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Introduction 

Our approach to Talent Management (TM) will help 

ensure our people have the knowledge, skills and 

behaviours needed for both their career aspirations, 

as well as our current and future organisational 

needs. We want to make TM and succession 

planning a core business process, supporting both 

the PeopleFirst agenda and our wider 2025 

University Strategy Map. 

 

To support this aim we are using the Talent 

Conversation Tool and an adaption of the 9-Box 

Talent Grid (a popular tool for talent and 

performance management). The combination of this tool and grid will enable our Schools, 

Services and Vice-Chancellor’s Executive Group to visualise the performance and readiness for 

progression of our staff community and help to create succession plans. Further details can be 

found on this short video. 

 

Who is Talent Management for?  

Our underlying principle is that everyone has talent and potential, therefore our approach to TM 

applies to all staff, full and part-time, permanent, and temporary.  

 

What are the benefits of using the Tool and Grid? 

❖ It provides a transparent mechanism for assessing development needs and opportunities for 

progression.  

❖ It helps us to retain people in key academic, professional support services and technical 

services roles. 

❖ It helps align development planning and career pathways. 

❖ Supports the creation of School, Service and University ‘talent maps’ and ‘talent pools’ to help 

inform succession planning. 

❖ It allows us to anticipate forthcoming vacancies, and, where appropriate, filling them with 

internal talent. 

❖ It helps us to pinpoint gaps where external recruitment is needed. 

https://www.analyticsinhr.com/blog/9-box-grid/
https://www.analyticsinhr.com/blog/9-box-grid/
https://www.youtube.com/watch?v=gRJDKN99KDM
https://www.analyticsinhr.com/blog/9-box-grid/
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Our Talent and Succession Planning Process 

 

 

 

 

Organisational Strategy

University Strategy Map and Schools & Services Strategic 
Planning.

Our Current & Future Talent Needs 

Supporting new & existing roles and projects in our 
Schools & Services and/or across the University.

Talent Conversations

Using the Talent Conversation Tool (as part of the PDPR 
process).

Talent Mapping

Completed 9-Box Talent Grids (using the PDPR system on 
iTrent).

Succession Planning

Internal progression or external recruitment. 
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How do the Tool and Grid work together?  

The tool structures the review of people in their current role, measuring their ‘performance 

objectives’ and ‘behavioural expectations’, as well as exploring their career aspirations and 

potential for progression. The horizontal column on the grid indicates a person’s ambition and 

readiness to progress. The vertical rows identify whether they are currently below, meeting or 

even exceeding their performance and behavioural expectations. The intersection of the two 

determines where they currently sit on the 9-box talent grid. 

 

NB: The tool is most frequently used to enhance our PDPR (appraisal) process, but equally can be 

used as a standalone process. 

 

How do I rate performance and behaviours? 

Rating performance should be relatively simple, as all staff should have measurable performance 

objectives as part of their PDPR. Our simple performance ratings scale, outlined below, helps 

provide consistency, fairness, and transparency. 

 

Performance 

Rating 

What does this look like? 

Exceeding 

Expectations 

Outstanding performance against their objectives, not only meeting but often 

surpassing expectations. NB: This rating is typically reserved for people who 

consistently excel beyond their peer group.  

Meeting 

Expectations 

 

Meeting their performance objectives, supported by appropriate evidence.  

 

Not or Partially 

Meeting 

Expectations 

Not currently meeting their performance objectives, usually evidencing how 

some but not all aspects of their objectives have been met. 
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Rating behaviour can be more difficult, as it’s often less factual and largely based on perceptions 

and interpretations. People Managers will also be rated against attributes outlined in the 

Huddersfield Leader Framework. 

 

Behavioural 

Rating 

What does this look like? 

Exceeding 

Expectations 

Seen as a role model for our University values, associated behaviours, and 

the attributes outlined in the Huddersfield Leader Framework (if also a people 

manager). 

 

Meeting 

Expectations 

Demonstrates our University values, associated behaviours, and the 

attributes outlined in the Huddersfield Leader Framework (if also a people 

manager). 

 

Not or Partially 

Meeting 

Expectations 

Not currently aligned with our University values, associated behaviours, and 

the attributes outlined in the Huddersfield Leader Framework (if also a people 

manager). 

 

 

 

 

 

 

 

https://staff.hud.ac.uk/media/intranet/content/hr/peopleampod/HudderfieldLeaderFramework.pdf
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What is a Talent Conversation and how does the process work? 

A talent conversation is very similar to a PDPR (appraisal) discussion, and most managers and 

staff will combine the two (although the talent conversation tool also works as a stand-alone). They 

work so well together because both are about looking back at people’s performance and forward 

at their ambitions and potential. The talent conversation should be an open, honest, and two-way 

process, where a manager works with their staff member to review and understand where they sit 

on the 9-box talent grid. Using a coaching style, managers should explore the individual’s 

performance, behaviours, and ambitions, and then consider the most appropriate development 

opportunities for them.  

 

NB: It could be helpful for individuals to place themselves on the grid as a conversation starter. 

 

 

NB: The ultimate decision as to where someone sits on the grid should be taken by the manager. 

Prepare for 
Talent 

Conversation

1. Both manager and staff member familiarise themselves with the tool and 
grid.

2. Gather any appropriate evidence.

Hold Talent 
Conversation

3. As part of the PDPR process or as a stand alone meeting.

4. Development planning based on the grid position. 

iTrent and 
Benchmarking

5. Following the talent conversation, staff members position on the grid 
should be recorded on the PDPR system (via iTrent, using the appropriate 
drop-down option).

6. To help remove bias, managers are encouraged to share good practice, 
hold standardisation meetings and de-brief their discussions with other 
peers/managers in their School or Service.

https://itrent.hud.ac.uk/tlive_web/wrd/run/etadm001gf.open
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What does Talent Development involve? 

After the talent conversation a tailored development plan should be implemented for staff 

members. These plans are usually outlined in their PDPRs and should be monitored on an on-

going basis.  

 

NB: To support our University’s equality, diversity and inclusion principles, special consideration 

should be given to developing talent from under-represented groups. 

 

What is Talent Mapping?  

After each Talent Conversation, people managers record their team member(s) position on the 9-

box grid through the PDPR system (via iTrent, using the appropriate drop-down option). This 

mapping process helps create an overall talent picture, which can be used by Schools, Services, 

and the Vice-Chancellor’s Executive Group to inform both strategic development and succession 

planning. 

 

NB: The 9-box talent grid is especially useful for Schools or Services in transition, or that have 

experienced significant changes in their staffing levels. 

 

 

 

 

 

https://itrent.hud.ac.uk/tlive_web/wrd/run/etadm001gf.open
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What does Succession Planning involve? 

It involves Schools, Services and Vice-Chancellor’s Executive Group discussing potential 

vacancies or opportunities to work on projects (in the immediate, medium, and longer term) and 

consider which staff may be most suitable to fill any positions, using the completed 9-box grid as a 

guide.  

 

Resources 

❖ Video about giving and receiving feedback. 

❖ Huddersfield Leader Framework. 

❖ Video about succession planning. 

❖ 360-degree feedback, based on our Huddersfield Leader Framework. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

https://www.linkedin.com/learning/giving-and-receiving-feedback/the-art-and-science-of-feedback-2?u=42583876
https://staff.hud.ac.uk/media/intranet/content/hr/peopleampod/HudderfieldLeaderFramework.pdf
https://www.linkedin.com/learning/search?keywords=9%20box%20tool%20for%20succession%20planning&u=42583876
https://unitube.hud.ac.uk/Login.aspx?SourceURL=/View.aspx~q~id=35660~5h~zDbHwV8UBu&br=507
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