asked if

in their organization: SP&M: -

i.  Enjoys top management participation, involvement and support? 67 percent of the
respondents were affirmative. However, despite the involvement of top management
SP&M was not a major focus of the management attention. Further, in most cases SP&M
was not a dedicated responsibility of at least a specific high level management employee.
In fact, even in the firms where SP&M occurred systematically the executives did not
individually have an obligation to identify and prepare successors.

ii. Is carried out systematically? The importance of this question was not to establish the
average but to identify the occurrence of systematic S&P&M programs. It is the study’s
finding that only eight firms out of the twenty-five had systematic succession planning and
management programs. One firm was in the process of restructuring to incorporate
succession planning and management into its strategic plan but had not reached the
implementation stage. Among the eight firms only one firm had its SP&M program
benchmarked with the best market practices. In three firms, succession planning and

management extended to all levels of the organization while the remaining five firms only
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focused on top levels. Half of these firms who actively pursued systematic SP&M
programs agreed that the succession decisions were influenced by comparison of an
individual present performance and future potential but were unanimous that their SP&M
programs were influenced by the high-level replacement needs.

iii.  Among the respondent firms only seven firms had established and conducted specific
developmental programs that were designed to accelerate the development of high potential
employees. This implies that even among the eight firms who have a systematic succession
planning and management program, two of them had not focused on developmental
programs.

iv.  Whether succession was systematically planned as is the case eight firms or occurred
accidentally it was still geared towards meeting each organizations’ unique needs. Firms
were split at 41 percent as to whether the need for succession planning had prompted a
policy of promotion from within even though majority felt that SP&M was driven in part
by recognizing that employees have a stake in the organization and share its successes.

4.4.2 Opinion on how firms were conducting SP&M

The general issues that were predominant from the respondents is that all the startup firms had not
considered a systematic SP&M program but said they would as they became of age. 36 percent of
the firms felt that they had fairly implemented succession in their unique styles because they had
managed to transition or incorporate up to third level of mangers. Among these firms; one firm
had clearly set entry and exit criteria for all founders and new directors and created new positions
to expand its directorship; another had opted to empower their current staff so that they owned the
firm by knowing all aspects of the firm’s operations; another eliminated organizational titles and
only had teams and team leaders; another admitted to be currently restructuring to allow for
succession planning but had not implemented any SP&M program. Some firms had opted to train
young quantity surveyors over time to gauge their compatibility to their values before advancing

into more responsibilities.

Few negatives were reported such as lack of sincerity with which the topic of succession was
handled; nepotism and running of firms like family business was also a major concern. It was

reported that SP&M programs were not fully incorporated in the strategic plans of most firms.
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4.4.3 Thoughts on approaching succession planning in a systematic manner

52 percent of the respondents were of the view that succession planning and management should
be considered in the strategic plans of organizations and must not be treated like an afterthought.
Firms were expected to equip their employees with management skills in their preparation for
more responsibility within the firm. There was also an overriding call for directors and managers
to train and develop successors for continuity of firms when the founders either exit, or are facing
corporate burnouts. This was the only way firms could outlive their founding directors.

Helping employees to own shares in the firms through setting up of funds to assist in the buying
shares was also touted as being a good idea given that some HiPos may not have the financial
capability of buying shares. On the other hand, a firm had impliedly given up on pursuing
succession and had resigned to selling off the firm.

Representative quote from the responses is offered below:

Firm 15: “We do not see a method of succession planning other than selling the practice
we have not found any employees who are willing to buy into the partnership and so the

opportunity of planning succession has not arisen ”.

A firm with a systematic SP&M program in place felt that systematic approach to succession

planning was a good but decried the impatience of the HiPos.
Representative quote from the responses is offered below: -

Firm23: “It is a good approach but then there is lack of patience in the young professionals
who wish to be bosses each day without them getting enough experience in the management

of the business”.

4.4.4 Decision making about successors
The response to the question on how decisions about successors for positions were made in
organizations reflected the spread of age of firms. On average, only 18 firms (72 percent)

responded to this question meaning that most startups had no input on this.

Respondents were given five options to choose what best described how successor decisions were

made in their firms. The following list ranks the pattern in firms:
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I.  Ifthe position cannot be eliminated, then internal and external sources are utilized
ii.  Whenever a position opens up, we rely on expediency to identify someone to fill it, hoping
for the best.
iii.  We usually have someone in the background that can fill a position. If not, we do look
outside for needed skills
iv.  We secretly prepare successors.
v.  We usually wait until positions are vacant and then scurry around to find successors.

The survey response is summarized in the figure 4.4-1 below: -

Figure 4.4-1: Responses on HiPos replacement
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The results suggest that majority of firms approach HiPos replacement with a quick fix attitude
and rely on expediency in identifying someone to fill a position. Traditionally, ignoring the
development of leaders and depending on head-hunters to find replacement for key people may
have worked, but these approaches are not working now. The reliance on convenience to fill a
position leaves firms exposed to the risk of underperforming replacements of senior staff among
other challenges as reported in section 4.5.3 of the study. Some effort must thus be made to ensure
that QS firms systematically identify and prepare high potential candidates for key positions that

are the lifeblood of the organizations.

109



45 BENEFITS OF SUCCESSION

4.5.1 The need for systematic succession planning and management
The official objectives and driving force behind firms having succession plans as identified by the

respondents were as below in order of importance: -

i.  Employee recruiting and retention, competitive advantage as a successful company.
ii.  To make sure we have talent we will need for the future.

iii.  Business expansion + aging current executive team.

iv.  Compelling need to develop internal candidates.
v.  Competitive labour market.

vi.  Management has an interest in having the program.

vii.  Lack of available talent in the market.

The figure 4.5-1 below represents the percentage score of each option (corresponding to the
objectives enumerated above) given as the driving force for adoption of SP&M:

Figure 4.5-1: Factors driving SP&M
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Continuity of the firms was a major issue and prominently came up. Representative quotes on
objectives of having and implementing succession planning programs as cited by some firms

included the following:
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Firm 18: “Succession is key to continuity and the firm rewards loyal employees who are

self-driven and hardworking”

Firm 10; “It is bad in many sole proprietorships when the principals die there are two
coffins’ one for the principle another for the firm’ as the firm dies even where other
technical staff are in employment as they have over years been treated as technicians

without full responsibility and sense of ownership”.

Other unique factor that came up was the need for founders to let others in to do the job.

Representative quote from the responses is offered below:

Firm 10: “Firm’s principles must take cognizance to the fact that human beings are finite
even where exit is not by death, ill health and even corporate burn out in the job can make
a firm lose focus. No matter how good one is there must be others who can do the job to

some extent firms must not have secretes.

The factors driving the need for SP&M demonstrate that top manager are increasingly aware that

in order to meet strategic and operational challenges and ensure continued survival of the

organizations in a competitive environment, firms must have the right people in the right places at

the right time doing the right things. Managers have also realized the importance of intellectual

capital in an organization and its strategic value to future prosperity of firms.

4.5.2 Objectives/benefits of succession planning

According to the firms who had embraced systematic succession planning and management. There

were myriad of benefits being enjoyed which have been grouped into similar themes and listed as

per their weights:

Continuity and sustained business. Planned succession gives adequate time to train and
develop someone into more responsibilities and reduces succession related conflicts
thereby ensuring strategic success over generations of managers.

Consistency in product/outcome. Which enhanced the firms’ image among its clients and
industry stakeholders. Time is a wasting resource and clients are increasingly asking for
speedy yet quality service. In an organizational and operations environment, decision

making must be fast because customers must deal with workers who know how to serve
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them quickly and effectively and this is only achievable through effective succession
planning and management which will ensure that the right workforce are available at the
right time.

iii.  Improved employee loyalty/retention and commitment. This implied reduced turnover,
which enhanced the preservation of firms’ collective organizational memory and gave the
firms a lot of goodwill from the market and turned them into magnets of HiPos.

iv.  Expansion of firm’s directorship and diversified blend of management. This ensured that
the firms’ market base/foot print was big as all directors had a larger reach compared to
firms with lean number of directors. The diversity in management promoted multi-

culturism and eradicated the establishment of bureaucratic kinship systems.

Figure 4.5-2: Benefits of SP&M
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4.5.3 HiPos replacement crises
The frustration that firms go through in replacing HiPos adds to the need of systematic SP&M
programs. Firms were bedeviled with varied challenges when faced with replacement of HiPos as

presented and discussed below: -
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Figure 4.5-3: Challenges faced in HiPo replacement

45% 409
40%
g 35%
3 30% 21%
& 25%
<
2 20%
8 15 13% 13%
o b
& 10% %
5%
0%
Lack readily Difficultyin  Client costof  Demoralised
available fitting in  management  trainng staff
talent
Challange

Source: Field Survey, 2016

It was not easy to get highly qualified quantity surveyors ready to be absorbed. This is due
to high competition for talent in the market and high salary demands. This reinforces the
findings presented in figure 4.5-1 that the top factor influencing adoption of SP&M is the
challenge of talent recruitment and retention.

Challenges of finding a perfect fit to replace the exiting HiPos. The notice duration given
by the outbound staff is often too short to recruit and prepare the new talent. At times, there
are instances of underperformance by the replacements. In a more stable era, it was
acceptable to permit a long lead-time between the justification and filling of a position, the
selection of a qualified person to do the work and the realization of full productivity from
a worker as they underwent training and moved up the experience learning curve. However,
the stable times are gone and the rapid pace of organizational change dictates that people
must be found and oriented so that they can become proactive as quickly as possible.
Client reluctance and difficulty in convincing them that the one taking over is as good as
the one who left. When a HiPo leaves, the firm is exposed to credibility issues,
inconsistency in output and at times unhealthy speculations. Some HiPos may actually
leave with the firm’s clients.

Firms make substantial investments in the training of employees. Employee performance
may improve with experience as they advance a long a learning curve in which they master

organization specific and job specific knowledge. When individuals leave, the firms lose
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the benefits from those experiences and the employees leave with firm’s trade secrets
which undermines the performance of those firms.

Flight by high potential employees demoralize and disheartens the remaining employees.
Further, remaining employees are likely to shoulder more workload due to work re-

distribution often with non-commensurate compensation.

46 CHALLENGES IN IMPLEMENTING SP&M PROGRAMS
The challenges below, ranked in order of gravity were listed by respondents as bottlenecks to the

implementation of succession planning and management programs: -

Lack of coordinated follow-through on developmental programs: In QS firms, SP&M
efforts have been understaffed and managers have abdicated their roles and responsibilities
in following through the individual development plans and SP&M process. SP&M requires
time and effort and must be a dedicated responsibility of at least one senior manager or HR
professional that is responsible for the management of the process.

Difficulty in identifying true successor and high potential employees: QS Firms are not
adequately conducting performance appraisal to compare present job performance and
future potential of their employees. Consequently, they cannot properly distinguish
between stars and workhorses and establish individual developmental plans to narrow the
gap between what individual can already do and what they should do to meet future work
or competency requirement in one or more positions.

Lack of focus on what’s important to get the program started. Most succession efforts in
QS firms are unsystematic efforts largely driven by the idiosyncrasies of individual
managers. When preparing to introduce systematic SP&M program, managers should
focus and begin with assessing the organizations current SP&M practices and problems,
demonstrating the business need for SP&M, determining the organization’s unique SP&M
requirements, linking the SP&M program to the organizations strategic plan and HR plans,
benchmarking SP&M process in other organizations and obtaining and building
management commitment.

Ensuring that action plans are followed through: decisions are of no value if they are not
acted upon. Most firms do not pay attention in following up to ensure that actions necessary

for systematic succession planning and management are acted on.
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Vi.

Vii.

viil.

Different assessment standard. Firms have different preferences for methods of assessing
present work requirements and individual job performance and linking this to future work
requirement and individual potential. The key competencies also differ from one firm to
another and as such there is no one-fit-all assessment method used by firms.
Communication of potential or lack thereof: there is no honest communication on
employees’ performance and potential, most judgment on performance and potential are
usually biased on recent success or failures. There is lack of open, participative and
consistent communication that offers context to employees in terms of their roles in the
SP&M program, the performance metrics and the results and their impacts moving
forward.

Getting the process completed well and evaluations. Evaluation of an SP&M program
entails placing value by asking how well it is working and whether it is meeting the
organizational needs. Most of the respondents had no clear way of assessing the worth of
the SP&M process.

Getting leadership to expect and produce more successors than they have in the past. Most
SP&M efforts had not been fully embraced by all managers and their exact roles in the
process were unclear. For SP&M to be effective, managers must demonstrate strong
personal support, effort, commitment and leadership for it. Senior organizational leaders
in QS firms must establish accountability for talent attraction, development and retention
as measure of their own performance indicators.

Lack of full participation by all senior leaders the organization: analogous to the challenge
of getting leaders to produce more successors is lack of full participation by them. Securing
management commitment to systematic SP&M is an uphill task. Many managers are still
skeptical on whether succession is worth the time and effort and more need to be done in
terms of presenting tangible proof of benefits.

Difficulty in measuring effectiveness of the program. There was no standard way of
measuring the effectiveness of the program; firms gave varied responses some pointing to
anecdotal evaluation based on what the firm prioritized. For instance, the assessment from
firm 23 was based on the blend of management:

‘... We are implementing it fairly. The current directors are of varied age group and we

are grooming others to be directors’.
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While others indicated a more programmatic evaluation approach, such as firm 12:

“...It is well. We have set certain age limits for existing directors to shed off shares and
set entry requirements.’

xi.  Time. Most leaders focus only on getting todays work out of the door and seeking more
job opportunities. Little or no time is spared for succession programs. Consequently,
succession issues are being handled fitfully with the result that every vacancy can become
a Crisis.

xii. ~ Discussion with candidates and paper work showing the outcome. Often a succession plan
without a career plan is a wish list because designated HiPos may not aspire the career
goals to which others think they should aspire. From analysis of the responses, managers
are indiscriminately including employees in the succession plans some of whom may be
disinterested or unmotivated. This crisis was brought to the fore by firm 13:

‘...The right candidate not sharing the same vision’.

The challenge of communication and discussion on succession is complicated in part by
the hesitation of managers to share information about their programs internally and
externally as it may reveal too much and compromise them since succession plans are
closely linked to the strategic plan and canny competitors can be tipped off on the

organizations intents.

Figure 4.6-1: Challenges in SP&M
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The score in each option in the figure 4.6-1 above corresponds with the challenges presented in
earlier page numbered i-xii.

Other unique challenges faced by firms in the implementation of succession planning programs
are as discussed below: -

I.  Most staff undertook their private works as individual consultants, which undermined the
firms they worked in.
ii.  Nepotism where directors are grooming their kin and not developing HiPos in their firms.
iii.  Distrust and apprehension between management and employees.
iv.  Impatience among young professionals.

v.  HiPos lack of capacity to buy shares to attain ownership of firms.

4.7 RESEARCH HYPOTHESIS
The research hypotheses to be tested are:

i.  Null hypothesis (Ho): The lack of succession plans in QS firms increases their exposure to
economic and operational risks.
ii.  Alternative hypothesis (Ha): Quantity Surveying firms in Kenya have succession plans, a

practice that has ensured sustainable growth and continuity of the firms.

The study established that eight firms had a systematic succession plan in place while one more
had restructured to incorporate succession planning and management program but had not started
the implementation. There are no data on the trends of adoption of SP&M programs in Kenyan
Quantity Surveying firms, consequently, the study hypotheses that any proportion less than or
more than 0.5 would suffice to indicate a general pattern of lack of or adoption of SP&M program

in QS firms consecutively.

Is the proportion of Quantity Surveying firms with SP&M different from 0.5? In a sample of 25
firms, 8 firms had SP&M programs

Ho:p=pHo0=0.5

Ha:p#pHo
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Hence the probability that a firm has systematic SP&M programs (success) is 50% and the
probability that a firm does not have systematic SP&M program (failure) is also 50%

The proportion of firms with SP&M (success) is: p = 0.5

The proportion of firms with no SP&M (failure) is: p = 0.5

and n=25
) p.q 0.5x 0.5

Standard error of proportion of success = \/T = \/T =0.1
Observed sample proportion of success or
p" =8/25=0.32,

. p’—p 0.32-0.5
and the test statistic z= ————= =0.32-0.5/0.1 = =-

(r.q)/n J/(0.5x0.5)/25

Application of a two-tailed test at 5% level of confidence. The rejection region R is given by:
R: |z| > 1.96

The observed value of z is -1.8 which falls in the acceptance region since R: |z| > 1.96. As such the
null hypothesis is accepted. Therefore, the research fails to reject the null hypothesis and
concludes that we do not have sufficient evidence to state that in the population, the proportion of

Quantity Surveying firms with SP&M programs is significant.

In examining hypothesis 1, the second part implies that the lack of SP&M increases firms’
exposure to economic and operational risks. The books of the firms were not studied to ascertain
the financial health of the firms. The firms with SP&M however reported to have enjoyed market

diversity, continued business, more business from expanded management shareholding.

On operational stability, the respondent firms with SP&M reported have managed to transition
smoothly over time. Among the management team were the first-generation founders and up to
second and third generation managers. These firms reported very low employee turnover/increased
retention thereby enjoying stability in key positions and consequently mitigated operational risks

in events of exit by a member for whatever reason. There was improved chance of promoted
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personal fitting in as they have been trained and communicated with over time. Further, these firms
enjoyed good image and reputation from the industry and stakeholders, this good image is a
necessary ingredient for economic growth and establishment of market dominance.

In conclusion, the study finds that although some firms have Systematic Succession Planning and
Management programs, the number is statistically insignificant at 32 percent. In majority of QS
firms, succession still occurs serendipitously. Startups firms consciously put off succession
planning and the situation is dire in sole proprietorship where death of founders also means death
of their practices. The firms that had systematic succession planning and management programs
had enjoyed sustained operational and economic growth and stability relative to those that did not
have systematic SP&M programs. The null hypothesis that the lack of succession planning in
Quantity Surveying firms increases their exposure to economic and operational risks is supported

and thus adopted by the study.

4.8 EMERGING THEMES IN SUCCESSION PLANNING
Through analysis of respondent’s opinions, five themes consistently emerged across the board as

discussed bhelow:

4.8.1 Nepotism

Some respondents decried the lack of sincerity on the topic of succession and reported that partners
and directors were preparing their children to take over after them while tactfully baiting current
individuals with false promises of advancement. The figure 4.8.1 below is a representation of a

query chart of the words immediately before and after ‘Children’ from the responses.

Figure 4.8-1: Issues around grooming of managements’ children
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holding brief for the director's g = while hoodwinking the current crop

Source: Field Survey, 2016
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The study proposes that it is not detrimental for managers to prepare their children to take over
their practices since the children are also professional in their own right. However, informal
judgment left unchecked portend catastrophic outcome for firms as directors are also likely to
cultivate and perpetuate a culture of homosocial reproduction and bias in their firms. The
advancement process should thus be formal such that every other deserving employee who meets
the desirable qualities stands a fair chance of advancement in the succession equation for firms to

avoid being run as family entities.

4.8.2 Impatience of young professionals
The difference between the baby boomers that are the majority of current managers of established
and seasoned firms and the generation Y who are the current candidates of succession plans in

organizations came out prominently.
Representative quote from the responses are offered below:

Firm 23: It is a good approach but then there is lack of patience in the young professionals

who wish to be bosses each day without them getting enough experience in the management

of the business.
Firm 18: Succession is key to continuity and the firm rewards loyal employees... ...

Firm 12: “Most staff undertook their private works as individual consultants which

undermined the firms they worked in”.

There is a global change in organizational environment and business practices. The generation Y
employees want immediate reward for good performance since they don’t trust their employer’s
ability to reward them in the future for hard work performed in the present. They are not showing
willingness to tolerate delayed gratification. This generation also differs from the previous ones
on the communication style, work life balance and expectations and cultural frames. Because this
generation represents the workforce of the future, firms must change stodgy human relation

policies in regards to the demand of the generation Y.

4.8.3 Apprehension between generations
25 percent of the established practitioners (firms over 21 years) viewed the younger professionals

as disloyal in undertaking their private jobs that undermined the firms they worked for. The latter
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group on the other hand felt that their seniors were uneasy to let fresh blood into their practices for
fear of losing control. Partners collectively felt invincible but had personal fears of their
diminishing stakes in the firm either after retirement, incapacitation or death, this could have
reasonably informed the decision by some partners to groom their own children into management
of the firms.

For the purpose of clarity, the following conventions are employed for direct quotation of

respondents’ comments.

Firm 12: “Most staff undertook their private works as individual consultants which

undermined the firms they worked in”.

Firm 12: “Founding directors should not have fear of grooming younger directors with

potential”.

Firm 16: “Systematic approach to succession would be costly and would require complete
change in mindset from running the firm as a family venture to a more open organization

where merit would be the key determinant to one’s career progression”.
Firm 8: “Succession planning should be based on merit”.

Firm 17: “SP&M is currently undertaken inadequately, in that the firm (and most of them)
is like a family business where the children of the top directors are being trained to take

up from their parents in management”’.

Firm 3: “Poorly because we are looking inward towards family members to succeed in

running the firm in future .

The excerpts above underscore a fundamental distrust and anxiety between the current crop of
managers and the future managers who they ought to be developing. This apprehension must be
addressed immediately to avoid the suspicion and conflicts that would seriously undermine the
management of Quantity Surveying firms. The conflicts are however a global trend and can be
managed. The study suggests a change in the culture and management of firms, from that of

supervising to welcoming and creating a context in which generation Y can be successful with
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their unique attributes of seeking more work —life balance, thirst for skill enhancement, need for

immediate feedback, cash and non-cash remuneration, and motivational management style.

4.8.4 Lack of communication

Mismatch between potential candidate’s visions and management’s vision was cited as just one of
the ways ineffective communication could hamper succession planning. This issue relates to the
degree of dissemination and amount of individual discretion approaches to SP&M as discussed in
section 2.6.5 and 2.6.6 of the literature review. When firms opt for closed SP&M as was reported
by some respondents, managers’ asses the individual potential of their employees without the input
of those affected by the assessment process. However, this level of secrecy has repercussions, as
it is no longer safe to assume that everyone wants to advance to higher levels or responsibility.
The following representative quotes put the issue into perspective:

Firm 2: “All staff should be informed when the process is being done unlike what happens

in our firm where you just get it as a surprise”.

Firm 9: “Discussions about succession are not held in an open manner, only high echelon
employees are involved in a non-systematic way. A more open system would be much

better”.

The study recommends consistent and constructive feedback and communication between
managers and HiPos on areas of career paths, achieving success, mentorship and coaching. This

will improve relationships between managers and employees and improve loyalty.

4.8.5 Succession as a dreaded word
Succession as a word elicits uncomfortable feeling among practitioners and some avoided
thinking, discussing or implementing succession planning in their practices. The magnitude of this

problem was elaborated by some respondents who reported that: -

Firm 10: “It is bad in many sole proprietorships when the principals die there are
two coffins’ one for the principle another for the firm’ as the firm dies even where other
technical staff are in employment as they have over year been treated as technicians

without full responsibility and sense of ownership ™.
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Firm 24: “This is a very good idea but rarely given a thought. Most consultancy firms
especially in the built environment do not have proper succession planning leading to
collapse of firms once principal retires or passes on. This should be given a thought and

partners/directors should actively do succession planning”.

Succession problems may continue to plague QS firms if managers keep shying away from the
topic. Firms need to stop burying their heads in the sand hoping that succession related issues
would go away. Owners of firms should embrace succession planning and seek professional
assistance in understanding and putting in place an effective succession plan ideal to their business.

4.9 AGE OF FIRM, NO OF DIRECTORS AND SP&M
The interaction between age of firms and number of directors and their influence on systematic

succession plan is presented in figure 4.9-1 below.

With r values of 0.32 the study concludes that there is a weak correlation between the number of

directors in a firm and adoption of SP&M program.

Figure 4.9-1: Number of directors and relation to SP&M
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Source: Field Survey, 2016
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Figure 4.9-2: Age of firm and relation to SP&M
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The study further concludes that with r values of 0.29, there is a weak correlation between the age
of firm and adoption of SP&M program.

4.10 MODE OF INCORPORATION OF FIRMS AND SP&M
The table 4.10-1 identifies the mode of incorporation of the firms that had Systematic SP&M
program:

Table 4.10-1: Mode of incorporation of firms with SP&M

Case Years of operation | Number of Mode of Incorporation
Directors

FIRM 1 26-30 4 Private Limited Company
FIRM 2 26-30 4 Private Limited Company
FIRM 5 0-5 2 Private Limited Company
FIRM 6 0-5 3 Private Limited Company
FIRM 9 Over 31 5 Partnership

FIRM 10 11-15 4 Private Limited Company
FIRM 12 16-20 3 Private Limited Company
FIRM 18 Over 31 2 Partnership

Source: Field Survey, 2016
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75 percent of the firms with systematic SP&M programs were private limited companies
representing about 33 percent of the total private limited companies sampled. This suggests that a
private limited company is thus more likely to have a succession planning and management
blueprint than a partnership firm. This maybe because at inception, private limited companies have
a perpetual succession plan with clear structures and procedures. Partnerships on the other hand
do not have perpetual succession and can be dissolved when some events occur like say death of
a partner. Professional Partnerships also tend to be based a lot on personal relations and trust thus
the low percentage of partnership firms with SP&M programs.

4.11 SIMILARITIES OR DIVERGENCE OF FINDINGS VS LITERATURE REVIEW
i.  Characteristics of systematic SP&M

Table 4.11-1: Characteristics of effective SP&M program

Characteristic of Effective Succession Planning and management program Does your organization’s
SP&M program have this
characteristic?

Yes No

Is carried out systematically? 100% 0%

Enjoys top management participation, involvement and support? 88% 22%

Is influenced by high level replacement needs 75% 25%

Is driven, in part by recognizing that employees have a stake in the organization 63% 37%

and share its successes?

Is geared to meeting the unique needs of the organization? 63% 37%

Has prompted an explicit policy of promotion from within? 50% 50%

Is heavily influenced by a comparison of present performance and future potential 50% 50%

Extends to all levels other than being restricted to top levels only? 38% 62%

Is a major focus of management attention? 38% 62%

Has prompted the organization to establish and conduct specific developmental 38% 62%

programs that are designed to accelerate the development of high potential

employees?

Is the dedicated responsibility of at least one high-level management employee? 25% 75%

Has been benchmarked with the best in class organization? 13% 87%

Has sensitized each executive to an obligation to identify and prepare successors? 0% 100%

Source: Field Survey, 2016
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The table 4.11-1 on the previous page presents a summary of findings of the characteristics of the
succession plans in the eight firms who had systematic SP&M programs, as compared to what was
presented in section 2.11 as being the characteristics of effective SP&M program.

The score in most characteristics of effective SP&M program were strong enough to support the
concept of systematic succession planning and management. However, some of the firms had not
fully espoused what is considered best practice in systematic SP&M programs. For these firms to
be fully compliant, they must adopt some fundamental elements of effective SP&M program such
as benchmarking, conducting developmental programs, getting top executives to identify and
prepare successors at all levels of the organization and bringing SP&M to the forefront of
management rather than pushing it to the back burners.

ii.  Need for systematic SP&M

Table 4.11-2: Needs driving adoption of SP&M in Kenya vs. Literature review

What is the most important factor for your organization’s adoption of SP&M? | Yes | No | Importance
of factor

Employee recruiting and retention, competitive advantage as a successful company. | 88% | 22% 21%

Make sure we have talent we will need for the future. 81% | 19% 19%

Business expansion + aging current executive team 75% | 25% 18%

Compelling need to develop internal candidates. 69% | 31% 16%

Succession planning is now more important than in the past because our organization | 60% | 40% 0%

is taking steps to expand and our leadership will be scrutinized more closely than

ever.

Management has an interest in having the program. 50% | 50% 12%

Competitive labour market. 50% | 50% 12%

Lack of talent in the industry, lack of available talent in the market 13% | 87% 3%

Source: Field Survey, 2016

The general score indicates a higher association between the findings on the driving factors of
adoption of SP&M and the literature in sections 2.3, 2.4 and 2.5. This signifies that the basic
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compelling needs of SP&M are global to all businesses. Nonetheless, the QS firms in Kenya have
almost accepted to bear the threat of lack of talent and competition in the market.

iii.  Challenges

From table 4.11-3 it is evident that SP&M effort amongst Kenyan QS firms is bedeviled by the
same global challenges as indicated in the Literature review. The scores on importance of
individual factors show a closer association between the several bottlenecks in systematic

succession planning and management programs.

Table 4.11-3: Challenges of SP&M in Kenya vs. Literature review

Challenges to SP&M Yes | No | Importance
Lack of coordinated follow-through on developmental programs. 76% | 24% 14%
Identifying true successor and high potential employees. 71% | 29% 13%
Focusing on what’s important to get the program started. 53% | 47% 10%
Different assessment standard. 53% | 47% 10%
Ensuring that action plans are followed through. 53% | 47% 10%
Communication of potential or lack thereof. 47% | 53% 9%
Getting the process completed well and evaluations. 47% | 53% 9%
Full participation by all senior leaders. 35% | 65% 6%
Getting leadership to expect and produce more successors than they have | 35% | 65% 6%
in the past.

Measuring effectiveness of the program. 33% | 67% 6%
Time. 29% | 71% 5%
Discussion with candidates and paper work showing the outcome. 19% | 81% 3%

Source: Field Survey, 2016

There are however some challenges that are unique to the Kenyan QS firms and these include: -

i.  Most staff undertook their private works as individual consultants, which undermined the
firms they worked in.
ii.  Nepotism where directors are grooming their kin and not developing HiPos in their firms.
iii.  Distrust and apprehension between management and employees.

iv.  Impatience among young professionals.
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v.  HiPos lack of capacity to buy shares to attain ownership of firms.

The uniqueness of the challenge of staff carrying out their private works can be linked to the
growth in the construction sector in Kenya. With the improvement of the Kenyan economy since
2002, there has been a lot of construction for both private residences, housing, and commercial
buildings. The clients who don’t prefer dealing with consulting QS firms either due to bureaucracy
or scale of fees, therefore opt for individual consultants QS to handle their projects and this creates
a sellers” market for skills where employees are competing against their employers. The increased
competition for QS skills due to the construction boom also presents employees with better
prospect opportunities and they are not motivated enough to patiently wait in the hope that their
employers will appreciate their input. The lack of capacity by HiPos to buy shares has a direct
relation with the reasons for exit among the employed QS as reported in section 4.3.4. On one
hand, employees are feel they are not fairly remunerated to be able to set aside the normally large
capital needed to buy into a firm and their employers on the other hand are reluctant to offer them
better terms because they contributed to the training and development.

The challenge of nepotism can be traced to the Kenyan heritage of wanting to pass down your
worth to your kin when you exit the stage. After all, these people have painstakingly toiled over
the years and endured hardships to build up the firms and it is only proper at least in their eyes to
pass over, as inheritance their life work and worth. The distrust and apprehension between different
generations is a global phenomenon but one which is also influenced by local culture, the
generation Y are more assertive, aggressive and mostly unapologetic, they know what they want
and they want it now, this is unsettling to older generations who hitherto believed to be heroes of

their practices and who enjoyed unwavering loyalty from their employees.

In comparison to other jurisdictions such as Australia, the study concludes that they are close
relationships between the problems faced by construction consultancy firms (architectural and
quantity surveying firms) and their approach to succession planning and management in terms of
philosophy and attitude notwithstanding the geographical area of operation or market of practice.
This can be hinged on the fact that the practice/profession is largely standard worldwide and
practitioners are taught from largely same curriculum and taught same professional ethics and

philosophies.
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4.12 SUMMARY

The findings indicate that succession in majority of Kenyan Quantity Surveying firms widely occur
accidentally rather than being a conscious and deliberate effort of the management. Whilst 68
percent of the firms reported to be grooming or seeking more leaders, only 32 percent of the firms
had embraced systematic succession planning and management. The few firms that had embraced
systematic SP&M reported to enjoy smooth continuity and sustained business, consistency in
output and operations, improved employee retention and increased market footprint. The adoption
of SP&M was principally influenced by the desire to attract and retain talent needed for the future
strategic plans and survival. Trust and entrepreneurial abilities were key competencies in the

succession equation.

The dominant challenges that bedeviled the adoption and implementation of systematic SP&M
were lack of coordinated follow-through on developmental programs (14 percent). Difficulty in
identifying true successor and high potential employees (13 percent). Lack of focus on what is
important to get the program started; failure to ensure that action plans are followed through,

together with different assessment methods of SP&M, all at 10 percent each.

Other challenges cited were; secrecy and lack of HiPos involvement on succession planning,
distrust and apprehension between management and younger practitioners, impatience and
dishonesty of the younger professionals, and fear of losing control by the senior counterparts. Lack
of capacity by young HiPos to buy into the firms also undermined succession planning efforts.
Most of these challenges were common to other global jurisdictions. Finally, concerns were raised
on nepotism where senior leaders ran firms like family owned business and groomed their kin to

take over the management of their firms.
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CHAPTER 5 - CONCLUSIONS AND RECCOMENDATIONS

This chapter contains an overview of the research study, insights gained from the research and
recommendations for future research. The chapter has three main sections. The discussion begins
by revisiting the objectives of this study, then a summary of the main findings followed by
exploration of emerging themes. Additionally, the implication of the study findings on the
hypothesis is explained and conclusions derived. In the second section, proposed recommendations
that may enhance adoption of systematic succession planning in Quantity Surveying firms are
presented. Lastly, the proposed areas of further studies emanating from this research are outlined.

5.1 REVISITING THE RESEARCH OBJECTIVES

The aim of this study was to: establish how succession occurred in Kenyan Quantity Surveying
firms, investigate the benefits of succession planning and establish the challenges facing adoption
and implementation of systematic secession planning and management. The findings of this study
echo and validate the research problem and answer the research questions. The research objectives

have also been met as explained hereinafter.

5.1.1 Summary of main findings

In this section, the study findings on the occurrence, benefits and challenges of systematic
succession planning and management are presented. The presentation of the benefits of systematic
SP&M programs can be the catalyst for firms to give more thoughts to succession planning. At the
same time, the analysis of the challenges provides quantity surveying firms with a knowledge base
of the likely pitfalls affording them a better position to devise ways of avoiding or tackling those

bottlenecks.
i. General information

The general information was sought to contextualize the study findings. Majority (72 percent) of
firms surveyed had been in practice for more than 11 years. Most of the early firms founded by
British citizens had largely transitioned to the third generation of managers. Almost all indigenous
firms were still run by the founders. The most common level of entry for future firm leaders in
established firms was as a graduate quantity surveyor and they worked their way up to top

management.
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Staff turnover among graduate quantity surveyor’s cadres and quantity surveyors was high with
the modal years of service being two and three years respectively. The erosion of the value of
employee/employer loyalty by this groups was associated with their generations’ different work

preferences and their need for instant gratification and appreciation of success.

48 percent of firms were run by two directors while others had either one, or three — five directors.
68 percent of the firms reported to be actively grooming or seeking more people into partnership
or more responsibilities within the firms. Trust (to be part owners) coupled with one’s
entrepreneurial ability and strategic value were major consideration for career advancement or

adoption into management.

ii.  Occurrence of systematic succession planning and management

There isn’t much succession planning occurring in the world of Kenyan Quantity Surveying firms
as only 32 percent of the firms had embraced systematic Succession Planning and Management.
Among these eight firms, not all of them had met the ideal characteristics of an effective systematic
SP&M program. Sole proprietorships were not responsive to the topic of SP&M yet they were
prominently cited by respondents to be notoriously affected by the detriments of lack of succession
plans. Private limited companies were more likely to have systematic succession planning and
management blueprints than partnerships. There was a weak correlation between the ages of firms,

number of directors and adoption of SP&M.

iii.  Benefits of succession planning

The firms that had systematic succession planning and management programs were largely driven
by the realization of difficulties in Talent/HiPos attraction and retention in an increasingly
competitive labour market (21 percent). This was necessary for strengthening the talent pool

needed for future expansion and continued survival.

These firms enjoyed several benefits, top among them was continuity and sustained business,
consistency in product, improved employee retention and expansion of firms’ directorship that
ensured that the firms’ market base/foot print was diverse as all directors had a larger reach. In
general, all the benefits pointed to enjoyment of stability and growth in the economic/business and

operational aspects of the firms.

131



iv.  Challenges in adoption and implementation of systematic succession planning and
management

Systematic Succession Planning and Management is evidently a topic seldom on the agenda table
of Quantity Surveying firms and this calls for change of mindset to enable full participation and
commitment by all senior leaders. Lack of coordinated follow-through on developmental programs
was the major challenge at 14 percent. Firms also faced difficulties in identifying true successor
and high potential employees (13 percent). Apprehension and mistrust between generations,
domineering involvement of founders (founder’s syndrome), nepotism and running of firms like
family owned business, insincerity and impatience of younger professionals were all nonstarters
to SP&M efforts. Lack of capacity by HiPos to buy into firms also complicated succession

planning.

v.  Emerging themes

This study followed the philosophies and theoretical perspectives of grounded theory to better
understand Succession Planning and Management in Kenyan Quantity Surveying firms and to find
out the meaning that the Quantity Surveying firms brought to the topic of systematic SP&M. Five
themes emerged from the research; nepotism where senior leaders run firms like family owned
business and groomed their kin to take over the management of their firms. Apprehension between
the older and younger practitioners was prevalent with the former seeing the latter as impatient
and dishonest, and the latter viewing the former as unwilling to share responsibility for fear of
losing control. Secrecy in communication on succession planning and the shying away from
succession topic due to uncomfortable feeling the word elicits especially among sole

proprietorship.

5.1.2 Implication of findings on hypothesis
The hypothesis for this study states that: -

i.  Null hypothesis (Ho): The lack of succession plans in QS firms increases their exposure
to economic and operational risks.
ii.  Alternative hypothesis (Ha): Quantity Surveying firms in Kenya have succession

plans, a practice that has ensured sustainable growth and continuity of the firms.
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The data collected in this study supports the adoption of the first hypothesis. First, with only 32
percent of the firms having active systematic SP&M programs, the number is considered
statistically insignificant to point at general trend of adoption of SP&M that would lead to
acceptance of hypothesis 2. Secondly, the firms that had systematic SP&M programs reported to
have organizational/operational stability, had managed to create business of value to all their
stakeholders and enjoyed market dominance and vibrancy - all deducible from their responses as
benefits enjoyed.

The study therefore concludes that Kenyan Quantity Surveying firms have not adopted Systematic
Succession Planning and Management a fact that has increased their exposure to economic and
operational risks.

5.1.3 Conclusion
The conclusion below is presented in relation to the study objectives and hypothesis described

previously:
i.  How is succession practised in Quantity Surveying firms?

The occurrence of succession in many Quantity Surveying firms is largely accidental and
unplanned. Many firms (68 percent) do not have Systematic Succession Planning and Management

programs and sole proprietorship firms are consciously avoiding the topic altogether.
ii.  Benefits of succession planning

Succession has lots of benefits to Quantity Surveying firms, all which lead to
organizational/operational and economic stability and helping in the creation of business of value

to all stakeholders. The major benefits are: -

e Continuity and sustained business,
e Consistency in product/outcome,
e Improved employee loyalty/retention and commitment,

e Expansion of firm’s directorship and diversified blend of management.

iii.  Challenges of implementing and adopting systematic succession planning and

management
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e Lack of coordinated follow-through on developmental programs,

o Difficulties in identifying true successor and high potential employees,
e Secrecy in communication,

e Founder’s syndrome,

e Nepotism,

e Apprehension and mistrust between different generations, and

e Lack of capacity by HiPos to buy into firms.

5.2 RECOMMENDATIONS

From the conclusion, the following recommendation are offered

There is need for the governing body of Quantity Surveying practices in Kenya - BORAQS
to sensitize practitioners to restructure their firms to adopt less stodgy human relation
policies that will ensure incorporation and active operationalization of systematic
Succession Planning and Management programs. This will facilitate continuity of firms
beyond the lives of their founders. The training institutions such as universities also need
to impart adequate knowledge to QS students on the need for sturdy human relation and
SP&M practices for their future consultancy firms.

The firms that already have systematic SP&M programs should be encouraged to
demonstrate to their contemporaries the business value of the benefits of systematic SP&M
programs as a way of encouraging adoption of systematic SP&M programs. This can be
done in forums such as BORAQS CPD seminars and through publications such as the
IQSK journal.

There is need for change of mindset to enable full participation and full commitment of
time and resources by senior managers of quantity surveying firms to facilitate adoption of
and proper management of succession programs. Younger professionals should also strive
to understand their older counterparts and demonstrate trustworthiness.

Lastly, firms should set up funds or have buy/sell agreements with financing mechanisms

to assist internal HiPos to acquire shares.
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5.3 AREAS OF FURTHER STUDY
In order to fully understand the approaches to succession among Quantity Surveying firms, the
following are suggested as areas of further study:

I.  Assessment of the different succession planning models and approaches employed by
Quantity Surveying firms and their effectiveness.

ii. The effect of gender on succession process in a male dominated field of Quantity
Surveying.
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