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| often tell colleagues that |
don® read any Peter Drucker
books until they are more than
10 years old, because his
thinking is at least a decade
ahead of my understanding.

In reflecting on succession
planning, | went back to his
1973 classic, Management:
Tasks, Responsibilities,
Practices. He contends that
developing competent succes-
sorsis an Celementary
responsibility which a business
enterprise owes to society.Op.
420. However, he specifically
differentiates management
development from Creplace-
ment planningOan activity he
argues is a Quseless exerciseO
that Omay even do harmOp.423

On page 411, Drucker describes
a past practice of the Catholic
Church in selecting the people
who fill a bishop® position by
rotating among those who, by
temperament, are primarily
pastors, theologians, or
administrators. All three styles
are needed in a diocese, but
one person is unlikely to
display them all. Therefore, he
reports that the church in
managing diocesan succession
does not try to find someone
just like his predecessor, but
rather specifically looks for
someone who is different.

That®& a good model for CEO
succession as well.

Succession Planning
VS.
Planning for Succession

I am not a believer in succession planning, but | am a strong advocate of
planning for succession. What | mean is that | am skeptical of programs
that often become very large bureaucratic, paper exercises. However, |
agree with Drucker (see Sdebar) that developing competent successorsis
a fundamental obligation of leaders and organizations.

For ten years of my professional career | was a VP for
HR, first at United Health Services and later at Johns
Hopkins. As | attended national HR conferences, | was
impressed by my colleagues who had sophisticated
succession planning programs in place. | am sure many
of you are familiar with them. Typically, there isan
elaborate evaluation and documentation system that
cascades through all levels of management. Often they
use red, yellow and green lights to summarize
advancement potential.

As | studied and learned more about these systems, however, my
admiration faded. Aswith many other Qprograms, Ol saw that the paper
often became more important than the purpose. | applauded the idea
that companies were conscientious about selection and that they spread
awareness throughout all levels of the organization. That isasit should
be. It seemed, however, that more energy was being placed on thinking
about development than actually doing it.

To focus on development calls for changesin attitudes and actions. The
leaders and organizations most effective at developing new leaders have
several elementsin common. For example:

I These leaders believe in development. They role model learning
and application. They invest their time and attention.

I They behave generously. They enjoy coaching and mentoring.
They also expect to learn from those they mentor.

I They build development into the work itself, rather than
expecting it to come from books, courses, and instruction. They
assign interesting projects and provide growth opportunities that
challenge others to make substantive contributions to the mission
of the organization.

I They encourage innovation. They are ready to take risks with
young people and to support the risks that they, in turn, take.

I They have high standards; they test and stretch others.

I They build onindividual strengths; they don® make clones.

I Development of self and othersis planful, but not programmed.
Mentoring is modeled, encouraged, supported, and rewarded, not
imposed.

Thus, the task of the leader in planning for succession isto help othersto
learn and grow. And that isthe help a consultant should provide as well
because attention to individual development, more than any program,
will position the organization for both continuity and change.

Continued on next page



Succession Planning and the
Next Generation

I see no hope for the future of our people if they
are dependent on the frivolous youth of today,
for certainly all youth are reckless beyond words.
When | was a boy, we were taught to be discrete
and respectful of elders, but the present youth
are exceedingly wise and impatient of restraint.
-~attributed to Hesiod (8th century B.C.)

When | speak with senior managers, | sometimes
hear them despair of long-term succession planning.
They lament that the next generation, who are now
the middle managers of their organizations, don®
share their work ethic, skills, or commitment to the
mission. And they pull out their hair about the
young people just being hired. Therefore, they say,
succession planning is doomed before it starts.

| don® agree with their reasoning, but | must agree
with their conclusions. If you believe that the
people behind you are not capable of moving up,
succession planning is doomed before it starts.

When | first heard negative comments about the
next generation coming out of the mouths of baby-
boomers, | was astounded. | thought they were
teasing me, sarcastically imitating their elders from
the 6083, who considered the long hair, music, and
politics of the boomersto signal the end of
civilization, as they knew it. The boomer anthem,
after all, was O8ex, Drugs, and Rock & Roll.O

| soon realized, however, that they were serious.
They apparently had forgotten two things: first, that
they themselves had been seen as slackers and
rebels, and second, that every generation criticizes
the next (and previous) with little real substance.
My father® generation was criticized by his father,

yet they grew up to be the so-called QGreatest
Generation.O

Each generation seems to be marked by character-
istics that make it different from its predecessors.
Therefore, it isjudged to be worse when viewed by
the elders. | think some humility and perspective
are called for. Arational look at our own histories
should make humility easy. And advancing age
should make perspective possible, or we have lost
one of the cardinal benefits of growing older.

Recently, | asked a young physician just out of
residency what traits of his generation he felt could
be most valuable to organizations. He reflected a
moment and said, ONe try to simplify things, to
remove unnecessary steps, and to work more
efficiently.O | thought about all of my colleagues
attempting to install lean production methodsin
their organizations and wondered if they realized
they already have in-house advocates to whom they
could turn.

Before | had a chance to comment on this, the
young physician continued: CHowever, | worry about
the interns just coming out of medical school. They
just don® seem to be aswell prepared as we were.O
And so it goes.

I don® think succession planning is doomed, but it
doesrequire an attitude adjustment. We need to
look at the benefits the next generations bring to
the table. We do need to train them and share our
insights with them, but we also need to be mentally
and emotionally ready for thisto be a two way
street.

Teachers must be prepared to learn if they want to
be effective and inspiring teachers. | contend that
the same istrue for leaders.

OWe have a saying in the movement that we don't trust anybody over §0.0
-- Jack Weinberg, Berkeley activist 19603
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