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What we'll cover:

» Context - the UK Civil Service

» Techniques for retaining knowledge
» Stories

» Key learning points

» Discussion and questions
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The UK Civil Service

» 400,000 people

» 25 Ministerial Departments

» 21 non-Ministerial Departments
» 300+ Agencies and other bodies

» Some responsibilities UK-wide, some
devolved in part...
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The civil service is getting smaller. ..

Civil Servants
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Source: UK Office for National Statistics, April 2016
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...and it's getting older:

Percentage of civil servants in each age group, 2010 to 2015 (headcount)

Under 30 30-39 40-49 50-59 60+

33%

2015 2010 2015 2010 2015 2010 2015 2010 2015

I source: IfG analysis of ONS Annual Civil Service Employment Survey, 2010 to 2015. SCS figures also include civil servants at equivalent SCS level.
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So what are we doing about it?
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Different approaches across UK Government

» Handover reports
» Handover interviews
» ‘Audience with...’

» Work shadowing/parallel running
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Handover reports

>

YV V VYV Y V

Used by most
Departments

But! — irregular

Manager discretion QS

Limited effectiveness
Culture-dependent =~

Explicit information
mainly
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Handover interviews

» Used by some teams
» Good for tacit transfer
> lrregular

» Manager discretion

» Selective — key
individuals
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‘Audience with...” group interviews

» Used by some
Departments & teams

» Can be very useful — for
both knowledge transfer
and morale

» Need planning and time

» Good for all levels of
seniority
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Work shadowing (‘parallel running’)

» Most effective
technique

» Requires time
» Can be expensive

» Often not practical
or even possible
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Case studies Etda

developing people, improving young lives

» Training & Development
Agency for Schools . ENERGY

DEPARTMENT OF

AH BRI\ CHANGE
» Department of Energy &

Climate Change /
° Sz
> Welsh Government Wz

Llywodraeth Cymru
> H M Treasu ry & V\yelsh Governr)r/\ent

" HM TREASURY
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developing people, improving young lives

Training & Development Agency for Schools
» 17 years old agency

> Leaders in at beginning ; #

» Relocating 320 km “Zt -

> 350 staff, 95% not going 0 N

> One year to plan, one year leanéhesier&o(D%
to complete move I "



?
Civil Service
Learning t d a

developing people, improving young lives

Training & Development Agency for Schools
» Job shadowing

» Handover reports
» Handover interviews
» ‘Audience with...’ sessions
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developing people, improving young lives

Job shadowing
» |In many cases could ‘shadow’ for 3-6 months

» Results very good — joiners up to speed
quickly, few issues afterwards

» But — in many cases no leaver/joiner overlap,
SO no opportunity for shadowing
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developing people, improving young lives

Handover reports
» High adoption — 80% of leavers

» Where leaver/joiner overlap — effective

» But where no leaver/joiner overlap far less
effective

» Joiner needs opportunity to talk to leaver
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DECC - Voluntary Exit Scheme
» 200 staff leaving 31 March 2016, out of 1,500

» Mixed skills, seniority and experience — mostly
15 years+

» Approach was to go through managers
» Provided guidance plus tools — templates, etc
» Key was to act early
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» Detailed guidance
» For managers
» Copied to leavers

» Handover reports
used

» But —in many
cases left too late

DEPARTMENT OF

ENERGY

|Securing Knowledge »

&
of Erengy &
from movers and leavers o

A guide for line managers

Whan samecno leaves ormovas on wo nood 10 securo allthe doments thay workod with
or created, as wel as keep hok of or capure the key insights and know

acquired during their fime in the role. We need fo be proactive # we're to :vmd losing
imporian: material or having fo ‘reinvent’ haw to do the leaver's wark from the beginning

1. Don't walt - start early!

There's often much mare information & capture than at first appears, 5o several meetings or
discussicns wil usually be necessary, each buikiing on the last. For this reasan don't wait,
start 05 5000 a5 you can. Initially, ask the leaver o complete  handaver checklist (see
example at Appendix 1): this will help indicate how much more is required and provide a
basis for further knowledge gathering.

2. Identify the customer(s) for the knowledge or Information

h', essential o have a customer for the leaver's knowledge, somecne who will carry an the
leaver's work and who has a vested interest in capturing essential know-how. This may be

more than ane persan if the leaver’s work is to be shared. I a successor has yet to be

identifiod a temporary customer will be needed - someone that will leam from the leaver and

pass on that leaming when a successcr is idensfied.

Managing documents ané recced

3. Decide what knowledge or information
you need to capture

Be cloar what you need t gather from the leaver.

Don't bry 1o capture everything the loaver knows

about the role, rather focus on the key work activities

and buikd on those.

4. Choose approach(es) to take

There are many ways o elict or capture insights and
know-how, and a combination iz usually most
effective:

3. Handover Checklists
As a minimuem a handover checklist should be
completed for every leaver, capturing the key
elements of their rale, main contacts and warking a1 gt eaic Sas ekt — M 1e.
relationships and alzo - crucially - a record of the et (6 mdn i ecaial

fios and documents they uze and have created and
whera theze are stored (see side pancl). See
Appendix 1 for an example checkfst.

The checklist can be completed by the leaver ar

And finally. the beaver s2oud Sulets o
ramave any peraly persotal muers

together with the ine manager. Handaver checklists  giusieg solely o themsaves stores on
are usoful iools, especialy i the leaver's role ther Pulssante 1 casieats. 3c
invalves established routines or procedures. For relatieg 1o apsemsub, exseraes ¢
many reles, hawever, additional will be -

Pagetots

ECC - Voluntary Exit Scheme

necessary.

b. Parallel running or work shadowing
Where the leaver's work will be carried on by a knawn successor - and f ming and
availabiity permit - work shadewing iz an ideal way to pass on knowledge and experise
{which can be recorded by the successor(z), using a handover checklist as a guide).

c. Knowledge transfor interviews and discussions

We can pass on far more insight and understanding though a conversaion than we can
write down. Therefore face-to-face discussicns are cne of the best ways to learn from
leavers. Al its simplest the successor or line manager has a discussicn with the leaver, using
an aide memaire such as the DECC Knowledge transfer prompt sheet at Appendix 2 1o help
sinucture and record the meeting. Where appropriate a facilitator can be used to help keep
the discussion focused

Avariant of this approach is o have a sinuctured team ‘interview’. This shoud be faciitated,
profombly by a nondoem membar: ho lacnlnaw leads the discussion, encouraging the
leaver's colleagues fo poze qu for detail where appropriate. (An
aermative, # liming pormie, 1 1o va regula toam meotings ae O & A sesgions, wih 10
leaver's colleagues bulding up understanding of their work aver a period of weeks).

d.‘Audionce with...” sessions for senior leavers
This is an extansion of the interview approach, the biggest difference being the size of
audiance. Often uzed when senior o particularly expenienced calleagues leave, it pravides
an appertunity b a large team or diecicrate o leam from the leaver in a memarable way.
Here's how & warks:

* One or two feam members act as organisers: they agree a date and time with the leaver
and book a reom ar venue for the event, which will usually be around two hours long:

« The arganisers sclicit questians for the leaver from their colleagues, refine them i

necessary and zend to the leaver in advance of the event;

A Master of Ceremarnies' (MC) for the event is agreed (this can be the leaver's

successor, # there iz anel;

On the day the whole team or directorate attends; the MC presents the questions, the

leaver responds - and then the audience gets to ask fallow-up questions. Questions and

rezponses are recorded, for later circuation;

In s0me cazes the avent s follawed by a leaving party, which adds to the social nature of

the accasion.

Through this approach a wide range of topics may be covered. Impariantly, the questicns

are largely guided by thase who will carry cn the leaver's work. There are ather benefits: it is

a gaod way to recognise the leaver's contribution and can cantribute to int-team

awareness and understanding

Conclusion

There is no single way t secure knowledge and learning from leavers, as every situation is
different. At the minimum a handover checkist should be completed, capturing essential
details about the leaver's key acSvities, contacts and documents. In addition, the mare direct
discussicns and interactions there are between the leaver and those likely to take on ther
work. the mare certain # is that the most impor:ant knawledge and insights will be ‘captured’
bedare the leaver doparts.

For further advice contact the a i )

im@dece.

Pagezefs
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‘Audience with...’ senior Director
> Planned well ahead

» Gathered questions from
team members

» Successor facilitated

» Posed questions to leaver

» Audience then responds to
leaver’s answers
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Welsh Government
» Lost many staff in 2008, following financial crisis

» Planned handovers, but little happened in
practice

» Action was voluntary, managers waited until
staff due to leave

» Found it was too late — staff not engaged
» S0 made permanent changes
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Llywodraeth Cymru
Welsh Government

Welsh Government — ‘Headstart’

Change
Improvements
occurs

> Provides rationale and
timelines

Performance
level

Headstart mitigates
impact

Change Events

® Changes in leadership
Severity ® New processes introduced
® Reallocation of duties

® Staff leave/move

Duration

Time

Fig 1. : Headstart mitigates the impact of change on an organisation
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Llywodraeth Cymru
Welsh Government

Welsh Government — ‘Headstart’

ey M T R » Provides rationale and
YGSL ; in the future? @

= [}
g ] timelines
Is thete a Yes es
Successor? @ @

— At EENGy . T :
No knowledge? —
\\ Is the knowledge No > TOOIS to prlorltlse Ie

Is it critical | Yes @
fully documented? knowledge?
=T | ST rer A YO who to focus on
knowledge?
Conduct Headstart
discussion - Optional Does anyone
V' V'
@ Conduct Headstart &8 else have the iIb @
discussion - Reconmmended knowledge?
Conduct Headstart _
discussion - Importard |—N°. @
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Llywodraeth Cymru
Welsh Government

Welsh Government — ‘Headstart’

fannox A
Headstart -7/

Retaining Knowledge

*Suggested Questions* Liywodraeth Cymru
Vielsh Government

Pleaze use this form a2 2 template for yo staff
member. This list of questions isn't exhaustive, therefore if you con think of any quesons that
you believe apply to your toam locally, 3 space has been pravided at the batiom of the form for
you 10 records these.

‘Name [of stal member movinglleaving]:
DT Area & Division:

Key events and activities

Tan you describe the cycle of activiies o yourjob? |

oot
Reguar mestings | events (including key dates)
Peok and trough times during the yoar

Conlucll and Relatl nn-ﬁlpa
ou co & your ke g Tps. both T

S
Tompts:
How are your key contacts shared with the rest of the toam
you have any useful hort cut” contacts i can hel
have special reiaticnships with 3+ partieslocal authoritiesiprofoszional bodies?
s there anyone you use for *expert advise”, decisions o parissicns’
Was anyone particularly helpful / dfficult?

yw o get things done?

required for role

What do you cons

ToTe The os! valuabls sndlor unique Enowiedge that you ol
in your current rol

nd how did you acqu

Proma

you salely
What knawledgefinformation do you have that you consider would be hard to repiace?
What skills or knawledge do you have that no ane else in your DG/ division / toam has?
Have you received any specéi: raining that helped you in your role, f 50 where from?
Ave you s member of a profession and if 5o, which one?

Key Informatlon Sources
s hate S0 Koy Gocumentation (of oiber $0uroe) (aal You fad really Geeful 1 your

current role’

[Prompts:

How = this made available to others?

1 there anything you feel was miszing and woud have made your f casier?
sohware, . newsletiors and

Lo et seaou ot you may have.

', websites and

~

Provides rationale and
Imelines

» Tools to prioritise — ie
who to focus on

» Handover reports

» Interview guides

» Shared ‘living library’



Civil Service
Learning

Welsh Government — job shadowing

» Senior people — paired with successors for
months

» Retiring — handovers can start 2-4 years before,
Included in annual appraisals

» Supported and expected by leaders
» Can be very effective
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HM Treasury
» Use fixed-term assignments, 18-24 months

» High turnover — 30% leave or move out each
quarter

» High risk of knowledge loss

» Strong investment in routine handover
processes
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HM TREASURY

HM Treasury — handover process
» Driven by leadership
» Emphasis on leaver and manager
» Assessed by joiners after 3 months
» Monitored, measured, reported to leadership
» Culture — seen as ‘bad thing’ if not done

» 80%+ compliance
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HMTREASURY

8 Knowledge Management © How to... 2° Handover checklist
G HM Treasury “ro=sere=s i

&3]
\WSY Business Engagement » Project Delivery ~ Compliance and Commercial + SMT ~ Service Management A5
gag ) ery P ge
¢ i HM Treasury
Lt Handover checklist
nfoStore project
Vhat's a record? 1. Jobtitle
jenchmarking 2. Introduction
i i * Team deta”s SECTION 1: =2
ction planning ¢ Team and group structure — . e e
(M dala w team HM TREASURY H d JOb tltle
Aeeting readouts 3. Rolesand responsibilities (including links to content th: You may need ¢ andover | Branch name
"3 +  What the job entails o e NOtE Team name
3eing a Knowledge »  Area of focus for the role Welee o pboutussd Group name
>hampion e Key outputs for the role (and where they're store I have N A
iow fo *  Key lines totake > kay dacuments Date Your name
. Suggested objectives for the role u
{M for new joiners Pt GROUP (GROU
<nowledge basics 4. Table of work coming up in the next few weeks/mon o Thera i informa
There is a grou
xtemal collaboration 5. Meetings set up in the first few weeks, including kee bop CONTENT OF
The Treasury's (
you Store that you k
EDe s 6. Horizon scanned topics that may come up in the con S
Jinks The [GROUP N,
- = - o = jenerals) meet
(nowledge and 7. Email distribution lists 9
S 8. Stakeholder information I
shared documents e Key contacts in government, including Treasury sect N
e Key contacts outside govemment and commen sect SIT=S ENTRY]
. e
& Recycle Bin 9. Contentmanagement flodon
. How content is stored Responsibilios within the team ara as folows:
) Al Site Content P
j] € € . Where content is stored [BRANCH NAME 1]
e Links to content with immediate impact on ongc R Gt e =
10 Coursasthat mav ha of value E:::SSSLNE"\%ENZ'!MESI
[ROLE OF BRANCH]
[BRANCH NAME 3]
[BRANCH LEAD NAMES]

[ROLE OF BRANCH]
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» » Assessed by joiners after 3 months
- |

Excellent - comprehensive and detailed - it gave me a good understanding of the role

Wel(
Quite good - it contained useful information but there were some gaps
It lacke
Hirel
Informy
Wew
roles Very b
from
My pre
Youj) I've tak
hand 3. Which statement best describes the team or aroun induction vou ived (e.a. induction pack. inducti ion. meetinas with
yout Please add branch h
(We Exce Business and International Tax Internaticnal and EU
follow
Knom Quity Corporate Centre Ministerial and Communications
p Too | Economics Personal Tax, Welfare and Pensions
you
Infor Enterprise and Growth Public Services
il 2. Which st
Rebe I hac Financial Services Public Spending
Very u
I did Financial Stability Strategy, Planning and Budget
Quite 1
1. Wl Please ac Fiscal Treasury Legal Advisors
Too bri
Failed 6. What team are you in?
It wasr
My pre
I've tak 4. We nel
Please add What's y

5. What ¢
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" HM TREASURY

» Monitored, measured, reported to
leadership — and on Intranet

« We use the Staff Change Requést site to identify the n'ew joir;els an& leavers. This is ,where requests for staff to join, move to a new role or io Iealve Treasury are submitted.
+ These are the survey questions we use (in SurveyMonkey)

y joined your team

Which best your note? Which best your p 7 Which statement best describes the team or group induction you
Very brief and I had to 1 didn't get a
only marginally
helpful, 2.
It wasn't set up
for me

5%
Failed to add

.~ The main problem is
huge amount of new
{ info to take in, opposed
\ to any issues with the
level of information
o~ provided.

Would have been useful
to have some introductory
calls set up already for me L—
on arrival to ensure that |

had links to the right
contacts.

Predecessor had already left
— post, but has been great in
still finding time to have
handover chats, and been
very helpful when I've referred
to them for help / advice on
particular problems.
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Key learning points

» Act as soon as possible — don’t wait

» Get leadership commitment

» Focus on the recipient

» Support managers — give them the tools
» Use a range of approaches

» Measure effectiveness — and use findings
» Act as soon as possible — don’t wait!






