This is the CalHR Combined Workforce and Succession Management Plan Template designed to help state organizations prepare compliant and effective workforce and succession management plans. “Combined” means it is two plans (one workforce plan and one succession management plan) written in one document, with both plans sharing the required elements they have in common. This document is not required and is intended for use as a helpful tool and reference.
Note: Throughout this document, a green checkmark [image: Checkmark indicating an HR Manual Policy 2901 requirement] indicates an HR Manual Policy 2901 requirement for either both plans or only one of the types of plans.
Workforce and Succession Management Plan Title


Organization Name
Organization Logo
20XX-20XX

Note: It is your organization’s choice whether to use fiscal or calendar years.
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Current plan covering no more than a five-year span, unless otherwise strategically aligned with enterprise goals.
Note: If the plan covers more than five years, use the appropriate fields in the CalHR Annual Survey to explain the reason.
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[bookmark: _Toc228176706][bookmark: _Toc1126884609]Message from Department Director 
Message of support from the Department Director (or equivalent top executive for your organization) about why and how they are supporting these plans and how these plans support the department’s goals and mission. 
Consider communicating: 
· Importance of workforce and succession management plans
· Summary of workforce planning and succession management process
· Division/program areas that contribute to the development of the plans
· How the plans address the organization’s unique challenges
· Expectation for organization-wide involvement
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Signature of Department Director.



[bookmark: _Toc228176707][bookmark: _Toc1802235439]Introduction 
Identify the purpose of the workforce and succession management plans for your organization. Explain why the workforce and succession management plans are important. Include any history that has an impact on the organization’s current or future workforce needs.
[bookmark: _Toc228176708][bookmark: _Toc294994771]Strategic Direction 
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Description of how plan(s) aligns with strategic goals and any workforce-related risk controls indicated in SLAA report. 
Explain how these plans support your organization’s mission, vision, and values. 
Clearly state how the workforce and succession management plan goals support and align to the organization’s strategic direction, any workforce-related risk controls included in the Statewide Leadership Accountability Act (SLAA) report, Underutilization Plan for any areas of significant underutilization as identified in the Annual Workforce Analysis, and any Diversity, Equity, Inclusion, and Accessibility (DEIA) initiatives. 
Example
These plans support the department's strategic goal of building workforce resilience and addresses SLAA-identified workforce risks. They also integrate findings from the Annual Workforce Analysis. Furthermore, these plans align with the department’s Underutilization Plan objectives of addressing classifications with significant underutilization.


[bookmark: _Toc228176709][bookmark: _Toc1582756526]Environmental Factors 
Describe internal and external environmental factors that are impacting your workforce and contribute to challenges and trends addressed in your workforce and succession management plans, such as legislation, technology, organization reorganizations, and historical and cultural events. 
Example of some challenges and trends: 
· Demographic shifts in the labor market 
· Recruitment and retention 
· Retirements
[bookmark: _Toc228176710][bookmark: _Toc394736118]Methodology
Describe the workforce planning and succession management approach and process. How and why the workforce and succession management plans are organized and designed as they are. 
Briefly describe how this version of the workforce and succession management plans may differ from previous version(s). Specifically, what changes have been made to address new or ongoing workforce challenges? 
Follow the State of California Workforce Planning Model, which guides development of strategies that align staffing with the strategic mission and critical needs, and the State of California Succession Management Model, which provides tools to identify critical positions and prioritize succession management strategies. 
[image: Figure 1: Statewide Workforce Planning & Succession Management Models ]
Identify individuals and/or division/program areas that were partnered with to solicit input on current and future workforce challenges.
Also consider: 
· Completing a comprehensive workforce data analysis (Current staffing, vacancies, and tenure) 
· Obtaining executive staff and/or program area input through a facilitated session or survey 
· State Controller’s Management Information Retrieval System (MIRS) Reports 
· HR Net, Census Dashboard, Persons with Disabilities Dashboard, Upward Mobility Dashboard, and Workforce Analysis and Census of Employees
· Meetings with HR management, EEO coordinator, DEI specialist, and other subject matter experts
· Workforce surveys and reports
· Workforce Planning and Development Tool Survey
· Leadership Succession Planning Survey


[bookmark: _Workforce_Overview][bookmark: _Toc228176711][bookmark: _Toc598778779][bookmark: _Workforce_Overview_]Workforce Overview 
Build a workforce profile that includes both current staffing and competencies as well as projections based on historic trends to predict your future staffing needs. Qualities and characteristics of your workforce (weaknesses, strengths, unique qualities, etc.)  
If applicable, include graphs throughout the Workforce Overview section to better illustrate current outlook or trends. 
Why this data matters: Using these tools and reports allows departments to clearly identify workforce gaps, understand trends, and plan targeted strategies for recruitment, retention, development, and succession management. These resources are meant to make the process easier. Use the tools that best meet your organization’s needs. You are not required to use every resource; instead, select the tools that align with your department’s priorities and operational needs. 
Tip: Ask yourself, “Which of these tools supports my organization’s workforce needs?” and start with those. 
Some useful tools and reports you may want to use to capture data you may use within your plan:
· Public-facing Dashboards (CalHR Website)
· Census Dashboard - CalHR Website
· Persons with Disabilities Dashboard – CalHR Website
· Upward Mobility Dashboard - CalHR Website
· Workforce Analysis and Census of Employees – All Public Dashboards
· Use HR Net
· Established and Vacant positions
You need access to log into HR Net to view this. Note: Someone from your HR shop may already have HR Net access.
· Any internal tracking
· Exit Survey
· Engagement Survey
· Retention Survey
· RPA system
You need to collaborate with your HR team to see how they are capturing separation and retention data.
· Workforce Data Workbook Template
· Use MIRS report
A Workforce Data Workbook Template and Workforce Data Workbook Instructions are included on the Workforce Planning Toolkit for guidance on compiling workforce data.
[bookmark: _Toc228176712][bookmark: _Toc317501593]Workforce Characteristics
An analysis of the workforce provides insight into who makes up the organization, what skills and capabilities are currently present, and how prepared staff are to meet both current and future business needs. Understanding these characteristics allows the organization to make informed decisions about recruitment, retention, succession, and development needs.
[bookmark: _Toc228176713][bookmark: _Toc669281564]Historic Trends and Future Staffing Needs
Reviewing trends in turnover, vacancies, separations, and retirement eligibility helps departments project future workforce needs and prepare for staffing changes. 
[bookmark: _Toc228176714][bookmark: _Toc1056314314]Retirement Eligibility
Illustrate the number of employees eligible for retirement based on age 50 or over, by classification/leadership level, and/or occupational series to understand areas at risk of retirement.
[bookmark: _Toc228176715][bookmark: _Toc536931772]Separation Snapshot
The Separation Snapshot provides the total number of separation types per 12-month timeframe. This helps identify patterns and potential reasons behind staff leaving the organization.
[bookmark: _Toc228176716][bookmark: _Toc1330711343]Turnover
The turnover rate is the percentage of employees in a workforce that leave during a certain timeframe. There are various types of turnover, but we focus on voluntary separations – when an employee voluntarily chooses to resign from the organization.  
[bookmark: _Toc228176717][bookmark: _Toc1942172221]Demographics 
Provide an overview of your organization’s current demographic profile. This should include but not be limited to describing current workforce demographics as it pertains to age groups, gender, ethnicity, veteran, disabled employee representation, and any classifications with significant underutilization. 
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Underutilization Plan for any areas of underutilization as defined in WFA.
Utilize results from the organization’s Annual Workforce Analysis provided in the Departmental Demographic Reports, 5102 Report and Departmental Utilization Report. Compare your organization’s profile to statewide trends, which can be found via the following resources:
· Annual Census Report
· Statewide Civil Service Demographic Statistical Reports 
Tip: Connect with your EEO Coordinator about this information.
[bookmark: _Competencies][bookmark: _Toc228176720][bookmark: _Toc676141134]Entrance, Stay, Engagement, and Exit Survey Results
Summarize employee preferences, experiences, and perceptions, as illustrated by your organization’s new employee survey, stay survey, engagement survey, exit survey, and/or other employee satisfaction measures. Include an attachment with additional measures if you have this information available. 
Note: You may have one or more surveys. If you don’t have any, ask yourself how my organization is measuring engagement and what informal feedback methods may already exist. 
[bookmark: _Key_Positions][bookmark: _Toc228265841][bookmark: _Toc869279667]Key Positions
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Identification of key positions. Key positions are defined as leadership, highly technical, and other mission-critical positions.
List all key positions ranked by most critical to least. 
A key position describes a position whose decision-making authority and related responsibilities significantly influence organizational policies, strategic goals, business operations, or mission-critical projects. 
A key position can be a leadership or managerial position or a highly specialized individual contributor position.
Identifying key positions helps determine where the organization is most vulnerable to turnover, retirement, or staffing gaps.
[bookmark: _Toc228265842][bookmark: _Toc451836720]Key Position Pipeline
Provide a snapshot of the key positions and associated career pipeline(s) for a high-level understanding of the career ladder leading to key positions.
[bookmark: _Toc228265843][bookmark: _Toc1441405011]Methodology Used to Identify Key Positions and Pipelines
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Methodology to identify and prioritize key positions and the pipeline(s) to potentially succeed them.
Describe the process/steps your department used to identify these key positions and their pipelines for succession management.
To identify and prioritize key positions, you may want to use these criteria:
· Strategic Impact: Influence on long-term goals and statewide initiatives
· Succession Risk: Likelihood of turnover and difficulty to backfill
· Specialized Knowledge: Technical or regulatory expertise that is hard to replace
· Operational Necessity: Role in daily functions and project execution
· Leadership Responsibility: Oversight of staff and programs
Note: You may want to evaluate each position across the above criteria or any other criteria that to wish to adopt to determine its criticality and priority for succession management efforts. Be sure to clearly document the criteria and process used to determine the key positions.
[bookmark: _Competencies_1][bookmark: _Toc228265844][bookmark: _Toc235208551]Competencies
Competencies represent the knowledge, skills, and behaviors employees in key positions need to perform effectively.  
Competencies help employees to: 
· Understand what is expected in their job  
· Discuss strengths and development areas with their supervisor/manager  
· Align training and development opportunities for current and future growth  
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Identification of a competency model.  
Identify the competencies necessary to successfully achieve the mission and critical functions of the organization.  
Competencies can be identified by core, leadership, organizational, occupational, or job specific. List and rank the most critical competencies, and how these competencies contribute towards your organization’s functions, strategic goals, mission, and overall success.  
The following competency models are available for your reference and/or adoption: 
· CalHR Core Competency Model 
· CalHR Leadership Competency Model  
Note: You may have your organization’s specific competencies. If you do, list them here. 
Understanding which competencies are most essential also helps identify gaps where development, targeted hiring, or knowledge transfer may be necessary, ensuring the workforce is prepared to meet current and future operational requirements.
Example
Our organization uses the CalHR Core Competency Model and the CalHR Leadership Competency Model alongside our department’s job-specific competency model to identify and rank the competencies that are most critical to achieving strategic goals and fulfilling mission driven responsibilities. Management is trained to identify competencies for duty statements and job postings, and the department uses this information to develop learning and development programs and assess training needs and career advancement readiness across the organization.
[bookmark: _Toc228265845][bookmark: _Toc306625360]Current and Future Competencies of Key Positions
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Current and future competencies of key positions.
This is related to the Key Positions identified for succession management.
	Key Position
	Current Competency
	Future Competency

	HR Manager 
	Workforce planning
DEI
Recruitment 
	Inclusive Leadership, Diverse Recruitment, Remote and Strategic Workforce Planning 

	IT Officer 
	Information Security 
	Customer Focus,
AI Integration 



Work with executive leaders to define or update the current and future competencies needed to be successful in the key positions using the organization’s competency models.
[bookmark: _Toc228176721][bookmark: _Toc1772032468]How these tools support the Gap Analysis process 
The gap analysis portion of the workforce and succession management plans helps departments compare their current workforce to the workforce they will need in the future. The tools provided assist you in identifying the gaps that may impact your ability to meet operational and strategic objectives. For example: 
· Turnover, retirement, and demographic reports help highlight classifications or units that may be at risk due to knowledge loss or staffing shortages.
· Skill and competency assessment tools identify where current staff may not have the skills required to meet future business needs.
· Turnover and separations data helps departments project future workforce needs and prepare for staffing changes.
· Recruitment and hiring data can reveal challenges in attracting or hiring talent in key areas.
· Succession planning tools help departments identify roles that lack a ready pipeline of trained or qualified candidates.
Reviewing these resources collectively provides a comprehensive understanding of workforce strengths, vulnerabilities, and future needs.
Note: Since this is a combined template, you have the option to create either one combined Gap Analysis section for both plans, or you may complete them separately as shown in the Workforce Gap Analysis and Succession Management Gap Analysis sections of this template. Our goal is to keep the template simple and easy to use. You may choose whichever format works best for your plans. Please ensure that, regardless of the option you select, all policy requirements for the Gap Analysis portion are met for both plans.
[bookmark: _Toc228270594][bookmark: _Toc1425732482][bookmark: _Workforce_Gap_Analysis]Workforce Gap Analysis
The purpose of the gap analysis is to identify workforce gaps that may affect the department’s ability to meet operational goals and service delivery expectations.
In each Gaps and Risks section below, identify your workforce gaps or challenges based on results of your organization’s current Workforce Overview and supply compared to current and projected needs. Use the tools/data that best align with their priorities; not all tools are required for every analysis.
Include any workforce planning related risk controls noted in the SLAA report and any classifications with significant underutilization as indicated in the Annual Workforce Analysis.
While you may find some workforce gaps in the Annual Workforce Analysis, you will have other gaps outside of this report. Remember to look at all the collected data to create a complete picture of your department's workforce gaps. 
Note: Your organization may see some of these, all of these, or completely different gaps and risks. The examples provided here are not necessarily what you will need to address and are only included as possibilities of common gaps and risks that many organizations face. Each organization’s gap analysis is unique so customize this section to reflect your organization’s process and results.
Tip: Work with leaders and executive sponsors to prioritize the most critical gaps to address in this analysis.
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Identification of current and future gaps between the staff and competencies that exist (supply), and the staff and competencies needed (demand), and how each gap was determined and strategies to address the gaps identified.
For detailed guidance on performing a workforce gap analysis refer to Phase 2 of the State of California Workforce Planning Model. 
Include the following in each Gaps and Risks section below:
· Describe the gap(s) or challenge(s).
· Indicate what measure(s)/factor(s) were collected and analyzed to assist in revealing the gap(s) or challenge(s) and methods of collecting data such as:
· Input from Executives, Senior Leadership, and management.
· Meetings with HR management and subject matter experts.
· Workforce surveys and reports.
· An assessment of internal and external environmental factors.
· Describe the risk to the organization if the gap or challenge is not addressed.
[bookmark: _Toc228270595][bookmark: _Toc727345636]Recruitment Gaps and Risks
Aim to address challenges, workforce development risks, and classification with significant underutilization revealing how to attract a diverse and competent workforce that may include but is not limited to the following:
· Diversity (Include any classifications with significant underutilization)
· Hiring process (e.g., turnaround time, professional and knowledgeable staff/managers)
· Recruitment efforts (e.g., how are candidates hearing about your positions, what is attracting them to state service)
· Difficult to recruit classifications
· Department specific classification
[bookmark: _Toc228270596][bookmark: _Toc1405917244]Retention Gaps and Risks
Aim to address challenges, workforce development risks, and classifications with significant underutilization revealing how to attract and retain a diverse and competent workforce that may include but is not limited to the following:
· Employee engagement (e.g., recognition, satisfaction)
· Opportunities for promotion and career growth
· Private sector competition
· Work-life balance
· Retention of diverse candidates (classifications with significant underutilization)
[bookmark: _Toc228270597][bookmark: _Toc1608129717]Employee Development Gaps and Risks 
Aim to address challenges and employee development gaps that may include but is not limited to the following:
· Limited access to professional development opportunities and training
· Lack of promotional opportunities
· Competency gaps
· Lack of clear career pathways
· Insufficient mentorship and coaching programs
[bookmark: _Toc228270598][bookmark: _Toc331363155]Knowledge Transfer Gaps and Risks
Aim to address challenges in capturing and sharing knowledge that may include but is not limited to the following:
· Barriers to knowledge transfer
· Lack of standardized procedures
· Lack of efficient sharing methods
· Tacit knowledge not being captured
· Limited training or onboarding in knowledge management practices 
[bookmark: _Succession_Management_Gap][bookmark: _Toc228265846][bookmark: _Toc1502250009]Succession Management Gap Analysis
The purpose of the gap analysis is to identify succession management gaps that may affect the department’s ability to meet operational goals and service delivery expectations. Describe the gaps and risks that may result in the loss of valuable knowledge and interruption to critical work functions due to turnover and/or a lack of bench strength for candidates to successfully promote into key positions.
Include any succession management related risk controls noted in the SLAA report and any classifications with significant underutilization as indicated in the Annual Workforce Analysis. 
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Identification of current and future gaps between the staff and competencies that exist (supply), and the staff and competencies needed (demand), and how each gap was determined and strategies to address the gaps identified.
Aim to identify challenges related to readiness of potential successors into key positions through the transfer of institutional and highly technical knowledge. 
Describe the ability of your workforce to successfully face potential turnover, restructurings, and changes in business strategy without interrupting the regular flow of business.
Factors affecting bench strength to consider may include but are not limited to the following: 
· Transferring critical knowledge and developing competencies necessary to perform in key positions 
· Separation trends 
· Retirement eligibility of current employees
Some key succession management gaps and risks may include:  
· No knowledge transfer guidelines
· Retirement eligibility risks
· Key person dependence
· A lack of qualified or ready individuals to fill key leadership positions when they become vacant
Note: Your organization may see some of these, all of these, or completely different gaps and risks. The examples provided here are not necessarily what you will need to address and are only included as possibilities of common gaps and risks that many organizations face. Each organization’s gap analysis is unique so customize this section to reflect your organization’s process and results. 
[bookmark: _Toc228265847][bookmark: _Toc1512661633]Trends and Demographics
Use this section to demonstrate the gaps and risks associated with separation trends, retirement eligibility, recruitment difficulties, or other data about potential supply gaps in key positions. These data may be related to the Workforce Overview section.
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Underutilization plan for any key positions that are in areas of underutilization as defined in WFA.
Document if any key positions are shown as classifications with significant underutilizations in your department’s Annual Workforce Analysis.
Note: If there are no classifications with significant underutilizations, or your organization is exempt from the Annual Workforce Analysis process, ensure that is clearly stated on the Annual Survey for CalHR’s review. Collaborate with your EEO coordinator about Workforce Analysis.
[bookmark: _Toc228265848][bookmark: _Toc1826284691]Competency Gaps
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Identification of current and future gaps between the pipeline’s existing competencies (supply) and the competencies needed (demand) to perform duties of key positions and targeted strategies for addressing the pipeline’s competency gaps.
Document where current incumbents or potential talent pools were shown to lack proficiency in current and future competencies for key positions. This is connected to the Competencies section. These will be the competencies that need to be targeted by succession management strategies.
[bookmark: _Toc228265849][bookmark: _Toc1473725388]Methodology Used to Identify Competency Gaps
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Methodology for assessing the pipeline’s current competencies and overall readiness for succession to key positions.
Describe how competencies and overall readiness were assessed when conducting this gap analysis including the steps taken and the tools used to complete the analysis.
Many departments use assessments such as surveys for participants to identify and rank proficiency in the top three critical competencies that contribute towards their ability to perform successfully in key positions.
Assessment tools may include: 
· Competency mapping
· Individual Development Plans
· Training and mentoring records
· Manager evaluations
[bookmark: _Toc228270600][bookmark: _Toc840241080]Workforce Planning Strategies
Based on the results from the Workforce Gap Analysis section and subsequent risks, identify the workforce planning strategies that will be implemented or improved upon to meet current and future workforce needs and promote an inclusive culture. 
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Underutilization Plan for any areas of underutilization as defined in WFA.
Address any recruitment, retention, or development initiatives or strategies from your underutilization plans in the following categories for workforce planning strategies, if you have any classifications with significant underutilizations. If there are no classifications with significant underutilizations, or your organization is exempt from the Annual Workforce Analysis process, ensure that is clearly stated on the annual survey for CalHR’s review.
Note: The following are examples of strategies and initiatives that organizations commonly used to address various gaps and priorities. They are provided as general examples and should be adapted to fit your organization’s specific needs and priorities. Ensure the strategies match the gaps identified in the Workforce Gap Analysis section. It is possible that an organization may only identify gaps in one or two categories. There is no need to include strategies in every category unless gaps have been identified in every category.
[bookmark: _Toc228270601][bookmark: _Toc585075726]Recruitment Strategies
Include any strategies included to address recruitment gaps including any that contribute to classifications with significant underutilization. 
Some ideas may include but are not limited to: 
· Develop training on recruiting
· Participate in a non-traditional apprenticeship program
· Leverage existing technology for recruitment
· Target recruitment strategies for hard-to-fill positions
· Establish internships with local training programs/colleges
· Increase social media presence
· Add DEI language on duty statement
[bookmark: _Toc228270602][bookmark: _Toc1389596293]Retention Strategies
Include any strategies to address retention gaps including any that contribute to classifications with significant underutilization. 
Some other ideas may include:
· Develop employee onboarding program
· Conduct stay interviews
· Employ employee engagement strategies for psychological safety
· Develop work/life balance, wellness programs
· Provide employees with career development information and opportunities
· Develop employee recognition program
· Explore flexible schedule/tele-commuting
· Develop workforce retention program to provide supervisors/managers with tools and strategies to assist in staff retention
[bookmark: _Toc228270603][bookmark: _Toc997187769]Employee Development Strategies
Include any strategies to foster and development opportunities throughout the organization.
Some ideas may include:
· Develop employee training plans
· Implement clear career pathways
· Identify and strengthen competencies
· Diversity, Equity, and Inclusion (DEI) training
· Pipeline development
· Leverage mentorship, coaching, and knowledge transfer programs
[bookmark: _Toc228270604][bookmark: _Toc238172567]Knowledge Transfer Strategies 
Include any strategies to capture and develop knowledge transfer strategies for sharing job-related tasks and information to ensure knowledge is available to our current and future employees.
Some ideas may include:
· Develop knowledge management practices to identify, capture, and leverage institutional knowledge (mentoring, cross-training, internships)
· Documentation of business processes
· Job sharing/rotation
· Develop cross-training opportunities
[bookmark: _Toc1236780859][bookmark: _Toc228265850]Succession Management Strategies
Based on the results from the Succession Management Gap Analysis section and subsequent risks, identify the succession management strategies that will be implemented to address the gaps to meet current and future needs in key positions and promote a culture of employee development. 
Succession management strategies generally aim to foster a professional and leadership development environment where employees can effectively transfer their knowledge to others and become equipped to successfully compete for career advancement into key positions.
Note: The following are examples of strategies and initiatives that organizations commonly used to address various gaps and priorities. They are provided as general examples and should be adapted to fit your organization’s specific needs. Ensure the strategies match the gaps identified in the Gap Analysis section. It is possible that an organization may only identify one or two strategies to focus on during the life of the plan.
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Succession Management Plans: Development strategies to position the organization’s pipeline for career advancement readiness.
Some strategies may include:
· Expand training in the competencies with the highest proficiency gaps
· Address key person dependency through knowledge transfer and job shadowing
· Implement knowledge transfer guidelines for managers
· Mentorship and coaching programs
· Leadership continuity planning
· Stretch assignments and project leadership opportunities for employees in key position pipeline classifications
· Create a formal Succession Management Development program
If your department is creating a formal Succession Management Program the Succession Management Program section may be used to document important details about the program.
Any employee development program is expected to uphold the merit system and participants in such a program are in no way guaranteed an appointment to any other position or promotional opportunities. Please see Part 2 - State of California Succession Management Model for more information.
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Underutilization Plan for any areas of underutilization as defined in WFA. 
Ensure this section also includes any relevant initiatives or strategies from your underutilization plans if any key positions are classifications with significant underutilizations. If there are no classifications with significant underutilizations, or your organization is exempt from the Annual Workforce Analysis process, ensure that is clearly stated on the Annual Survey for CalHR’s review.
[bookmark: _[Succession_Management_Program][bookmark: _Toc228265851][bookmark: _Toc407966966][Succession Management Program Name]
Note: Creating a formal succession management program is not a requirement of HR Manual Policy 2901. This information is provided as a reference only.
Program Overview
Provide an overview of the formal Succession Management Program, including:
· A description of strategies and various program components and which competency gaps they will address
· Strategies to address any key positions with significant underutilization as defined in the Annual Workforce Analysis
· An explanation of how strategies and various program components were determined as the best course of action for the organization
These strategies will ensure that internal candidates are prepared to step into key roles, while also identifying when external recruitment is necessary to fill key positions.
Candidate Pool
Identify the candidate pool that is the focus of the succession program and the rationale for selecting the candidate pool.  
Minimum Qualifications 
Indicate the minimum qualifications for employees to participate in the succession program, if applicable.
Application Process 
Describe the application process for the candidate pool, if applicable. 
Selection Process 
Describe the selection process for the candidate pool, if applicable. 
Key Position Pipeline Development Plan 
Describe the process for evaluating competencies to determine strengths, opportunities, for improvement, and overall key position readiness.
[bookmark: _Action_Plan][bookmark: _Toc1525736688]Action Plan
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Implementation of an action plan with solutions for addressing current and future workforce gaps that includes the following:
· Strategy description
· Alignment with strategic, WFA, and any Underutilization Plan goals
· Timeline for implementation
· Key Performance indicators
· Success Criteria 
Based on the strategies identified, develop a comprehensive action plan incorporating the five required elements. 
Briefly outline the strategy, its alignment, completion date, key performance indicators, and success criteria. 
Note: Every initiative in your Action Plan should have an anticipated completion date within the timeframe of the workforce plan.
It is best practice to include the workforce gap being addressed and identify who is responsible for coordination and implementation. Organize strategies in the way that is best for your organization, by priority and/or anticipated completion date.
Action Plan reminders:
· You don’t need to start all initiatives at once.
· Prioritize initiatives based on your organization’s critical needs.
· Adjust the initiatives based on priorities as needed.
· Set realistic timelines for each initiative.
· Start small, build momentum, and aim to complete all initiatives within the five-year window.


Note: You may add the Action Plan here and/or in an attachment. The following are provided as examples for illustration. There is no set number of strategies required. The Action Plan should contain the strategies the organization is committing to implement within the life of the workforce plan.
 Action Plans may be adjusted over time as changes arise. Please see Attachment A: Current Action Plan for more information.
	Strategy Description
	Timeline
	Alignment
	Key Performance Indicators
	Success Criteria

	Increase diversity of candidate pool
	January 2026
	Strategic plan and WFA action plan
	Percentage of diverse candidates in the pool. Current 12% and target 20%
	Candidate pool diversity reaches 20% by end of fiscal year

	Implement mentoring program
	March 2026 to June 2027
	SLAA report
	Number of employees successfully matched with mentors
	All mentees complete the 9-month mentoring program

	Expand and promote employee wellness program
	4th Quarter 2027
	Strategic plan
	Number of new wellness initiatives and/or wellness initiative partnership with agency
	New initiatives advertised and implemented quarterly

	Exit interview process revamp
	December 2027
	SLAA report
	Number of exit survey requests received vs. total turnover from organization
	Increase ratio of completed surveys to 50% 

	Knowledge Capture 
	January 2027 
	Strategic goal and SLAA 
	20% of the Knowledge Transfer documents in progress 
	Capture critical processes and knowledge for key positions

	Implement mentoring program 
	July 2026 to June 2027 
	SLAA – Key person dependency 
	Number of employees successfully matched with mentors 
	All mentees complete the 9-month mentoring program 

	Exit interview process revamp 
	December 2027 
	SLAA – Key person dependency
	Number of exit survey requests received vs. total turnover from organization 
	Increase ratio of completed surveys to 60%

	Offer leadership development program 
	June 2028 
	Strategic goal and SLAA 
	Number of participants enrolled in the leadership development program 
 
	At least 75% of enrolled participants complete the leadership development program 
 



[bookmark: _Toc228270607][bookmark: _Toc756035854]Evaluation and Monitoring of Effectiveness 
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Process and timeline to evaluate the plans’ effectiveness for accomplishing planned outcomes.
Describe the process and timeline for conducting evaluation of plan effectiveness.
Identify which division/program will own workforce planning and succession management, the process for operationalizing the plan and creating governance.
Example
Quarterly check ins and an annual review will measure progress toward goals and update strategies as needed using KPI and success criteria.


[bookmark: _Toc228265854][bookmark: _Toc1261526371]Conclusion 
Indicate what challenges you anticipate in operationalizing the plan and successfully implementing solutions, and how they will be mitigated. 
In this section, consider highlighting:
· Anticipated outcomes of proposed strategies to your workforce
· Organization’s future commitment to succession management
· Call to action
· Statement of encouragement to help build momentum
Example
Implementing the workforce and succession management plans will strengthen retention, build critical skills, support knowledge transfer, and enhance organizational resilience.


[bookmark: _Attachments][bookmark: _Toc228265855][bookmark: _Toc1017899234]Attachments  
· Attachment A: Current Action Plan 
· Attachment B: Competency Model
· Attachment C: Communication Plan 
· Attachment D: Key Position Pipeline Classifications
Note: You may add the Action Plan in the Action Plan section and/or as an attachment.  
Some organizations choose to add the Action Plan as an attachment so it can be updated over time as needed without updating the rest of the plans. This is labeled Current Action Plan in this template to demonstrate that a revised version of the Action Plan may be attached later. 
The Competency Model, Communication Plan and Key Position Pipeline Classifications attachments are highly recommended as part of your organization’s plans but are not required by HR Manual Policy 2901.


[bookmark: _Attachment_A:_Current][bookmark: _Toc228265856][bookmark: _Toc328420225]Attachment A: Current Action Plan 
[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Implementation of an action plan with solutions for addressing current and future workforce gaps. 
Note: As the Action Plan is updated or revised over time, the most current version should be attached to the plans and signed by the Department Director to confirm their support and commitment to the strategies it contains.
	Strategy Description
	Timeline
	Alignment
	Key Performance Indicators
	Success Criteria

	Increase diversity of candidate pool
	January 2027
	Strategic plan and WFA action plan
	Percentage of diverse candidates in the pool. Current 12% and target 20%
	Candidate pool diversity reaches 20% by end of fiscal year

	Implement mentoring program
	March 2027 to June 2028
	SLAA report
	Number of employees successfully matched with mentors
	All mentees complete the 9-month mentoring program

	Expand and promote employee wellness program
	4th Quarter 2028
	Strategic plan
	Number of new wellness initiatives and/or wellness initiative partnership with agency
	New initiatives advertised and implemented quarterly

	Exit interview process revamp
	December 2028
	SLAA report
	Number of exit survey requests received vs. total turnover from organization
	Increase ratio of completed surveys to 50% 

	Knowledge Capture 
	January 2028 
	Strategic goal and SLAA 
	20% of the Knowledge Transfer documents in progress 
	Capture critical processes and knowledge for key positions

	Implement mentoring program 
	July 2027 to June 2028
	SLAA – Key person dependency 
	Number of employees successfully matched with mentors 
	All mentees complete the 9-month mentoring program 

	Exit interview process revamp 
	December 2028
	SLAA – Key person dependency
	Number of exit survey requests received vs. total turnover from organization 
	Increase ratio of completed surveys to 60%

	Offer leadership development program 
	June 2027
	Strategic goal and SLAA 
	Number of participants enrolled in the leadership development program 
 
	At least 75% of enrolled participants complete the leadership development program 
 




	Director 
	 
	Date 





[bookmark: _Toc228265857][bookmark: _Toc2147096735]Attachment B: Competency Model
This is an optional attachment that relates to the Competencies section of the template and[image: Checkmark indicating an HR Manual Policy 2901 requirement]Policy Requirement for Both Plans: Identification of a competency model.
List the competency model(s) your organization uses.
[bookmark: _Toc228265859]
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[bookmark: _Toc1323053238]Attachment C: Communication Plan
Clearly identify roles and responsibilities at all levels and for all parties responsible for the success of the workforce plan. 
Describe your organization’s strategy for bringing organization-wide awareness and successful implementation of the plan, and how you will make the workforce plan accessible to all employees. Indicate how and when responsible parties will be notified of their responsibility and if additional training, consulting, or support regarding the plan is required to fulfill their role. (Add rows to the table as needed.)
	Communication  
Item/Message Content 
 
Should contain the information you want to communicate. 
	Audience and Purpose 
For whom is message geared?  
What is the desired outcome (awareness, buy-in, knowledge?) 
	Delivery Channel 
Email, live presentation, poster, website, intranet, etc.? 
	Content Creator 
Who will create the content? 
	Sender 
Who is responsible for communication delivery? 
	Schedule Date(s) 
 

	Kickoff of WFP implementation 
	All staff 
	Intranet posting and email. 
	Team Lead 
	Director 
	January 2025 

	Solicitation for WFP strategy focus groups 
	Division Managers 
	Team meetings 
	WFP Team  
	Division Chiefs 
	February 2025 

	Milestone achievement
	All Staff 
	Email 
	WFP Team Lead 
	Division Chiefs 
	June 2025 



[bookmark: _Toc228265858][bookmark: _Toc1833476998]Attachment D: Key Position Pipeline Classifications
This optional attachment to the plan is intended to list the key position classifications and their pipeline classifications that are the target of the succession management strategies laid out in the plan.
The CalHR Class Specifications search tool may be useful to help identify the classifications that make up the career ladder for the department’s key positions.
This attachment is an expansion of the Key Positions section.



[bookmark: _Toc228270613][bookmark: _Toc1075210402]Contact Information 

Organization Name
Street Address
Workforce and Succession Management Plan Owner Name and Title
Workforce and Succession Management Plan Owner Division Name
Workforce and Succession Management Plan Owner Contact Information
image1.png




image2.svg
  


image3.png
Succession
Management





image4.png




