Candidate Development Program Model

For Executive and Critical/Difficult to fill Positions
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Philosophy
Candidate development does not operate in a vacuum.   It is complemented by and relies upon the efforts of workforce and strategic planning as well as performance management strategies.  In order to successfully accomplish this integration, the Candidate Development Plan is based on the philosophy that it is in an organization’s best interests to develop staff to be prepared to assume different leadership levels rather than particular positions.  Candidate development stresses the development of internal candidates to fill critical positions, both leadership and non-supervisory.  This is not meant to dissuade agencies from recruiting candidates from outside of the state system to meet a particular need.  A good example of this situation would be in the legal or medical fields, which require highly specialized training and/or licensure.

This approach ensures that you don’t want to put all of your candidate development planning “eggs” in one basket.  Ideally, after developmental activities, there will be multiple candidates ready to fill each key position.

A state agency choosing to implement a candidate development program shall seek approval of their program from the state division of personnel prior to program implementation.  All candidate development programs shall adhere to the minimum criteria established by the state division of personnel, its’ rules, policies and pertinent collective bargaining requirements.  Successful candidate development programs build into their program a “fairness measurement” to help ensure potential candidates are treated fairly and without bias.
PREPLANNING

Depending on how large a candidate development program is, pre-planning can be very demanding or in a very small program, quite simple.  One of the very first considerations is to determine the scope of your program and how many critical positions are going to be identified initially.  However, what is most important is to determine the appropriate leadership level of these positions.  While individual job descriptions may change, due to factors such as reorganization or modifications to an organization’s mission, the leadership level of a particular position is more constant.

Another key decision during pre-planning is determining how many people will be on the candidate development planning team.  If the candidate development program is to include all key leadership and non-supervisory positions, the involvement and buy-in of the highest levels of leadership in an organization is absolutely essential.  Without this buy-in, candidate development programs will not succeed.  On the other hand, if the candidate development program is limited to only a few positions, then the managers affected may be quite capable of committing the necessary resources themselves.  The size of the team will largely be dependent on how big the candidate development program will be.  For a large organization, this may be a core team of 5-10 or more members, which can be augmented as necessary.  In a small candidate development program, the “team” may well consist of one or two members.  Whichever situation applies, it is important that the team is composed of knowledgeable, competent and trustworthy employees that can maintain confidentiality.

It is best to identify program parameters at this point as well.  How many staff members can be realistically developed during a given period is a very important consideration.  Identifying an application process for entry into the developmental pool and determining what the minimum entry requirements will be are also important.  During preplanning, it is essential to identify what type of assessment instrument will be used to identify strengths and areas of improvement in the developmental pool, collectively and individually; just as important, this is the point where developmental activities should at least be thought of in rough terms.  This process will help identify resource needs, such as money, time, on-the-job training, off-the-job training and e-learning.

COMMUNICATE THE PLAN

Before any candidate development planning initiative is implemented, it is critical that affected staff be informed.  While the extent of a candidate development program planning initiative may vary, there are some key points that remain constant.  Of these, the most primary message should be that inclusion in the developmental pool is no guarantee of promotion.  Likewise, exclusion from the pool is no guarantee of exclusion from promotion.  Another key point is that the parameters for being formally assessed and assessment methodology need to be clearly communicated to all staff.  Most organizations do not have the resources to implement candidate development programs simultaneously throughout the system.

IDENTIFY KEY LEADERSHIP AND CRITICAL POSITIONS
The most fundamental step in candidate development is to identify the key leadership and professional positions that have the greatest impact on achieving organizational strategic goals and objectives.  “Can we function at our desired level of service if ________ was not available for an extended period?” is a great starting point to addressing this issue.  While candidate development program planning’s primary focus is on leadership positions, most enterprises have critical non-supervisory positions that should be accounted for as well.

The next step in candidate development is to identify what these critical positions require collectively to perform successfully.   Assess the impact that these positions have on the organization and outside entities and determine the most appropriate leadership level [front-line supervisor, middle-manager or senior manager] and group these positions collectively.  Focus on competencies with an emphasis on generic competencies rather than career specific expertise.  Finally what results are expected from these positions must be addressed as well.  To address results, the impact of employee, process, customer and business measures should be accounted for as well.

The ultimate goal in this stage is to identify the 5-11 competencies that are most closely related to successful performance as well as scope of operation and leadership results.  It may be necessary to convene a panel of knowledgeable experts to reach a consensus of the appropriate grouping of jobs.  The output from this step should be a list of critical positions that are grouped by leadership level and accompanying characteristics [competencies and proficiency levels, scope of operation and leadership results].

ASSESS CURRENT STAFF AGAINST REQUIREMENTS OF KEY LEADERSHIP AND CRITICAL POSITIONS

Assessment of current staff can be both formal and informal.  In an informal assessment, the reviewing manager has already identified his or her critical positions and is now determining how many of these can be filled by existing staff.  This process is called assessing bench strength.  It is vitally important that any one employee not be counted on as the primary replacement for any one critical position.  Remember, this program develops a pool of potential candidates for leadership and critical/difficult to fill positions.
In more formal approaches, it is important to pre-establish eligibility criteria for the assessment.  Once the criteria are established, little or no deviation from them should be tolerated.  Tenure with the agency and/or state, satisfactory performance ratings and requisite amount of supervisory experience are examples of selection criteria.  Again, it is best if these criteria are identified during the pre-planning phase.  Another crucial consideration in the formal assessment process is to determine how potential development pool candidates are nominated.  For example, do candidates simply nominate themselves or must they be nominated by management?  These are both viable approaches.  Both methods have positive and negative factors.  Self-nomination has the aura of an inclusive process, but also leaves the possibility of an unmanageable amount of applications.  On the other hand, management nomination could spark the appearance of favoritism, but has the benefit of limiting the absolute number of applications.  

The next step is to decide upon an assessment methodology that is based on the characteristics identified in the previous step.  It is recommended that the assessment of current performance is completed by direct supervisors while the evaluation of staff potential is typically done by the manager two levels above the staff member.  A single multi-rater [such as a 360 degree assessment] approach can be used to evaluate the competencies, impact, and leadership potential of each candidate.  This can be done as simply as a pen and paper model or more elegantly, by using a multi-rater electronic assessment.  A multi-rater assessment is effective when it includes assessment ratings from peers, sub-ordinates, other managers and appropriate stakeholders/contacts.  What model works best for an organization or part of an organization may vary, but a multi-rater approach generally has a higher degree of validity, which is important in the case of legal challenges.  Selection or non-selection into the program shall not be part of the employee’s record.
Each of the decisions mentioned in this step are best addressed during the pre-planning phase and should be clearly communicated to affected staff prior to implementation.  

DEVELOPMENT OF HIGH POTENTIAL EMPLOYEES
By definition, high potential employees have smaller gaps in competencies and proficiency levels, leadership results and scope of operation than other staff members.  Research consistently indicates the best method to close gaps in these areas is hands on experience.  This means key assignments, such as job rotations, task force leadership, attendance at legislative sessions and other experiential activities should be reserved for high potential employees.  These activities tend to be extremely limited in an organization, so high potential employees should receive the bulk of these assignments.

Other developmental activities, such as coaching and mentoring, formal classroom training, e-learning and other self-directed learning can be offered to all staff, including those not designated as high potentials.  Progress should be monitored using individual development plans.  The output from this step is a list of hands on experiences that high potential candidates may be given, along with appropriate general developmental activities that all staff may participate in.
EVALUATION OF CANDIDATE DEVEOPMENT PLANNING PROGRESS
There are numerous ways to evaluate the progress of candidate development in an organization.  For example, the same assessment methodology identified in the last paragraph of page four and first paragraph of page five could be administered in 6 month increments to determine what progress was being made.  What is truly important is that the evaluation methodology be determined during the pre-planning phase along with what are considered successful outcomes.  For example, during step 2, it might be discovered that of 10 critical positions, only 2 could be considered capable of being filled internally.  A reasonable goal could be that within 18 months of developmental activities, 4 of those critical positions could be filled internally.  Having made this statement, though, it is critically important to keep your high potential candidates fully engaged throughout their tenure with your organization.  Otherwise, they may accept another opportunity outside your organization.  Situations vary by organizations, so what is appropriate for one organization may not meet another organization’s requirement.  The output from this step is a pre-established monitoring system that has clearly stated objectives to identify what constitutes success in the program.
State of New Hampshire

Division of Personnel

Candidate Development Program Model
Candidate development is a course of action developed to ensure a knowledgeable labor supply exists to replace personnel leaving the organization regardless of the reason – resignation, termination, transfer, death, disability, or retirement.  
The goal of the Candidate Development Program is to provide state government agencies and boards’ assistance with implementing a candidate development plan that is flexible and meets the agency needs, while remaining aligned with the state’s goals and objectives.  This includes examining how workforce planning is linked to staffing and determining how candidate development should be linked to competencies.

Candidate development is dependent upon the efforts of workforce and strategic planning as well as performance management strategies.  To successfully accomplish integration between workforce and strategic planning it is the Workforce Planning Committee’s philosophy that it is in an organization’s best interests to develop staff to be prepared to assume different leadership levels rather than particular positions and each candidate will have an individualized development plan.  This model also assumes a phased approach and consists of the following steps and process flow:

Step 1:  Pre-Planning

Step 2:  Communicate the Plan

Step 3:  Identify Leadership Competencies [all levels]

Step 4:  Assess Bench Strength 

Step 5:  Identify Talent

Step 6:  Develop Talent

Step 7:  Evaluate Candidate Development Program
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Step 1:  Pre-Planning

Pre-planning is a very significant part of the candidate development process.  During this step, the candidate development team is identified and objectives of the program are defined to ensure that they are aligned and integrated with the agency’s strategic goals and other human resource practices.  Pre-planning also involves laying out the basic design of the program and establishing an Implementation Plan to ensure that the program is carried out effectively.  The output from this step is a workforce strategy action plan that outlines major action steps, persons responsible, and timeframes for completion of each step in the candidate development process.

Step 2:  Communicate Plan

Buy in at all levels within an agency is critical to implementing an effective candidate development program.  In this step, a communication strategy is established to inform stakeholders about the purpose and value of candidate development and the objectives and specific content of the agency’s program.

Step 3:  Identify Leadership Competencies

In this step, leadership levels [e.g. Upper/Executive level, Mid-level administrators, and Entry-level supervisors] and corresponding leadership characteristics are identified.  First, the appropriate leadership level is identified for each leadership position.  Next, the leadership competencies and results required for success at each level are identified.  These characteristics will be used as the basis for determining bench strength and for assessing, developing, and selecting future leaders.  Output from this step is a list of positions, scope of operation, and leadership levels.

Step 4:  Assess Bench Strength

Bench strength is defined as the number of critical leadership positions that have at least one person ready to successfully assume the role and responsibilities of each of these positions.  Bench strength assessments can serve as a baseline measure of an organization’s ability to fill positions from within.  In such cases, organizations evaluate the effectiveness of a candidate development program by comparing the number of positions that have someone ready to successfully move into them before and after implementation of the candidate development program.  Output from this step is a Bench Strength Assessment Worksheet the agency has created to document this information.  Note:  References to a list have been eliminated.

Step 5:  Identify Talent Gaps

This step involves assessing employees on multiple dimensions and comparing them with successful characteristics that have been determined to be associated with a specific leadership level.  The results of these assessments provide useful information regarding employees’ potential to take on greater leadership responsibilities and their strengths and areas for development.  Employees who demonstrate appropriate competency proficiency and scope levels and a history of getting successful results are identified as having high potential and may be selected to participate in a structured set of activities to rapidly prepare them for higher leadership positions.  The output for this step is a group of employees who will enter the development pool.

Step 6:  Develop Talent and Fill Gaps
Development strategies for each leadership development pool should be based on information gathered during the talent assessment process.  Different approaches to development may be necessary to address proficiency or scope of operations issues versus issues related to results.  Although many strategies are available to develop employees, the key is to identify the right combination of strategies that prepares them to successfully taking on higher leadership roles within the organizations.  The outputs of this step are leadership development activities and Individual Development Plan for each member of the development pool.

Step 7:  Evaluate Candidate Development Program
This step involves measuring the impact of the candidate development program upon established objectives.  After sufficient time following implementation, program processes and results should be periodically reviewed to assess whether program objectives have been achieved and to identify areas for improvement.  Once the evaluation has been completed, modification to the program should be made as appropriate.  The output for this step is a summary of the effectiveness of the candidate development program, which includes recommendations for improvement.

Tools used for candidate development

1. Individual Development Plan Chart

2. Multi Rater Competency Assessment Form

3. Candidate Development Tracking Form

Candidate Development Program 

Basic Principles
The Workforce Development Committee found there is no single definition for a candidate development program and other states may have more or fewer steps to their program.  The Workforce Development Committee has determined that a productive candidate development program will address future needs and outcomes through a strategy that is flexible and individualized to meet the agency’s needs, while remaining aligned with the state’s goals and objectives.

The workforce development committee has determined a candidate development program must meet the following requirements to be successful:

· Candidate development is aligned with goals/objectives of the State.

· Candidate development is aligned with goals/objectives outlined in the agency’s strategic plan.

· Candidate development is part of a comprehensive workforce development plan, performance management tools, and leadership development.

· Identifies critical leadership and professional positions.

· Identifies common competencies of critical positions.

· Tracks candidate development progress.

· Provides feedback to candidates.
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