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Though the role of Human Resources for Talent Management is well
established, there is still a need to identify and develop the best practices for a
successful Succession Planning through Talent Management practices in line
with organizational sustainability. Future generations need to be identified,
developed and retained within the organization to hold the key and critical
leadership roles. Finding solutions to current industry issues related to
Succession Planning for organizational sustainability in the changing socio-
economic environmental condition by way of in-depth study on best Talent
Management practices is the need of hour
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1. Introduction

Sustainability is defined as continual growth without compromising the needs of future
generations. In the organizational context, it is survival of organization in the Volatile,
Uncertain, Complex and Ambiguous (VUCA) environmental condition, maintaining
a sustainable growth. To achieve sustainability, an organization must have a
succession plan. This succession plan includes developing and positioning of present
and the future leaders, who takes the key and critical leadership roles as and when
required. The right person is to be identified and placed for the key leadership and
critical roles at the right time.

In the current economic environment, Indian Public Sector Units (PSUs) are in a
quandary state while positioning the top leaders. Many a time, two or more roles with
additional responsibilities are held by a single person or the position is kept vacant for
a long period for want of the right person for the role. An ad hoc arrangement is made
to keep the functions moving for the time being. This has a major impact on
organizational growth and sustainability. There are basically two ways to fill these
positions — either by developing people within the organization from the identified
talent pool or by recruiting them from outside. The latter has pros and cons related to
availability, cost involvement, acceptability, impact on loyalty and culture of the
organization, etc. Identifying the in-house talent through various Talent Management
Processes and developing them for the critical and key leadership roles is preferable
and well accepted by the team. This is a win-win situation, where the organization
finds the right person for the leadership roles and deserving employee gets job
satisfaction with their career growth.
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There are several studies and research work done earlier in different sectors and
different areas, both internationally and within the country, which elaborate the
relationship between Talent Management Practices and Succession Planning. The
importance of successful Succession Planning over organizational sustainability and
organizational development is also discussed at various forums. Yet, there is a need to
develop and implement the best Talent Management Practices for a successful
Succession Planning to achieve organizational sustainability. The prevailing Talent
Management Practices in Indian PSUs needs to be critically analyzed and studied in
detail to develop, align with the organizational goal keeping in view with
organizational sustainability.

2. Purpose of Research

The purpose of this study is to identify the significance of Succession Planning on
Organizational Sustainability and to explore the best Succession Planning methods in
the current scenario. Organizations need to grow continually without compromising
the need of the future generation to achive sustainability in the Volatile, Uncertain,
Complex and Ambiguous (VUCA) environmental condition. They have to be ready
with their future leaders, especially for key leadership positions, to face emerging
situations. Succession Planning is a challenge for Indian Public Sectors Units (PSUS).
Various Management Practices are adopted to identify and develop future leaders
within an organization. Studies in the past have established the relationship between
Succession Planning and Talent Management. Every organization enforces
Performance Management System (PMS) as basis for Succession Planning. There is
still a need to identify the gap and develop an improved system to identify talent,
develop and retain them for the future. There is a need to find answers to these
questions - What are the Talent Management practices that support Succession
Planning? What is the significance of PMS over Talent Management? What is the
relevance in integrating these two and how does it contribute to achieve organizational
sustainability?

3. Methodology

The study is done with a method using mixed approach of Qualitative and Quantitative
analysis of data collected from various Indian PSUs of different sectors. Prevailing
management practices in Indian PSUs related to Succession Planning and Talent
Management Practices were reviewed through study of Policy/guidelines, Procedures
and Reports related to Human Resource Development (HRD). Feedback on perception
of employees was collected through interactions with key stakeholders including
Functional Managers, Human Resource Managers and leaders at Middle, Senior and
Top Management levels from various PSUs. The inputs collected were analyzed using
thematic analysis to connect Talent Management, Succession Planning and
Organizational Sustainability.

a. Data Specification: The data is collected from sample of 10 each from
Middle, Senior & Top Management bands and HR Managers based on above
methodology from Indian PSUs under different Sectors (Steel, Coal,
Minning, Avionics, Oil and Power) — SAIL, Coal India Limited, NMDC,
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BEL, HAL, BPCL, HPCL, ONGC, OIL, BHEL, NTPC, Power Grid
Corporation of India Ltd.

b. Prediction and Results: This study would provide an insight into the
importance of Talent Management and Succession Planning and to explore
its best practices with improved methodology to achieve organizational
sustainability. It would elaborate on the impact of several Talent Management
practices on Succession Planning and would also recommend the best
practices for continual organizational growth. The study would thus provide
a big picture by integrating Talent Management, Succession Planning and
Organizational Sustainability.

The study suggests an inclusive approach of Talent Management for successful
Succession Planning. It recommends identifying and developing in-house talent pool

for critical and key leadership roles withholding trust and loyalty among employees
thus achieving organizational sustainability.

4. Literature Review & Discussions
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[Source: Prarthana Ghosh, Spiceworks, What is Talent Management? Definition, Strategy,
Process and Models, 2022]

Talent management is a strategy, which runs through identification, utilization,
development and retention of Talent in an organization. It covers careful
implementation, regular checks, and continual improvement.

The 6 Principles of a Global Talent Management Strategy: In 2012, researchers

from the MIT Sloan Management Review detailed six key principles that make up an

effective global talent management strategy. While the world of work has changed

considerably, with more people than ever working remotely, these six principles of

global talent management still hold true

1. Alignment with strategy: The talent management should be in line with the
organizational strategy.

2. Internal consistency: The strategy should lead to internal consistency of
organizational performance.

3. Cultural embeddedness: Organizational culture should embed its employees’
values and culture.


https://www.spiceworks.com/user/about/prarthanaghosh
https://sloanreview.mit.edu/
https://shop.sloanreview.mit.edu/store/six-principles-of-effective-global-talent-management
https://shop.sloanreview.mit.edu/store/six-principles-of-effective-global-talent-management
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4. Management involvement: Talent Management must involve the management
(apart from HR team)

5. Balance of global and local needs: The organizational both the needs to be taken
care of.

6. Employer branding through differentiation: Employer branding is most attractive
for the best talent to join.

A 9-Box Grid Model is widely adopted by most of the Indian PSUs, which explains
the Succession Planning methodology for identifying and developing the inhouse
Talent for the Key Leadership positions.(Erik van Vulpen, n.d.)

9 Box Grid
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(Erik van Vulpen, n.d.)

The decision is taken about identifying Talent Pool and Talent Management strategies
in the process of Succession Planning involving three major steps, i.e., Evaluating
Performance, Evaluating Potential and then bringing these two dimensions
together.(Erik van Vulpen, n.d.)

Performance goals are kept SMART (Specific, Measurable, Achievable, and Relevant)
by every PSU and the ratings on performance against KRA/KPI is very objective. But
the identification and measurement of Potential is a subjective matter. The perception
is vague and varies from person to person. However, Erik van Vulpen has explained
the guideline for rating the potential of an employee on the following basis:

Low Potential: The employee is working at full potential and is not expected to
improve, either because they are at maximum capacity or because of a lack of
motivation.

Moderate Potential: The employee has the potential to further develop within their
current role. This can be in terms of performance but also in terms of expertise.

High Potential: The employee performs well beyond the expectations of their current
position and responsibilities. They are likely ready to take on roles and responsibilities
with more complexity.
(Erik van Vulpen, n.d.)


https://www.upwork.com/resources/employer-branding-for-recruiting
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The interpretation on the above is subjective in nature depending on working
condition, the line managers, organizational policy, market condition and many more
other factors. The true potential is not identified without adopting a strategic tool like
Competency Mapping, 360-degree feedback or Assessment Centers. There is a big gap
in final rating and ratings against performance, which keeps on increasing with higher
management bands in the hierarchy. Filling this gap is a challenge to achieve
successful Succession Planning.

Once the Talent is identified, there is a need to develop them for the present and future
need. Different Talent Development practices are adopted for developing the in-house
talent viz. exposure to different functions for better understanding of interdepartmental
dealings, geographical orientation for exposure to various challenges and exposing
them to various developmental programs (both functional and behavioral).

Last but not the least, is to retain the developed talent by keeping them motivated to
avoid career plateau situation. Experienced employees need to be engaged and given
responsibilities according to their competence and potential.

Conceptual Framework:

Developmental
Competency Assignment &

Mapping Exposures

Developmental Succession Organizational

Talent Identification Program Planning Sustainability

Talent Development  |—!

HRD Policy

Talent Retention |7

5. Observations and Discussion

Following points emerged out with the interactions at various levels:

1. The employees who have been rated consistently high in their Performance
Appraisals are provided with the better opportunity for the Key and Top
Leadership roles.

2. In most of the Indian PSUs, promotion policies are not made available to every
employee. However, these policies are available with HRD for a specific
management grade.

3. Indian PSUs follow the path of selecting and developing people for the key

leadership roles from the available talent pool based on seniority in grades and
their ratings through Performance Management System.
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Seniority of employee is considered for various opportunities primarily from the
date of joining of an employee in a specific grade rather than their joining in the
organization.

Competency Mapping exercise is not done in most of the Indian PSUs. The
frequency of such exercise is too low (once in 10 years or so0), if at all done.

The results of Competency Mapping are not shared with the Functional Heads or
the Authority for deciding the final rating. It is with HRD only, and only the scores
are disclosed to the concerned employee.

The current year Appraisal Rating of an employee is affected significantly by the
previous year ratings as it is almost impossible to improve the current year ratings,
if an employee is rated low in the past due to some unfavorable condition.

The ratings in the past also impact on Bell Curve, which is still existing in most
of the Indian PSUs.

The information about ratings on Competence, Values and Potential is vague
amongst the people working in the field. There is no plan or action to improve on
these parameters.

Most of the Indian PSUs did not implement 360-degree feed-back technique. Even
if it is done, the results are not disclosed or discussed with the concerned
employees.

Talent Development Programs are designed in such a way that the people of high
PMS rating are getting maximum and best exposures in flagship Management
Development Programs such as Senior Management Programme, Advance
Management Programme, company sponsored/paid management programs from
the best Management Schools.

Foreign trainings and exposures are taken as reward and recognition rather than
development opportunities.

A variety of experiences (geographical as well inter-departmental) attracts no
positive impact on career, rather it is having a negative effect due to time and
energy spend for tunning with a new set of people in line with Appraisal Ratings.
Once developed within the organization, it is difficult to retain the best Talent due
to limitations in Compensation and Benefits by Indian PSUs. People at Senior and
Top Management level leave PSUs and join competing companies for their own
benefits in their career growth and other opportunities. Sometimes, it is also due
to the pressure by changing political environment.

The selection for the top leadership roles is influenced by lobbying and political
influence to a large extent in most of the Indian PSUs irrespective of their
exposures in the subject field.

The core value of an organization is affected by the top leadership. If the person
from outside is placed on the Top (example: Head of HR or Chairperson), it has a
significant impact on Core Value of an organization thus impacting the
organizational culture.

There is a significant impact on loyalty and Organizational Culture, when a Top
Leader from outside an organization is placed and retained for a significant period.
Organizational Performance and Sustainability is also affected by the positioning
of Top leaders in the organization.
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6. Recommendations

1. Itis better to develop in-house talent than recruiting them from outside to avoid
deviation in organizational core values and culture, which has a long-term impact
on organizational sustainability.

2. Talent Management practices need to be inclusive of Talent Identification, Talent
Development, and Talent Retention with the help of various tools in addition to
Performance Management System/Appraisal Ratings, Competency & Potential
Mapping, 360-degree feedback, Assessment Centers, variety of exposures to
different roles and responsibilities.

3. Performance Management System needs to be aligned with organizational goal
rather than Appraiser’s demand for continual improvement.

4. 360-degree feedback evaluation should be shared and discussed with employees
by the functional heads/authority for final Appraisal Ratings.

5. Frequency of Competency Mapping is to be increased (once in every Performance
Appraisal Year)

6. The Score on Competency Mapping should also be shared with the Departmental
Heads for further development. Currently it is disclosed to employees and kept
with HRD only.

7. Exposure to versatile roles and responsibilities and variety of experience should
be given proper weightage during identifying and developing talent pool for Top
Leadership roles.

8. Bell Curve categorizes employees in different segments, which is de-motivating
for employee’s professional growth and in turn on organizational performance.
Recommended to be removed.

9. Subjectivity of Rating on Competence, Values and Potential needs to be
minimized, which is having increasing effect on Talent Management and
development at Middle, Senior and Top Management level.

10. Distribution Ratio of Performance Ratings based on KRAs/KPIs and Competence,
Values and Potential needs to be reviewed.

11. Cumulative effect of grades should be reviewed and minimized while identifying
Talent for the critical and key leadership roles.

7. Conclusion

While exploring the best practices for Succession Planning to achieve organizational
sustainability, there is a need to take a holistic approach rather than just picking the
best performers for the Talent Pool. Talent Management Practices, Succession
Planning and Organizational Sustainability cannot be dealt with separately.
Organizational sustainability can be achieved by a continual growth in organizational
performance without compromising employees’ professional/career growth within the
organization. Talent Management is an ongoing process, which starts from beginning
till end and it continues even when employees leave the organization.

8. Limitations and Future Studies
This study is done with limited PSUs under various sectors in India. There is a scope
for further study with International PSUs and Private Sector Organizations and
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Government Organizations too. The geographical area can also be extended for further
studies.

9. References

1. Adebowale, O.J., & Agumba, J. N. (2023). A Meta-Analysis of Factors Affecting
Construction Labour Productivity in the Middle East. Journal of Construction in
Developing Countries, 28(1), 193-220. https://doi.org/10.21315/jcdc-12-21-0192

2. Ahmad, R. (2018a). The Influence of Transformational Leadership
Characteristics On Succession Planning Programs In The Malaysian Public
Sector.

3. Ahmad, R. (2018b). The Influence of Transformational Leadership
Characteristics on Succession Planning Programs In The Malaysian Public Sector.

4. By, S., & Sivakumar, M. (n.d.). Perception Of Human Resource Professionals on
Succession Planning-A Study Related to Selected Private Limited Companies In
Chennai Degree Of Doctor Of Philosophy In Commerce.

5. Diab, A, Atalla, G., Ahmed, N., & Elbassal, M. M. (2023). Linking succession
planning to nurses’ performance management: The mediating role of career
development. https://doi.org/10.21203/rs.3.rs-3154486/v1

6. Erik van Vulpen. (n.d.). 9-box-grid[1].

7. Garavan, T. N., Carbery, R., & Rock, A. (2012). Mapping talent development:
Definition, scope and architecture. In European Journal of Training and
Development (Vol. 36, Issue 1). https://doi.org/10.1108/03090591211192601

8. Hirsh, W. (2006). Succession planning Demystified. In Succession Planning
Demystified (Vol. 36, Issue 2).

9. Jindal, P., & Shaikh, M. (2021). Talent Retention: A Mediator f the Relationship
Between Talent Management Strategies and Succession Planning. Asian
Academy of Management Journal, 26(2), 117-142.
https://doi.org/10.21315/aamj2021

10. Laub, J. A. (1999). Assessing the servant organization; Development of the
Organizational Leadership Assessment (OLA) model. Dissertation Abstracts
International, Procedia - Social and Behavioral Sciences, 1(2).

11. Okhawere, N. E., & Felix Isibor, O. (2016). Succession Planning in Nigerian
Public Organizations. https://www.researchgate.net/publication/333241053

12. Phillips, J. J., & Edwards, L. (2008). Managing Talent Retention, An ROI
Approach. In People and Strategy (Vol. 32, Issue 3).

13. Pila, M. M., Schultz, C., & Dachapalli, L. A. P. (2016). Factors related to
succession planning in a government department in Gauteng. Problems and
Perspectives in Management, 14(4), 145-153.
https://doi.org/10.21511/ppm.14(4-1).2016.02

14. Report of the Committee on HR Issues of Public Sector Banks. (2010).

15. Robinson, N. C. (n.d.). Cover illustration & design by
www.sagepublications.com

16. Rothwell, W. (2005). Effective succession planning: ensuring leadership
continuity and building talent from within. In Amacom.



Mihir 101
About Our Author:

Mukesh Mihir is a Mechanical Engineer from MNREC, Allahabad and HR
Professional from NMIMS, Mumbai. He has obtained additional qualifications on
“The Cutting-Edge Programme” form IIM, Ahmedabad, Courses on “Sustainability”
from University of Illinois, “Politics and Economics of International Energy” from
Paris School of International Affairs (SciencesPo), “Harvard Manage Mentor” from
Harvard Business Publishing and ECIN programme from Energy Conservation Centre
under Association for Overseas Technical Scholarship, Japan. He has versatile
Industry Experience in O&M, Cryogenics, Sales & Marketing, Technical Services,
Institutional Business and Human Resources at different levels. He has also worked
under the Ministry of Petroleum & Natural Gases, Govt. of India as Joint Director,
Petroleum Conservation Research Association. While pursuing as a research scholar,
he has presented papers in National and International conferences. As an author - his
Articles / Papers have been published in various National/International Journals. An
experienced faculty on Energy Conservation, having worked in managerial cadre in
Energy Sector for three decades, he is currently into L&D.



