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要点整理/Key Words


Succession Management——接班人管理


接班人管理，按字面上来看，无疑是在一般工作职缺、或高阶职位上寻找一位适合顶替的人选。今日的企业组织对于接班人的评断标准，也从以往的个人能力，转移到接班候选人对整个组织的领导能力。最有效的接班人规划制度，是在审视接班候选人如何将组织团队表现效益发挥到最大。

无论企业组织的大小，接班人管理的制度会一直随着企业需要而作改变。设计一套严苛的接班人管理流程时，必须将焦点放在企业所期望的评量结果上，如提升企业组织整体表现，减少人事流动，或是人尽其才等目的。


Bench Strength——板凳深度


板凳深度一词，在运动场上是指场上主力球员以外的团队战力。一个球队组织的板凳深度愈深，球队的战力就愈强，因为假设主力球员状况不佳，板凳递补能立即发挥本身战力，顶替主力球员上场，绩效不但不会打折，甚至还有可能出奇制胜。

在企业组织里，高阶经理人或重要员工突如其来、毫无预警的离职或跳槽已经是见怪不怪。“关键员工离职时，下一步我们该怎么办？”也成了人资部门、甚至是整个企业组织最头疼的问题。因此，借由接班人管理制度，组织可以培育一批优秀的人才，加深组织的板凳深度，以应付经理人才或重要员工离职跳槽的突发状况。



5分钟摘要



未来10年企业最严苛的战争——人才竞争！　
英文



由于现今的企业主管在工作上，从一个组织换到另一个组织是稀松平常之事，因此“接班人管理”也从不重要的幕后，跃居重要地位。以往这个议题只有人力资源部门关心，现在却成为大小企业竞争优势的潜在力量。简单说，谁能赢得管理人才，谁就有最大的机会在未来成功。

稳固健全的接班人制度包含下列七大要素：
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“对人才的竞争一直在改变，顶尖企业正使用接班人管理来取得竞争优势。”

——富尔默与康格





MAIN IDEA





中文



Due to the fact it is now commonplace for executives to change from one organization to another during their careers, succession management has moved from the background into headline status. What was once an issue of interest only to the human resources department is now a potential source of competitive advantage for organizations large and small. Quite simply whoever can win the war for executive talent stands the best chance of prospering in the future.

The seven key elements of a robust succession management system are：
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“The competition for talent is changing and leading firms are using succession management for competitive advantage.”

—Robert Fulmer and Jay Conger





接班人管理为什么重新引起大家的注意？　
英文



主要观念

有几项理由解释，为何接班人管理已再度跃升为企业重要议题：


	领导能力是稀少且珍贵的资源。

	领导者不再终身服务同一家公司。

	给未来领导者适当的挑战是很重要的。

	领导人才很容易就找到新机会。

	主管猎才机构技巧已相当进步。

	市场不断变迁，企业非常需要领导人的引领。



因此，发展极佳接班人管理制度的组织，会较其他组织有更强的竞争优势。

支持概念

以下六点详述，为何接班人管理变成今天企业极受重视的议题：

1．领导能力是稀少且珍贵的资源。

即使组织经过了数十年的努力，有领导能力的领导者仍是大多数组织中相当稀少的资源。由于下一个十年战后婴儿潮即将退休，因此主管人才的争夺战将愈趋白热化。

2．领导者不再终身服务同一家公司。

领导人才是知识工作者，组织付出酬劳取得到他们的专业能力与聪明才智。与其冀望这些人才会留在同一家公司，不如接受事实，其实现今多数人大多希望在产业起伏、新机会出现之际，能够有多次转换跑道的机会。

3．给未来领导者适当的挑战是很重要的。

除非组织能够给表现杰出者有助于发展他们技能的挑战，否则许多有潜力的领导者将毫不恋栈地转战他处，取得成长机会。

4．领导人才很容易就找到新机会。

任何能够使用网络的人，都可以连上巨大的求职网站，找到更好、更有趣的工作机会。现今网络求职愈来愈方便快速，意味着优秀人才弹指间就有许多工作机会等着他们。

5．主管猎才机构技巧已相当进步。

今天的猎人头公司，有更大的影响力，技巧也更娴熟。他们完全知道，要如何发掘并吸引有潜力的领导者接受新职位。他们也精确地知道，其他组织准备好掏出多少钱来雇用主管人才。因此，猎人头公司会把握任何可以为主管人才争取好薪水的机会。（Arbitrage opportunities：原指套利的机会，在此是指，猎人头公司会判断主管在哪一行业或哪家公司所得薪水最高，然后说服主管接受利益最大的工作。）

6．市场不断变迁，企业非常需要领导人的引领。

现今的组织必须不断变革，才不至和变迁的市场脱节，因此，组织随时都需要新人才。在组织发有实际的机会展自己的人才之前，组织和市场就有可能意外地出现落差。

综合来看，留住人才与发展人才是目前多数组织关注的重大议题。因为有更好的信息科技，因此组织较几个世代以前，要更容易发展与监督接班人管理制度。企业若忽略接班人管理制度，等于是种冒险的行为，因为此制度是雇用新人的一项决定因素。

具体来说，好的接班人管理制度有两个目的：


	因应组织需求——持续提供大量的人才供应，以填补人才供需之间的落差。若缺乏有远见的接班人管理制度，企业势将不断急救章地试着以任何可得的人才，来填补落差。

	因应员工的需求，特别是表现杰出者——因为他们在别处也有很多机会。除非你最好的人才能感觉到他们的前途充满希望，否则他们将倾向择其他良木而栖。



接班人管理制度若要有效，必须做到以下几点：


	每个人都能容易简便地运用。

	是“发展导向”，而非“取代导向”。

	使资深管理阶层积极参与组织。

	找出并凸显组织目前与未来的人才需求。

	确保适当人才在适当时机，接到适当的工作。

	及早发现杰出人才并且正确地培育养成他们。

	必须仰赖不断地再造、强化与改善。




关键思维

“很少企业已针对所谓的‘主管人才大战’时代，做好真正的准备。如果经济成长持续在未来十五年，以2％的低比率成长，我们对资深主管的需求量，将会比今天多1/3。然而传统供应主管阶层需求35-44岁的这个年龄层，在美国却呈现下降的趋势；由于战后婴儿潮的人口数量远多于X世代，因此在2000到2015年间，这个年龄层的人口供应，未来还会下滑15％。随着婴儿潮主管在未来十年即将退休，多数大企业势必得奋力地寻找领导人才，以填满人才供需的落差。”

富尔默与康格

“接班人管理只是过程，而非目的地。有完善做法的公司，在接班人管理上，并不是一开始就大获全胜。同样地，也没有公司会在流程设定并且运作之后，就大功告成。当公司得到来自“第一线管理者”：实际与员工接触，如生产部门经理和实际参与者的回馈意见时，还是得不断地改善与调整制度、监测各项技术的发展、并且学习其他顶尖企业的做法。一旦制度变得官僚或机械化，必然会威胁组织机制的安全，为避免此一现象发生，最好的制度会积极地将接班人流程与人才相关的讨论与争辩纳入考虑。组织里针对每位主管候选人的未来发展计划、谁该在何时到哪个位置上，应有持续不断的沟通讨论。而制度的支持者与设计者之间，也必须针对流程规划与使用上的改善不断沟通。”

富尔默与康格

“对人才的竞争一直在改变，顶尖企业正使用接班人管理来取得竞争优势。”

富尔默与康格





Why the renewed interest in succession management？　
中文



Main Idea

There are several reasons why succession management has moved to the top of the agenda again：


	Leadership is a scarce and therefore valuable resource.

	Leaders no longer stay with one company for their careers.

	It's important to give future leaders the right challenges.

	It's very easy for leaders to find new opportunities.

	Executive recruiters have become very good.

	The marketplace is changing and leadership is needed.



Therefore, organizations which develop great succession management systems have a strong competitive advantage over those which do not.

Supporting Ideas

To expand on the reasons why succession management has become of great interest today：

1．Leadership is a scarce and therefore valuable resource.

Even after decades of effort, effective leaders are still a relatively rare asset in most organizations. There is an ongoing war for executive talent which is going to be exacerbated by the impending retirement of the Baby Boomer executives over the next decade.

2．Leaders no longer stay with one company for their careers.

Leaders are knowledge workers—they get paid for their expertise and their brainpower. Rather than anticipating they will stay with one company, most people today expect to change careers a number of times as new opportunities arise through the ebb and flow of industries.

3．It's important to give future leaders the right challenges.

Unless high performers are given challenges that help develop their skills, many potential leaders will have no hesitation in going elsewhere to access those growth opportunities.

4．It's very easy for leaders to find new opportunities.

Anyone with access to the Internet can log onto the employment supersites and find interesting and better job opportunities. The increased ease and speed with which this can be done today means high performers have many job possibilities at their finger tips.

5．Executive recruiters have become very good.

Headhunters today have more clout and greater sophistication. They know how to find and lure potential leaders into new positions. They also know precisely what other organizations are prepared to pay for executive talent and take advantage of any arbitrage opportunities.

6．The marketplace is changing and leadership is needed.

Organizations today need to change constantly to stay in sync with their evolving markets. As a result, organizations have needs for new talent today all the time. Gaps are appearing unexpectedly before organizations have the realistic opportunity to grow their own talent.

Taken together, talent retention and development is now of great interest to most organizations. Better information technology means it's feasible to develop and monitor a succession management system better than could have been achieved a few generations ago. Companies ignore succession management at their own peril, because the availability of a succession system is one of the deciding factors for new hires.

In practical terms, a good succession management system will have two purposes：


	To serve the needs of the organization—by helping provide a continuous and deep supply of talent needed to fill the gaps. Without a forward-looking succession management system, corporations will constantly need to scramble to try and fill the gaps with whatever talent is available.

	To serve the needs of employees, especially the high performers—because they will have so many opportunities elsewhere. Unless your best people have a sense their career is moving forward, they will be inclined to go somewhere else.



To be effective, good succession management systems：


	Will be simple and easy for everyone to use.

	Will have a development orientation rather than a replacement orientation.

	Will actively involve the senior management of the organization.

	Will identify and highlight both existing and emerging talent needs of the organization.

	Will ensure the right people move into the right jobs at the right time.

	Will spot exceptional talent early and nurture that talent sensibly.

	Will be subject to ongoing reinvention, enhancement and improvement.




Key Thoughts

"Few firms are truly prepared for what has come to be called 'The War for Executive Talent'. If economic growth continues at a modest two-percent for the next decade and a half, this would result in a need for a third more senior leaders than there are today. Yet the supply of the age cohort that has traditionally provided entree into the executive ranks（35-44 year olds）is actually declining in the United States and will have dropped by 15percent between 2000 and 2015 because of the difference in the size of the Baby Boom generation and the much smaller Generation X. With impending retirements for Baby Boomer executives over the next decade, most large companies will have to scramble to meet gaps in senior leadership talent."

Robert Fulmer and Jay Conger

"Succession management is a journey, not a destination. Best practice companies did not succeed in their first efforts at succession management. Similarly, none have rested on their laurels since having their process up and running. They continually refine and adjust their systems as they receive feedback from line executives and participants, monitor developments in technology, and learn from other leading organizations. To avoid the ever-present danger of becoming bureaucratized and mechanical, best practice systems therefore actively incorporate dialogues and debates about talent and about the succession process. There are continuous 'conversations' about what is needed for the future of each candidate, about who should be where, and when. There are continuous conversations on the part of the guardians and designers about the planning process and how its utilization can be improved."

Robert Fulmer and Jay Conger

"The competition for talent is changing and leading firms are using succession management for competitive advantage."

Robert Fulmer and Jay Conger





接班人管理制度的七大要素　
英文



七大要素 1　企业策略

主要观念

每个组织都必须有市场策略与人才策略，作为接班人制度的基础。这两项策略必须能够回答，为何接班人管理值得公司关心。

支持概念

接班人管理事实上是公司人力资源部门，与策略方向之间的“接口”。接班人管理的任务，是通过预期组织未来的需求，然后发现、评估、发展，并且监督组织为达未来目标所需的人力资本。

有了这个概念以后，在设计接班人管理制度之前，你必须提出以下的关键问题：


	公司的策略目标为何，这目标必须把计划要进入的市场考虑进去。

	策略会对人才需求与人才发展计划，产生什么影响？

	吸引、保住并发展人才的策略为何？如何将这些策略转变为可以执行的接班人制度？

	公司在进入新市场时，会需要哪种类型的领导能力与才能？

	我们预期需要的人才，现阶段可能找得到吗？

	我们必须指派哪些可以发展人才的任务，才能帮助个人发展必要的技能？



接班人制度若要可行，需要资深管理团队与人力资源部门密切合作。双方必须并肩合作，找出上述问题的合理答案。接班人管理团队必须能够准确预期未来的威胁与机会，但这只有在接班人管理计划的领导者，与公司资深经理密切合作之下，才会发生。


关键思维

“本世纪盛行的全球经济与更加活跃的经济型态，将比之前任何一个时代，更需要有‘复杂能力组合’的人才。领导者需要更高的科技知识、更深入了解全球市场、娴熟多种文化、创业能力、在广泛的人际网络中建立各种人际关系、变革的领导技能，以及有能力在层级愈来愈简化、分散以及虚拟的组织中领导。很少企业能有足够精良的内部计划发展这样的能力，一般都任由培育主管这件事投机随兴地发展，并没有经过完善协调。为此，组织得付出‘主管人才荒’的代价，为了因应这项挑战，必须更新老旧的管理制度。公司如果能重视捍卫人才与充分发展他们的能力这几项议题，便能鼓励内部发掘并重新设计人力资源制度。”

富尔默与康格



七大要素 2　支持者与参与者

主要观念

除非接班人管理制度赢得管理高层的支持，否则这项制度不会有任何效用。同样地，企业各部门主管也必须参与负责，才能真正推动接班人管理制度。

支持概念

过去一向是人力资源部门强烈支持接班人规划。如果要让大家都视接班人计划为公司未来长期的重要活动，那么该计划的支持者就必须有更大的影响力。特别是执行长与资深管理团队必须支持计划，坚定地展现公司将留住人才与培育人才视为第一优先的要务。

企业界的理想作业方式，应该是由资深主管支持接班人管理，而人力资源部门则为整个流程的负责人。接班人管理制度要落实在组织的日常营运，需要各部门经理配合，因为他们站在发现未来人才、评估人才、安排发展机会，及所有必要事项的最佳位置；或者换句话说，理想上人力资源部门应该提供第一线经理作业所需的工具与程序，使他们能在资深管理团队热烈支持下，培育发展人才。
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关键思维

“早期大多数接班人计划只关心最资深的管理人才，对一般管理职位不太重视，更别提中阶经理了。随着计划重心由‘取代’的评选过程，转移到人才‘发展’，未来将会有更多的接班人评选过程深植各企业组织。”

富尔默与康格

杰克·威尔许　奇异电气公司前执行长，在对奇异事业部门主管，谈到公司前500大主管时表示。

“我拥有人才，而你们不过是租用了他们。”



七大要素 3　人才辨识系统

主要观念

好的接班人制度能依据过去表现、个人潜力，以及企业重视的组织与领导能力，及早辨别优秀的管理人才。及早辨识出有潜力的人才，是企业的首要任务之一。

支持概念

定义与辨别人才，是接班人管理的基础，目标是准确评估一个人的发展潜力。潜力由三大主要因素组成：
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过去绩效是领导潜力一项好的领先指标。一个人在工作生涯的初期，就有一连串出色表现，在组织里自然建立了良好的形象，因而被设定为企业的未来领袖。先前的任务指派，也能帮助大家发展未来在组织升迁所需的技巧、知识与能力。同时，过去指派的任务也应有助于大家了解可能的问题所在，例如员工缺乏诚信、过度自信、傲慢、无法与团队合作等。

领导能力指的就是，公司绩效最佳事业单位的领导者所呈现的人格特质。除了有扎实的技术能力外，领导能力还通常包括，设定作业优先级与解决问题的能力、建立共识的敏捷度、以及能够高度容忍决策环境的模糊状态。理想的领导能力组合，会依组织不同而有差异，且个别组织在不同发展阶段，也会需要不同的领导能力组合。基本上，领导能力是，资深领导者为使组织在可预见的未来成长壮大所必须精通的能力。

相对地，组织能力也是公司高度重视的行为、态度与价值观。这项能力包括熟练的技术、智识能力、商业头脑、人际技巧、诚信、信赖以及创造价值与个人效率等各项能力。

成功辨识人才有几项重要原则：


	接班人评选过程必须尽量保持简单。评选过程中评估的能力项目愈多，接班流程就会变得愈难以管理。例如，制药巨人礼来公司只使用七种领导特质，评估管理人的绩效与潜力。戴尔计算机使用九种领导能力，以及五项组织能力，找出未来的领导者。唯有接班人评选过程只集中评估几项能力，而不是列出有潜力的领导者可能拥有的每项特质时，这项评估过程才能发挥最好的效果。变数愈多，就愈难评估员工。

	唯有以具体的方式描述企业所需的能力时，这套辨识能力的模式才能顺利运作，使评估过程比较不会受到主观看法的干扰。一旦组织里对特定能力与行为有不同的观点时，这套模式也可以去除部分可能产生的歧议。

	最好的做法建议，组织应该使用多重而非单一的评分标准来辨识有潜力的人才。使用多种评估技巧，可以加强评估效果。例如，全面性的回馈意见、个人访问、绩效评核、评比，会针对每个人的潜力，提供稍稍不同的观点。把所有因素合并在一起考虑时，这套做法就相当有用。组织会有较丰富多元的观点，也比较不可能让单一评估者的人格特性，扭曲了整个评量结果。

	多数组织发现，把评选对象分成三种不同类别会很有帮助，这三种类别分别是：
	已经准备好

	不久就会准备好

	还要一两年才会准备好





	在组织高层领导位置里，通常会有指定的接班人选在接受培训。至于下一层的领导位置，多数组织则试图发展出一个人才库。这种做法背后的逻辑是，公司将指派许多特殊任务与发展机会给这群人，适当的人选自然会脱颖而出。此外，人才库也提供组织储备的干才，一旦有人才离开公司，追求另一项商机，递补的领导者就可以随时派上用场。人才库也可以增加新人才在企业各个部门的能见度。




关键思维

“组织再一次了解，在某个层级上表现杰出的个人，并不一定会在更高的层级维持相同的水平。高一级的职位所需要的能力可能大大不同于现职，而使目前的能力组合明显不足。只是领导人的弱点或能力落差，在资浅层级时杀伤力较轻微，但这若发生在组织高层，对组织的伤害就不可同日而语。确保一个人在职业生涯早期成功的各项优点，有可能在未来的职位上不再适用，甚至更糟的是，有可能变成新角色的负担。因此，企业对评估员工是否有升迁潜力，或更准确地说是“发展潜力”，是愈来愈感兴趣了。”

富尔默与康格

“最有效的接班人评选过程，能够同时找出个人适当的发展机会，并判断他是否准备好接受升迁。借由严格的评估，接班人管理制度于是变成培育员工最有力的工具，能辨别胜任下一项任务的人才，并找出哪些任务最能符合培育人才的需要。若从跨越组织各个层级的角度来看，接班人评选过程也同样可以帮助组织回答以下问题：公司目前尚缺哪种培育发展人才的任务，未来需要哪种类型的任务，以及人才不足的落差在哪里。”

富尔默与康格

“再造接班人管理，让这项制度成为辨识与培育领导人才的机制，是近几年来的事情。不久之前，多数公司还是把发展领导能力与接班人管理，看作两件不相干的事，因此接班人管理就在领导力发展的阴影下示微。今天，我们见证到新兴接班人制度对企业产生的影响，这套制度让组织对人才与策略能有更系统化的观点。”

富尔默与康格



七大要素 4　发展经验与职务之间的连结

主要观念

有效的接班人制度，必须在职位与相关工作经验之间，建立明显的连结。而这样的链接又必须有一系列合乎逻辑的“能力延伸任务”，使候选人作好接任的准备。

支持概念

具备扎实接班人计划的公司，会运用各项工具与发展活动，在主管职位与企业活动上形成连结。然而关键是，运用各项工具为每个高潜力的员工打造‘个人化’的培育发展计划。

下列是一般企业用来作为个人化培育发展计划的七项工具：

1．内部领导课程与主管教育

好的领导课程一般会结合网络学习、实际训练课程与研讨会。这些课程的设计，一般是在改善策略思考，并且鼓励主管“对外聚焦”（external focus，注意组织外部发生的事）、采取消费者导向及追求全球性观点。小组讨论的机会也强化未来领导者的沟通技巧。

2．特殊工作指派

多数企业相信，最好的学习方式就是在工作上“做中学”。有了这种想法，未来的事业领导者也通常会被派到特别任务小组，专门解决组织实际面临的重大问题。这种任务可以安排成六周的活动，包括公司外的会议、专家简报、团队访问等。此一密集的学习训练，提供参与者深入研究一项主题的机会，并且发展出解决问题的必要能力。

3．导师制与辅导制

多数组织不常使用正式的辅导，反而比较常利用其他教育训练机构提供的辅导课程。导师制一般也是采用非正式的方式，同样是企业广为使用的人力发展模式之一，为每位员工指定一位学习楷模，并持续提供回馈意见的导师，这种做法的好处文献中都有详细记载。

4．企业外部与内部大学的课程

大学提供的课程，一般能帮助学员注意到业界最好的做法，并且提供可以创造新知的场所。目前大学里有许多高阶的课程，都谈到像是创业家精神、科技与国际贸易等主题。这些课程可以补充大家的经验，并且帮助大家发展完整的能力组合。

5．网络训练课程

许多跨国企业发现，把训练课程放在网页上，是一件有利的事。一般而言，这些课程多半会包括像是安全训练、道德、规范以及六标准偏差等议题。部分企业也发展出网络训练课程，包括了解外国商业界存在的腐败贪污现象、员工薪资规划及其他专业主题。陶氏化学公司提供多达600种在线课程，一般在一个星期内，所有员工可以完成的课程总数超过14，000堂。有许多公司都在进行类似做法，并从这些计划中得到极佳的成效。

6．职涯规划与个人档案

职涯规划意思是，为每个员工拟定一份正式培育发展计划，计划内容尝试让员工的兴趣喜好，与未来职务互相配合。接着这份发展计划可以由负责创造升迁机会的管理阶层来审阅。管理阶层也可以发展能弥补员工能力与经验不足的任务。

7．绩效管理与全面性的意见回馈

绩效管理通常用在调薪与升迁决定上，然而全面性的意见回馈却在员工发展上是有效的，聪明的企业会明智地交互使用这两种工具。全面性意见回馈指的是，绩效评估时所使用的数据，来源包括顾客、直属部属、同事与上司。绩效管理比较倾向目标导向，会分析某人若想达成个人目标，必须完成哪些事项。

整体而言，组织已发现要量化绩效表现，必须运用许多工具，并且将绩效与未来的工作机会作结合。组织若是经常运用多种绩效评量方法时，就必须在培育发展活动与接班人管理之间维持高度的一致性。


关键思维

“几十年来，接班人管理一直被视为是每家企业不可或缺的人力资源制度。这项制度主要的目标，是为因退休或过世而离开公司的资深主管，找到替代的人选。在许多公司，这个制度最后总是流于机械化，变成公司几项‘年度大事’之一：‘填接班人规划表格的时间到了！’这项制度真正被用来作为培育发展或留住人才的可能性，还有很大的空间并未被开发利用。有些公司反而视其为‘保单’一般：我们其实都知道这项制度的重要，但我们宁可不谈会导致这项需要的意外事件。企业的假设是，高级主管除非碰到意外事故或健康问题，否则会一直留在职位上，很少人会想到顶尖人才会被别家公司吸引。人才竞争的情况已经改变，组织也了解到，发展领导人才事关公司整体，所以必须靠公司从上到下一致贯彻执行，以实际行动落实理念。更有效的接班人管理制度，已变成是训练组织在每个职务层级寻找与培养人才的机制。当今有远见的公司都通过接班人管理制度，全力以赴发展领导人才。”

富尔默与康格

“许多公司过去一直因为没有充分利用人才，尝到了苦果。工作表现出色者，若一直被卡在他认为大才小用的位置上，就会成为猎人头公司的头号目标。最有效的接班人管理制度，是借由适时提供人才符合其需求并补强目前能力组合的工作机会，帮助个人发展潜能。最好的制度可以持续不断地提供挑战机会，并针对个人的表现与潜力，提出直接且有建设性的意见。有效的制度，可以使优秀人才走向更快速或至少更合适的升迁轨道。”

富尔默与康格



七大要素 5　评估者

主要观念

在接班人管理制度中，评估者决定谁有高潜力、谁能升迁。评估者必须有跨部门的观点，以及综观各项要素与活动的能力。

支持概念

为确保一致性与持续性，组织里各个层级的评估者，必须积极参与接班人管理制度。如果员工只依赖老板管理他的职涯发展，那么所有异常状况都有可能会发生。例如，不论员工的潜力如何，他都会很难得到比直属上司更高的职务。

评估者必须包括：


	你的老板，与老板的老板。

	同事。

	部属。

	内部客户（意谓与你有直接共事关系的部门。）

	工作上的导师。

	训练辅导者。

	人资部门的人员。



理想上，如果想要评估者的意见能发挥实际作用的话，你必须经常与他们沟通。你必须能对他们解释你的事业生涯兴趣与目标，他们也应该在看到任何阻碍或限制发生时，为你指点迷津。


关键思维

“最好的制度是，在一年中建立经常性的‘检查点’。这些设置的检查点能够监督员工目前的进度，以及下个目标。在制度里设置检查点，目的是要阻止问题的情况恶化。接班人管理真的很重要，最好的企业甚至连一刻钟也不敢忽视。”

富尔默与康格

“好的接班人制度更关心员工是否能持续成长与发展，而不只是最终能达到什么‘职称’。此制度会训练组织，不断提醒员工：领导能力的培育发展与留住人才是公司重要的优先事项，也是每位经理的责任。这套系统会促使经理人与主管思考，这个人才能有哪些进步，若要真正培育发展人才，又需要提供他们哪些机会成长。”

富尔默与康格

“执行长与管理团队是接班人制度忠实的支持与赞助者，他们主动参与决定哪些人是人才，并且决定‘下一步该采取什么’，以确保有天赋的员工能有最大的发展空间。资深管理者视有效的接班人管理为重要的策略工具，以吸引并留住最具天赋的领导者。”

富尔默与康格

“你需要一套有效的管理流程，但流程本身并不会真正带来改变。你必须对人才有健康的心态，在主管谈到谁是‘A级人才’时，不觉得有心理压力。你也必须知道哪些员工表现不好，然后给予他们提升能力的任务。”

吉姆·山利　美国银行



七大要素 6　追踪系统

主要观念

在接班人管理制度中，“追踪”意味监督进度与成果。好的追踪系统必须有量化与质化的衡量标准，并且会突显整个制度的优缺点。

支持概念

培育发展领导人才，是一项长期投资，是否能发挥效能，端视这套制度是否有能力适时提供人才适当的成长机会。追踪个人进步的情况，是世界级接班人制度的要素之一。

一般而言，组织多半搜集两种绩效资料：

1．量化数据——包括下列衡量标准


	公司职缺有多少是由内部候选人递补，而不是向外招募人才？

	获得升迁的员工中，是否能展现多元的种族/族群与性别取向？

	目前的留任率/离职率，是否随时间有何变动？

	有多少上任的新官，在升官后得到正面的工作评价？



2．质化的评估与数据——可能包括下列问题的答案：


	指派到新职位的人，交接期的经验如何？他们是否觉得对新角色作好了准备？

	交接顺利吗？

	每个职位是否有足够申请人？

	申请人是否已通过组织提供适当的发展机会，为新职务作好准备？

	申请人是否有适当的训练水平与工作经验？

	受雇者是否胜任新职位？

	有没有一套良好的绩效评估工具可以运用？



在执行上，追踪制度能够帮助管理高层评估，组织接班人管理制度是否真正奏效。为了判断这点，科技帮上了大忙。部分公司使用全球都可连上的网络系统来追踪接班人管理制度，有些公司则用简单的电子表格来监督成效，并分析数据。为了使信息更简便、可得与易于了解，关键一向在于：所有的作业愈简单愈好。


关键思维

“多亏了科技，目前一般的接班人规划制度，就像Excel电子表格一样简单灵活，大多数制度都高度科技化，科技力量使接班制度能够再造，同时使这项制度更为简化。尽管戴尔的事业模式强调使用科技，但戴尔实际上是减低了接班人计划流程计算机化的程度，目的是让偏远地区的经理人，能够以更轻松有效率的方式参与。事实上，现今的制度鼓励许多既是制度参与者，本身又是职位候选人的员工能踊跃参与。”

富尔默与康格



七大要素 7　成功的衡量标准

主要观念

要判断接班人制度是否有效，必须仰赖个别与系统的评量标准，双管齐下，才能确保评估制度长期有效，并使制度能不断调整与强化。

支持概念

评量接班人制度整体的绩效，和追踪个人进步的成果表现一样重要。接班人制度有多少次成功找到人才，提供他们适当的训练机会，而且在重要职位出缺时，随时可以有人递补？

接班人制度成功的评量标准有两个变量：


	个别标准——为每个候选人的工作绩效与潜力进行评分。

	制度标准——评估职务的遗缺有多少是由内部人事递补，而非向外招募人才。



根据企业目标与公司文化，这些评估标准偏差异颇大。举例来说：


	陶氏化学公司——以“命中率”，即以递补职缺者是否在接班人规划名单上，来衡量接班人制度是否成功。该公司希望达到75-80％的命中率。陶氏公司也检讨未来领导者的离职率，以及制度规划者对主管人选能达成多少共识，来评判制度成功与否。陶氏化学持续追踪该计划遴选出来的领导者表现，以了解制度的整体成功率。

	制药巨人礼来公司——观察储备人才的整体质量，以及职缺是否有两个以上可以任命的候选人，当作成功的评量标准。该公司为现任主管人数与每个管理阶层具有同样潜力的员工人数，设定了目标，作为重要评量标准。礼来也追踪公司新管理职位，有多少是由不同族群背景人才担任的纪录。

	全球包装材料制造商索那可——并未使用任何统计性的数据当作评量标准，他们反而只让人资部门问第一线经理一个关键问题：“我们是否把适当的人，放在适当的职缺上，他们在那些职位成功吗？”

	戴尔计算机——其制度着重在评比各事业单位的板凳深度，每个事业单位得报告有多少比率的管理职位目前已准备好接班人。此外，公司也追踪其“全球企业人才库”的动态与发展。

	加拿大公司（Pan Canadian）——公司运用非正式的意见回馈会议，与访问离职员工，评估接班人管理制度的效率。该公司也追踪重要职位出缺的时间，并且强调具有“多元化观点”是接班人管理的目标之一。

	美国银行——以下列问题的答案，来评估接班人计划是否成功：
	每个事业单位都能达到人才目标吗？

	每个事业单位是否具有必要的领导者？

	重要职位目前是否有两位替补者？

	各阶层领导者是否够多元化？

	我们是否留住优秀人才？







这些企业发展接班人规划制度的经验，带来了一些重要的教训：


	整家公司拥有共同的IT系统，作为接班人数据库，会比公司拥有不同的IT系统，且系统间无法沟通要好得多。

	执行长的确得实际参与接班人规划。要使这点成为组织通则的最好做法，就是让执行长亲自为接班人规划订定年度议程。他也必须与每个高获利部门的主管，以及部门领导人，进行二个小时的人才检讨会议。

	“简化作业”是接班人规划能够成功的关键驱动因素。除非信息容易吸收，否则很少有行动价值。如果这套制度能够搜集到足够信息，而这些信息又够实用的话，资深主管就能随时随地利用这些信息，让制度顺行无碍。

	要给接班人规划制度一点时间站稳脚步。等到主管看见资深主管支持参与新做法，且看到新制度不会过份复杂或繁琐时，大家才会接受这套制度。要显现这些特质需要花些时间，所以请保持耐心。

	好的接班人制度涉及的，不只是为适当工作找到适当人选，也能全力支持，让工作交接顺利进行。

	稳固而实用的接班人制度，可以帮助个人清楚了解在公司评估者眼中，他的优缺点为何。评估小组的回馈意见可以避免任何偏见，或发生个人冲突。

	最好的接班人制度不会模糊不清，大家都可以确切知道自己希望达到的职位需要何种能力。这样可以提升人才招募流程的公平性与多元性。

	理想上，当职务出现遗缺时，接班人制度应该提供一系列的人选。最后的人选决定愈困难挣扎，就代表接班人制度就运作得愈好。





The seven key elements of succession management　
中文



7 Key Elements 1 Corporate Strategy

Main Idea

Every organization must have a marketplace strategy and a talent strategy which serves as the foundation of its succession management system. Taken together, these two strategies must answer the question of why succession management is worth worrying about.

Supporting Ideas

Succession management is effectively the interface between the firm's human resource department and its strategic direction. In this role, succession management needs to anticipate the future needs of the organization. The succession management system then finds, assesses, develops and monitors the human capital which will be required for the organization to get where it wants to go.

With this in mind, there are some key questions which should be asked before designing the succession management system：


	What are the strategic objectives of our company—taking into account the marketplaces we plan on operating within？

	What are the implications of that strategy for our talent needs and talent development programs？

	What should be our talent attraction, retention and development strategies—and how do we translate those strategies into a workable succession system？

	What types of leadership and talent capabilities will we need as our company enters new markets？

	What is the current availability of the talent that we anticipate will be needed in the future？

	What kind of development assignments do we need to make to help these individuals develop the skill sets required？



A viable succession system will require a close partnership between the senior management team and the human resources department. Both must work closely to develop answers to these key questions that make sense. The succession management team must be able to accurately anticipate emerging threats and opportunities. This will only happen if there is a close working relationship between the leaders of the succession management project and the firm's senior leaders.


Key Thoughts

"The global and more dynamic economy of this century will require executive talent with a more complex skill set than ever before. Leaders will need greater technological literacy, a sophisticated understanding of global marketplaces, fluency in multiple cultures, entrepreneurial skills, extensive networks of varied relationships, changing leadership skills, and the ability to lead in increasingly de layered, disaggregated and virtual organizations. Few companies have sufficient well honed internal initiatives to develop such capabilities. Instead, executive development is more often a haphazard and opportunistic set of uncoordinated events. The price to be paid for this is a serious shortage of executive leadership talent—shallow bench strength. In response, old management systems are being reinvented. The contemporary concern with guarding one's talent and developing its capabilities to the fullest has led to the discovery and redesign of human resources systems."

Robert Fulmer and Jay Conger



7 Key Elements 2 Sponsors & Owners

Main Idea

Unless the succession management system has earned the sponsorship and support of top management, it just won't get anywhere. Similarly, ownership needs to be shared amongst the heads of business units for the succession system to work.

Supporting Ideas

Historically, the human resources department has championed succession planning. If succession planning is to be viewed as an activity vital to the firm's long-term future, however, it needs to have a champion with more clout. In particular, the CEO and his or her senior management team must champion it to demonstrate decisively that talent retention and development is the firm's highest priority.

Best practices suggest the ideal way forward is for the senior managers to champion succession management and for human resources to be the process owners. The day-to-day implementation of the succession management system really needs to reside with business unit managers because they are in the best position to spot emerging talent, perform assessments, arrange developmental opportunities and everything else that will be required. Or in other words, ideally you want the human resources group to provide the tools and processes which the line managers can use to develop their talent with the enthusiastic support of the firm's senior management team.
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Key Thoughts

"In the early days of succession planning, most systems were concerned only with the senior-most talent. There was little emphasis on even general management positions, let alone middle management. As the emphasis has shifted from a 'replacement' process to a developmental one, however, more and more succession processes reach deeper into the organization."

Robert Fulmer and Jay Conger

Jack Welch, then CEO of General Electric, speaking to the heads of GE's business units about the company's top 500 executives

"I own the people. You just rent them."



7 Key Elements 3 Talent Identification

Main Idea

Good succession systems identify outstanding talent early based on past performance, the individual's potential and the set of organizational and leadership competencies valued by the organization. Identifying promising talent early is important.

Supporting Ideas

Defining and identifying talent is the foundation of succession management. The aim is to accurately assess a person's "potential" for development. This will be a composite of three main factors：
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Past results is a good leading indicator of leadership potential. When a person has excelled at a series of early career assignments, that raises their profile within the organization and marks them as future business leaders. These previous assignments also provide the opportunity for people to develop the skills, knowledge and competencies they will need to get ahead in the organization. At the same time, past assignments should help identify where potential problems lie—for example a lack of integrity, overconfidence, arrogance, inability to perform as part of a team, etc.

Leadership competencies refer to the presence of character attributes which are associated with the firm's strongest performing business leaders. As well as strong technical skills, this will often include the ability to set priorities and solve problems, agility in consensus building and a high tolerance for ambiguity. The ideal set of leadership competencies will be organization-specific, and will also vary as the firm goes through different phases. In essence, leadership competencies are those the senior leaders will need to master in order for the organization to prosper in the foreseeable future.

Organizational competencies, by contrast, are the behaviors, mindsets and values which are highly valued company-wide. These would include technical proficiency, intellectual capacity, business acumen, people skills, integrity, trust, ability to create value and personal effectiveness.

The key principles involved in making talent identification work well are：


	The succession process needs to be kept as simple as possible. The more competencies that are packed in, the harder the overall succession process as a whole becomes. For example, Eli Lilly and Company uses just seven leadership attributes to assess performance and potential. Dell Computer uses nine leadership competencies and five organizational competencies to identify its leaders of the future. The succession process is most effective when just a few items are focused on rather than listing every positive trait a potential leader might possess. The more variables there are, the harder it becomes to evaluate people.

	The competency model works best when behaviors that accompany competencies are described in concrete terms. This leaves the evaluation process less open to subjective interpretations. It also removes some of the variation which can arise when different people within the organization have a different viewpoint about what specific competencies and behaviors are.

	Best practice suggests potential talent should always be identified by multiple rather than a single rater. This can be enhanced if a number of evaluation techniques are used. For example，360-degree feedback, personal interviews, performance appraisals and benchmarking will all provide a slightly different perspective of each person's potential. This is useful when all are combined together. The organization gets a richer perspective, and there is less opportunity for one evaluator's personality to bias the results.

	Most organizations find it useful to evaluate people into three different groupings：
	"Ready today"

	"Ready in the near future"

	"Ready a year or two down the road"





	For the top leadership positions in an organization, there is often a designated successor who is being groomed. For the levels below, however, most organizations attempt to develop a pool of talent. The logic behind this approach is that this group can be given special assignments and developmental opportunities, and the person who is right will rise to the top. In addition, a talent pool provides back-up so that if one person leaves the company to pursue another commercial opportunity, an alternative leader will already be available. Talent pools also increase the visibility of emerging talent among the various business units.




Key Thoughts

"Organizations have learned again that individuals with high performance outcomes at one level do not always repeat that high performance at the next level. The demands of positions ahead may be so different that one's current skill set proves inadequate. Weaknesses or talent gaps that are less harmful at junior levels become more pronounced at senior ones. Strengths that ensured success early in one's career can prove to be insufficient or, even worse, can become liabilities in future roles. As a result, interest has grown in assessing a per son's 'potential' for advancement or—more accurately—potential for 'development'."

Robert Fulmer and Jay Conger

"The most effective succession processes simultaneously identify the appropriate developmental opportunity for the individual if they are ready for promotion. With rigorous assessments, succession management systems then become powerful developmental tools—identifying those who are ready for the next assignment and which assignments can best serve their develop-mental needs. When viewed across levels of the organization, the succession process can also provide equally powerful insights into what types of developmental assignments are currently in short supply, what types of assignments are needed for future demands, and where the gaps or shortages of talent are."

Robert Fulmer and Jay Conger

"The reinvention of succession management as a mechanism for identifying and cultivating leadership talent has only occurred in the last several years. Until recently, most companies organized their leadership development and succession management activities into separate silos. As a result, succession management languished in the shadows of leadership development. Today, we are witnessing the impact of an emerging new brand of succession systems. They take a more systematic perspective towards the organization's talent and strategy."

Robert Fulmer and Jay Conger



7 Key Elements 4 Development Linkages

Main Idea

An effective succession system needs strong linkages between positions and the experiences which will prepare a person to serve. There has to be a logical sequence of stretch assignments which will prepare a person for a position.

Supporting Ideas

Companies with strong succession management programs in place use a variety of tools and developmental activities to form a link between executive positions and business activities. The key, however, is to take these tools and create a specific, individualized development plan for each employee with high potential.

The seven tools which are commonly used as components in an individualized development plan are：

1．Internal leadership programs and executive education

Typically a good leadership program blends e-learning with in-person training presentations and seminars. These programs are generally designed to improve strategic thinking and encourage executives to have an external focus, consumer orientation and a global perspective. Group discussion opportunities also enhance the future leader's communication skills.

2．Special job assignments

Most companies believe the best learning takes place on the job. With that in mind, future business leaders are frequently assigned to a task force focused on real and significant issues currently facing the organization. This may be structured as a six-week assignment which incorporates offsite meetings, expert presentations and team-based interviews. These intensive learning exercises provide the participants with an opportunity to study a subject in depth and develop the requisite competencies to deal with it.

3．Mentoring and coaching

In many organizations, formal coaching is used infrequent-ly and often uses outsourced resources. Mentoring, by contrast, is usually a much more informal and widespread developmental process. The advantages of having each employee assigned a mentor who can serve as a role model and provide ongoing feedback are well documented.

4．External or internal university courses

University-based programs typically bring awareness of best practices to the participants and provide a forum whereby new knowledge can be created. Many high caliber courses are available covering topics like entrepreneurialism, technology and international business. These courses can supplement people's experiences and help them develop a well-rounded set of skills.

5．Web-based training courses

Many multinational companies have found putting their training courses onto an Internet Web site is advantageous. Typically, these courses tend to cover topics like safety training, ethics, compliance and Six Sigma. Some corporations have also developed Web-based training courses which cover foreign corrupt practices, compensation planning, and other specialized topics. Dow Chemical offers more than 600 online courses, and in a typical week, employees will complete more than 14，000 courses. Many other companies are doing similar things and have had excellent results from these initiatives.

6．Career planning and individual profiling

Career planning means to develop a formal, written development plan for each individual employee. This plan will attempt to match the employees interests and preferences to specific future positions. These development plans can then be reviewed by management who assume responsibility for creating the advancement opportunities specified. Assignments which will fill competency or experience gaps can also be developed.

7．Performance management and 360-degree feedback

Typically performance management will get used for compensation and promotion decisions whereas 360-degree feedback is effective in development applications. Smart companies align these two tools intelligently. 360-degree feedback simply means data on performance is collated from the individual's customers, direct reports and peers as well as his or her boss's feedback. Performance management is more goal oriented, and analyzes what needs to be done in order for that person to meet their personal targets.

Overall, organizations have found a variety of tools are needed to quantify performance and form linkages to future job opportunities. When multiple approaches are used consistently, there needs to be a high degree of alignment between development activities and succession management.


Key Thoughts

"For decades, succession management has been considered one human resources system that every company needed. Its primary purpose was to identify replacements for senior executives who would eventually depart the organization through death or retirement. In many companies, it ended up a largely mechanical process. It was one of several 'annual events'—'time to fill out those succession planning forms'. The possibility that it might be deployed for genuine development or for retention of talented individuals was to a large extent untapped. Instead, it was treated more like an insurance policy—we all know we need it but we'd rather not talk about the events that are likely to make it necessary. The assumption was that top managers were in place for the duration until some accident or health problem might remove them. It was rare to think about the top person being lured away by another company. The competition for talent has changed. Companies have begun to act in accordance with their realization that the development of leadership talent has to be consistent and on-going from the top to the bottom of the organization. The more effective succession systems become the mechanisms for disciplining the organization to search for and prepare leadership talent at every level. Today, forward looking firms are building their serious efforts at leadership development through their succession management systems."

Robert Fulmer and Jay Conger

"Many companies have historically suffered from poor utilization of their talent. High performers who are stuck in jobs they perceive as inadequate become prime targets for headhunters. The most effective succession management system helps individuals to develop potential by timely moves to opportunities that match their needs and complement their current skill set. The best systems provide a continual stream of challenging opportunities as well as candid and constructive developmental feedback on performance and potential. An effective system can enable highly talented people to move on a faster, or at least, more appropriate, track."

Robert Fulmer and Jay Conger



7 Key Elements 5 Assessors

Main Idea

Assessors, in a succession management system, determine who has high potential and decide who gets promoted. They need a cross-functional perspective and the ability to bring together the various elements and activities.

Supporting Ideas

To ensure consistency and continuity, multiple levels of assessors need to be actively involved in the succession management system. If a person were to rely solely on his or her boss for management of their career, all kinds of anomalies might arise. For example, it would then become difficult for an employee to rise above their immediate boss in the organization, irrespective of their level of potential.

Assessors might include：


	Your boss, and your boss's boss.

	Your peers.

	Your subordinates.

	Your internal customers.

	Your mentor.

	Your training coaches.

	Someone from your organization's HR department.



Ideally, there needs to be a good ongoing dialogue between you and your assessors if their feedback is to be of practical use to you. You need to be able to explain to them your career interests and goals, and they need to be able to advise you of any roadblocks or constraints they can see arising.


Key Thoughts

"The best systems incorporate frequent checkpoints throughout the year. These checkpoints monitor who is where and where the person should be going next. A checkpoint function is built into the system to spot a problem before it becomes a problem！Succession management is so important that the best practitioners don't ignore this function even for a quarter."

Robert Fulmer and Jay Conger

"Good succession systems are more concerned with the continuing growth and development of the employee than with an ultimate job title. They introduce a discipline into the organization that continually reminds everyone that leadership development and talent retention are critical priorities and every manager's responsibility. The system becomes a proactive vehicle for man-agers and executives to reflect on the progress of their talent and the opportunities they require for genuine development."

Robert Fulmer and Jay Conger

"The CEO and the executive team are committed sponsors and champions—proactively participating in determinations of talent and in 'next steps' to ensure the maximum development of their talented employees. Effective succession management is seen as a critical strategic tool by senior executives for attracting and retaining their most talented leaders."

Robert Fulmer and Jay Conger

"You need a strong succession process, but it is not the process that really makes a difference. You have to have a talent mindset. That requires that your executives feel comfortable talking about who are their A players. You also need to know who your bottom people are so you can give stretch assignments."

Jim Shanley, Bank of America



7 Key Elements 6 Tracking System

Main Idea

Tracking in a succession management system means to monitor progress and results. A good tracking system will involve both quantitative and qualitative measures and will highlight the successes and shortfalls of the overall system.

Supporting Ideas

The development of leadership talent is a long-term investment. Effectiveness is determined by the system's ability to move talented individuals into the right opportunities at the most appropriate time. Tracking the progress of individuals is a necessary element of any world-class succession system.

Typically, two types of performance data tends to be collected：

1．Quantitative data—which will include measures like：


	How often has an opening been filled by internal candidates rather than outside hires？

	What degree of ethnic and gender diversity is there in promotions？

	What are the current retention/attrition rates, and how have these rates varied over time？

	How many new promotions receive positive job evaluations after their promotion？



2．Qualitative assessments and data—which may include the answers to questions such as：


	What was the transition experience like for people newly appointed to positions？Did they feel well prepared for their new roles？

	Did the transition go smoothly？

	Was there a good range of applicants available for each position？

	Were the applicants properly prepared through suitable developmental opportunities having been offered？

	Did the job applicants have a suitable level of training and job experiences？

	Did the person who was hired excel at their new position？

	Were there a good set of tools available to use？



In practice, the tracking system enables top management to evaluate whether or not their organization's succession management system is working. Technology can be a great aid to this effort. Some firms track their succession management systems using Web-based systems which can be accessed worldwide. Others using simple spreadsheets to monitor results and analyze the data, in order to make the information easy, accessible and understandable. The key is, as usual, to keep things as simple as possible.


Key Thoughts

"At present, thanks to technology, the normal succession planning system is as simple（and as dynamic）as an Excel spreadsheet. Most systems are highly technologically enabled. The forces that drove the reinvention of succession systems have also produced systems with greater simplicity. In spite of a business model that emphasizes technology, Dell has actually reduced the computerized emphasis of its succession planning process to make it easier for managers in remote locations to participate with ease and efficiency. Today's systems actually encourage a lot of involvement by individuals who are participants and candidates."

Robert Fulmer and Jay Conger



7 Key Elements 7 Success Metrics

Main Idea

To tell whether a succession management system is working, individual metrics and system metrics are required. These will allow the effectiveness of the system to be evaluated over time, which will lead to ongoing changes and enhancements.

Supporting Ideas

In just the same way as tracking the progress of each individual is important, so too is measuring the performance of the system overall—how many times the system has succeeded in identifying individuals, moving them into suitable training opportunities and having people available when a vital position becomes vacant.

Success metrics come in two varieties：


	Individual metrics—which rates individual job candidates on performance versus their perceived potential.

	System metrics—which evaluate how often a job is filled internally rather than needing to go outside the organization for suitable people.



The metrics vary widely according to business goals and company culture. To take some examples：


	Dow Chemical—measures the success of its succession program by its "hit rate"—whether the person placed was on its succession planning list or not. The company tries for a hit rate of 75-to 80-percent. Dow also looks at the attrition rate of its future leaders and the level of agreement of its operating board on the selection of future leaders as measures of success. Dow tracks the ongoing success of the people who have moved through its succession program to get a feel for its overall success rate.

	Eli Lilly and Company—looks at the overall quality of talent in its pipeline and the number of appointments where two or more people were prepared as key measures of success. The company sets goals for the ratio between the number of incumbents and the number of employees with the same potential at every level of management as a key metric of success. The company also tracks its record in appointing new managers with diverse ethnic backgrounds.

	Sonoco—doesn't use any statistical measures. Instead, human resources asks for feedback from line managers on one key question："Are we placing candidates in appropriate open positions, and are they successful in those positions？"

	Dell Computer—focuses on bench strength. Each business unit is required to report what percentage of management positions have a current successor in place. In addition, the company also tracks the movement and development of its global corporate talent pool.

	Pan Canadian—uses informal feedback sessions and exit interviews to assess the effectiveness of its succession management system. The company also tracks the amount of time key positions remain vacant and emphasizes diversity awareness as an integral part of its succession management goals.

	Bank of America—gauges the success of its succession program on the answers to some key questions：
	Is each business unit meeting its talent goals？

	Does each unit have the business leaders it requires？

	Do we have the right diversity mix in our leaders？

	Are we retaining our top performers？







The experiences of these companies in developing their succession planning systems have brought out some key lessons：


	It's better to have one common IT system serving as a succession database company-wide than to have different IT systems in place which cannot talk with each other.

	The CEO genuinely has to be hands-on with succession planning. The best way to structure this as a general rule is to have the CEO personally set the annual agenda on succession planning. He or she should also conduct a series of two-hour talent reviews for each of the top revenue-generating business executives and functional leaders.

	Simplicity is a key driver of succession planning success. Unless the information is easy to absorb, it will rarely be actionable. Senior executives need to be comfortable using the record keeping system if enough information is to be gathered to be of any practical use.

	Allow time for the succession planning system to take hold. Executives will buy-in once they see the new approach is owned by the senior executives, and once they can observe the new system is not overly complicated or over-engineered. It will take some time before those traits will become obvious, so be patient.

	Good succession systems aren't just concerned with finding the right person for the right job. They also smooth the transition into the new role and provide high levels of support to make that happen.

	A robust and practical succession system will always provide individuals with a clear understanding of both their strengths and their weaknesses as viewed by a range of individuals. This group feedback avoids any bias or personality clashes which may arise.

	The best succession systems are unambiguous. People know exactly what kind of competencies they will need for the job they're targeting. This increases fairness and enhances diversity in hiring practices.

	Ideally, succession systems should provide a range of good choices when openings arise. The harder and more painful the final selection decision is, the better a succession system is working.





接班人管理的未来　
英文



主要观念

接班人管理的未来看起来十分光明。“人才是金”；换句话说，现在大家普遍都能接受，“人才会直接影响组织表现”这样的观点。由于组织能借接班人制度在市场上取得并维持重要的竞争优势，因此该制度势必要移入组织舞台的中心。

支持概念

企业界几项新兴的趋势，将强化接班人管理由“人事替换工具”，转变为发展事业与领导能力的一项工具。这些趋势包括：


	更强的整合与一致性——一旦接班人规划有更好的整合时，就会从“年度大事”，变成日常作业。全公司统一使用的数据库，可以将接班人规划定位为整体制度的一部分，而非一系列独立不相干的活动，如此一来，就可以提升整合程度。

	接班人规划将从IT部门，移到员工桌上——随着网络普及，接班人规划将少了年度大事的色彩，变成每周或每天执行的工作。让员工可以不须通过主机，就在桌上型个人计算机持续使用简单工具操作，确实可以帮助员工加强这种观念，使员工能负责自己的接班人规划。最后，员工应该负责更新自己的履历表和其他信息。

	评估会变得较为严格，但也较客观——随着经理人对评估方法愈来愈上手，对员工的评估也会更为客观。例如全面性的意见回馈便会加速并强化此一趋势。



随着接班人规划成为企业愈来愈重要的议题，部分挑战就会跟着出现。确切来说会有以下的挑战：


	部分组织会发现没有足够的发展机会——资深主管在公司的角色都是“通才”，然而许多升迁到这些角色的员工，其实都是专业技术人才出身的。由于企业大多依产品线规划组织，而非地理区域，因此有潜力的经理人会愈来愈难获得跨部门的经验。组织在寻找管理发展角色时，必须愈来愈主动。

	接班人规划将受到“世代偏好”的影响——X世代的管理者可能远较战后婴儿潮更‘不愿意接受’海外的职务。此外，许多人生孩子的年龄也往后延，这意味下个世代的经理人会需要‘不必外派’的发展任务。外派的机会或甚至负责扭转事业劣势的机会，在未来可能会不如过去一般吸引人。

	在人才的筛选与酬赏上，仍有许多不一致的情况——太多组织都只酬赏符合“目前企业需求”的行为，而没有酬赏符合“未来需求”的做法。那么接班人标准随着时间变得僵化而失效，便是人性使然了。组织在确定何种人才未来会受到重视时，必须往前看，而非往后看。

	过度简化领导力的复杂程度是危险的——大多数接班人规划，都是基于能力模式之上，领导者必须精通六大或七大基本能力，剩下的事自然水到渠成。这种思考是有缺陷的。领导者通常都拥有组合能力之外的某一项要素。接班人规划必须更倾向提供未来领导人，有助于建立其明智判断与领导能力的经验与挑战。

	一旦评估结果不幸走漏时，全面性回馈意见也就失去效用——由于全面性评估是包括上司下属与同侪间对一个人的评估，因此数据负责人必须严控数据遭到外流。如果数据只作“个人发展”用，大家会更注意建议的内容，但如果把评估结果公诸于世，这项结果通常会变成是在发出警讯，而不是提供精确的数据。受到评估的员工，会开始寻找有利的意见反应，拒绝以平常心看待大家的整体意见，如此将造成各种问题与扭曲。坦白说，接班人规划使用全面性回馈意见的频率愈高，这项评估工具的效力就愈低。



如同多数事业领域一般，接班人规划的关键也在于执行。好的接班人规划制度，若受到执行长与资深主管的支持，便能产生长期的效益。为达到这点，制度不能太繁复或太官僚。要获得部门领导者的支持，首先必须让他们觉得这套制度方便好用，而且效果很好。组织会需要强而有力的人资部门，居间协调接班人管理制度。为使制度能有效地反映现状，组织必须不断输入实际且一致的人才评估数据。若要使制度具有可信度，则主管必须按照制度的建议行事。制度也必须不停更新与改善，以反映组织需求的变化。除非上述要素都存在，否则接班人制度永远无法发挥所有潜力。



The future of succession management　
中文



Main Idea

The future of succession management looks very bright. The mindset that talent is king or, in other words, that talent directly impacts the performance of an organization, is more widely accepted today than at any previous time. Succession management is well positioned to move to center stage as the way in which companies can gain and sustain a significant competitive advantage in the marketplace.

Supporting Ideas

There are several emerging trends in business which will strengthen the transformation of succession management from a replacement tool to a business development and leadership tool. These trends are：


	Greater integration and alignment—As succession planning becomes better integrated, it will move away from being viewed as an annual event to more of a day-to-day item. This integration will be enhanced by the availability of company-wide databases which positions succession planning as an integrated system rather than as a set of disconnected activities.

	Succession planning will move away from the IT department to the desktop—As Web-based tools become available, succession planning will feel less like an event and more like something that is carried out weekly or daily. Continuous access to simple tools running on a personal computer rather than the corporate mainframe will enhance that perception and allow employees to take ownership of their own succession planning. Ultimately, employees should feel responsible for keeping their own resumes and other information up-to-date and current.

	Assessments will become more rigorous and less subjective—As managers become more comfortable with assessment methodologies, there will be a move towards evaluating people more objectively. Techniques like 360degree feedback will accelerate and strengthen this trend.



At the same time as succession planning is moving more to center stage, there are also some challenges on the horizon, specifically：


	Some organizations will find it difficult to have available sufficient developmental opportunities—Senior roles within a company are generalized, yet many of the positions leading up to these roles are functional in nature. It will become increasingly difficult for potential managers to get cross-functional experience as more companies organize along product lines rather than by geographical areas. Increasingly, organizations will have to become more proactive in searching for management development roles.

	There will be generational preferences impacting on succession planning—Generation X managers are far less inclined to accept positions overseas than were their Baby Boomer counterparts. In addition, many people are having children later in life. This means the next generation of managers will need developmental assignments that won't require relocation. International opportunities or even turnaround assignments may not be as alluring in the future as they have been in the past.

	There are still too many inconsistencies in selection and rewards—Too many organizations reward behaviors that meet the current needs of the organization while ignoring rewarding behavior that will meet the future needs of the organization. It's human nature for succession criteria to become entrenched and lose relevance over time. Organizations need to be looking ahead rather than behind in ascertaining what kind of competencies will be valued in the future.

	There is a danger of oversimplifying the complexities of leadership—Most succession planning is based on the competencies model—leaders should master the basic six or seven competencies and everything else will come together. This thinking is flawed. Leaders have a "X" factor that is more than their collection of competencies. Succession planning needs to move more to providing experiences and challenges which build sound judgement and leadership capabilities.

	360-degree feedback loses its effectiveness when the results becomes public knowledge—Ownership of the data provided by 360-degree feedback is critical. If the data is used for personal development only, people are much more likely to take notice of what is suggested. Conversely， when the results of this tool are made public, it often becomes used as a tool to send a signal rather than provide strictly accurate data. Recipients start seeking favorable feedback rather than completely accurate feedback, which can create all kinds of problems and distortions. Or put bluntly, the more 360-degree feedback is used in succession planning, the less effective an assessment tool it becomes.



As in most areas of business, the key to succession planning lies in its implementation. A good succession planning system, sup-ported by the CEO and senior business leaders, can pay long term dividends. To achieve that, the system must not become too complicated or too bureaucratic. Business unit leaders must find the system to be user friendly and useful before they will get on board. The organization will need a strong HR department to serve as the coordinators of the succession management system. Realistic and consistent talent assessments must be fed into the system on an ongoing basis if it is to remain relevant. The recommendations generated by the succession management system must be acted upon if it is to have any credibility. And the system must be upgraded and improved continuously to keep in sync with the evolving needs of the organization. Unless all these elements are in place, succession systems will never realize their full potential.



在地观点

大老板应该学习的交棒学分


许明德



永润食品公司董事长


美商跨国大企业今年以来，发生多件环绕在企业负责人的个案，例如迪斯尼负责人艾斯纳（Michael Eisner）在股东会上被拔掉董事长职位，只保留执行长职务；而麦当劳董事长兼执行长肯达路波（Jim Cantalupo）在开会时猝逝，该公司立即宣布总裁兼营运长贝尔（Charlie Bell）接任执行长，避免麦当劳股价在盘中重挫。这些事件与本书两位作者所提出“正视继任人选的管理制度化趋势”，有很大的关联性，也是他们分居产、学领域长期观察的重大发现。有趣的是，虽然两位作者认为，这是人才管理衍生到组织竞争力的议题，就我的经验来看，台湾的企业主在这个议题上，其实是陷入传统守旧与期待突破的自缚局面。因此，若是依照作者们的论述分析，应是探讨美国企业的“领导主管接班人管理”问题；但是在台湾，九成是围绕在“企业接班人”的情境上。

继任问题的中外对照

犹记得肯达路波猝逝消息传来时，正是美国股市的盘中时间。依照惯例，这段时间发生的重大事件在短短几分钟内，就立即反应在相关个股的行情上。事实证明，麦当劳当天的股价下挫了3％，可惜了肯达路波这一年来改造麦当劳所带来10.6％股价升高的努力。所幸，麦当劳公司随即宣布继任人选，由与肯达路波密切合作的总裁兼营运长贝尔接任执行长。贝尔虽然仓促接任，但以他和肯达路波的革命情谊，至少让慌乱的情势稳下来，而且没有传出过多反对的杂音。

反之，发生在全球卡通王国的迪斯尼公司，情况就相当不一样。迪斯尼掌门人艾斯纳过去二十年来同时双挂董事长与执行长，他的决策曾带领迪斯尼在全球发光，在日本、法国兴建迪斯尼乐园，也让迪斯尼老故事在现代科技下迈向“文艺复兴时代”，仍然无法面对连年来股东们对他的交相指责。今年三月的股东大会上，高达四成三的股东投票反对艾斯纳继续担任迪斯尼的董事长职务。

在台湾近来也发生一件相似的事件：中华开发工业银行的经营权争议。这整个事件，不仅止于发生在四月初股东会之前的委托书收购战火，中信集团早在去年九月就有计划地进行进驻中华开发工银，由中信金董事长辜濂松运筹帷幄，辜家老二辜仲负负责操盘、调度指挥。

辜濂松盘算中信金集团旗下的企业布局，缺少的就是投资银行这一块，早期合作伙伴骆锦明脱离中信、自行创设台湾工业银行，已经明说不要并入中信金，辜濂松放眼台湾金融界，就只有中华开发工业银行能够伸手介入。中华工银对中信金未来发展的重要性，不言已喻，辜濂松宁可交由自己的小孩来负责，一则确保最初的构想不至于被不相干人等扭曲，另则也能为辜仲找出更宽广的事业空间。

来看看在争议事件中，被排挤出去的原中华开发工银董事长陈敏熏。虽然陈敏熏具备金融专长，这和迪斯尼公司艾斯纳拥有影音娱乐专长，可以同样归属于“专业人士带领企业发展”的类型；不同的是，陈敏熏并不仅止于专业经理人的身份，而是迪化街纺织家族的后代。身为理隆陈家的长女，陈敏熏在求学过程就被送进美国学府，毕业后还转介到国际金融机构磨练，以同步培养她的专业能力与国际视野，目的在于将来好为家族事业接班。她在中华工银事件中出局，与她的专业素养没有直接关系。

辜仲和陈敏熏，都不是台湾企业的特例，或许该说，绝大部分的本土企业主所思考的接班模式，都是同一个样，栽培下一代的刻意，永远都超过从外界选才。本书两位作者提出六项理由，说明“接班人管理”重新引起为话题的原因，其中包括“领导能力是稀少且珍贵的资源”、“市场不断变迁，企业需要领导人引领”等等，是现代经济造成的竞争局面，台湾企业主应该能够了解，但是从猎人头公司中介企业接班人，或是指定的下一代擅自转任不相干的企业，都是台湾传统企业主万万不能接受的情境。

企业主管的转职，在目前的产经生态中确实稀松平常，快速变迁的科技和经济，让美国企业想要把“接班人管理”转化成为大小企业的竞争优势，我希望台湾的企业主一起正视这个问题。尤其是上市/上柜公司的永续经营，唯有交由适切的管理人才接掌，投资人才能期待企业的欣欣向荣。

家族关系是最有力的监督

如果说，美国的企业管理是国人所追求的现代化管理，那两位作者提出的“接班人制度七大要素”，在学理上有其参考之处，从前述的麦当劳个案、迪斯尼个案，都可以逐一分析作者的观察。例如，“发展经验和职位之间的强烈关联性”一项，若是贝尔没有经过与肯达路波的合作经验，熟知麦当劳的转型改革，累积的经验也为麦当劳董事会所认可，贝尔无法在短短的几个小时之内，被董事会任命接任执行长职务。

这一点，台湾的大老板们向来都做得非常主动，通常会看到指定的下一代接班人，单在公司里挂的头衔，诸如“副董事长”、“总裁特别助理”，就已经说明一切了。或许反对我看法的人会说，这些第二代多数是历经许多磨练，常是从最低微的职务开始，一步步地以工作绩效换取往上爬的机会，才能发展到今天贴近决策核心的地位。然而，以目前职场上的激烈竞争，有哪位年轻人敢不努力工作、争取表现？可是，为什么不会人人都坐上副董事长的宝座？问题就出在，有些人多了一个身份—大老板的小孩，在组织里的升迁明显比多数人畅通。

所幸，台湾的大老板们还不至于把阿斗儿子，排除众议硬挤为第一顺位的接班人，硬要在两位作者提出的“人才辨识”方面被评估者接纳。因此，我们可以看到，辜家兄弟、陈敏熏等新一代业主，都接受过国际级的学府训练，在职务上也能展现长才，外表看来处世得体，尽量不让父执辈的指定接班构想被外界质疑，甚至刻意让外界辨识出自己的无穷潜力，完全作好接任的准备。

有趣的是，作者们还提到，在接班人制度中，追踪考核的重要性。台湾的大老板们对于这一点一定是拍胸脯保证，“从小看着长大的小孩，除了自己，还有谁最能长期监督呢？”即使是小孩过于娇纵，也还有上一代的阿公、阿妈、叔伯阿姨们可以出面说二句话，家族企业内的权力分赃、恐怖平衡，由不得年轻一代胡作非为。华人社会中的关系包袱，比美国管理学者动辄以“量化”、“质化”的衡量标准，更容易获得监督接班人的效果。

虽然台湾的企业主，并没有随着企业的现代变革，而紧跟上美国企业的当代管理做法，但是前面所述的真实传统做法，事实上早也是大家默许的本土制度化“传子，不传贤”，向来是台湾的大老板们内心的永远盘石。

台湾企业主的意图，众人周知。因此，无论在台面上哪位“贤者”坐上了公司的高位，或是新闻报导上又点名了哪位人才被挖了角，其实都无关乎大老板们的最终决定，真正的接班人总是在组织的某个角落，摩拳擦掌地准备。

从某一个角度来看，这可能会给企业文化带来负面影响。例如，彻底看穿大老板想法的某些主管，会采取随风转势的因应策略，牵就公司的“政治生态”，在大老板面前表现出“绝不争第一，也不放弃第二”的谄媚态度，以辅佐大臣的高位为职涯目标。对于这类人才的接替管理，算不算是作者们讨论的范围？我很想知道。

善用猎人头的两面刃功效

我已经是临届退休的职场老兵，前面所述都是国人“不愿坦白承认的事实”。但是，我并不因此而对企业的进步发展感到灰心。将来总有一天，全世界的企业，包括台湾的企业，终究会整理出一套大家都能接受的“接班人管理制度”。目前，台湾的科技上市公司，在企业承传的做法上，比较符合两位作者形容的理想化接班人管理，而这些公司也比较懂得运用猎人头公司（高级职位中介商），节省接班人才的成本付出。

提起猎人头公司，有的科技、金融业者会恨得牙痒痒，因为好不容易培养的目标接班人才，经过猎人头的搅和而春心大动，不消时就成了竞争对手的囊中宝。猎人头行业也在市场需求旺盛下，生意愈来愈好、揽才的配套条件愈来愈有制度。既然自家公司的接班人选，有可能被挖走，我建议业者，不妨花钱请猎人头公司代为寻觅各阶层主管更适合的接班人选，尤其是企业组织正面临转型、变革的关卡，有必要导入外面的人才及资源，有助于加速平息变革的阵痛，让企业及早进入下一波快速成长的轨道，这也是接班人最能发挥功效之处。


本文作者简介

美国马里兰大学核工博士，中兴保全前任总经理，现任中兴保全常务董事、永润食品公司董事长，财团法人自强基金会董事长，国立清华大学校友会长暨兼任教授。
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