aadllas 3)50) (5y9 dils Sbrdaly Xy iy 9 0835k else Jao (Slib g s (VFF) b e 2 (2 (e dld g e gy Al oo (g9 pe 1 BB LI 592«"3
A=Y ()1 UL duaosi 5 o g bisel (5305 a8 il (Simpd g el lojls

ey90 (CC BY-NC 4.0) (2loS b Gollas o] g yiasd g0y dlie oyl Uil Cansl 0diias g 4y lato Alio ! L] Gois colos VE-F 8

ol 43S

1aalllan 8 590) (539 52 il SLodali 2 0 g1 et g 00 13 Jol g Juwo (S>3 g (o
(5905 W QT (K b g ol (o3l
TP Ol e g 2 sl e s i e il sk

Ol Ol OlLe REHN (93 e 05 S (S5 (s dils )
Ol O Ol ol&ils (w31 S 0aSCzils iy B an g 05 8 Glisls Y

Ol 0L Ol ol ¢y e 08 aKls  Slsl wle 5 (60 05,8 OLiils X

ali_davari@ut.ac.ir :J s sty 5 ool #
2SS

Ol B gy ol (5555 o bl (Simjd g ele lojls )3 (6y9 iy 05,155k 5 0 p s ol (e 9 plwlid p Sl ingh aa
5] Liabn gy o Sl i o35 b apo Jli S 5 o 51 45 Vo Jolit (g ylol dmals Al o slitzodls a5 3,55, s S ctalllas

by i sl o )5 los sl 5 (gyem b IS ab e aw (b L Lg)?is)f Al L3 L wdess Broe slranlins 3l 5l ool a i
Cuygale iy 5 cdiadid (glo b igel ¢ unsils azman (63,190 45 Ll sluainnd b € e bl o € I jomo 93 )3 (6ye el e sk i
gl Sl oyt 5 Shlen i (55531 )55 5l e bigal ol 09,5 03 )3 0k oty olge 2,5 oo 2 53 |y (kb s (53000652 5 01y, Shaal
8 e 3 (53,00 ol 3 6 5L 35S il e Cavgio o hipnl inc 5 ol e i i Hin 9 Lok
2 0938l s gl sl Slejl Hldy 5 (o5 ydeliy ¢ I o e ¢ gjluials ¢ obolaxiunl ¢ obs)l Jolis oo s 3 al,S clad pualy cpiomeds 03,5
Kol Sy ol (3855 315 L5 5.5 5 b 3,50 (symomile Sl 2 alSp3 1 Seilaa bl d g sleizn Jobe )

el Glojls ()3l 5 (K8 e b oS kil 5 lge 5 S oo lojon o e

Slsosly aplai 20y 1351 folae foisy sives Jolae 559 s peiiils 15 5195

Vo3 Ve syl oyl
WX o ViS5t )b
V¥ 5200 WY i ndy )0

V¥ e VF 0l o)l


http://creativecommons.org/licenses/by-nc/4.0
http://creativecommons.org/licenses/by-nc/4.0

How to cite: Mortezavi, S. S., Davari, A., & Fayyazi, B. M. (2025). Explanation and Design of a Model of Inhibiting and Driving Factors of
Succession Planning Programs (Case Study: Astan Quds Razavi Scientific and Cultural Organization). Training, Education, and Sustainable
Development, 3(3), 1-20.

Ulsjgol
9 Cayd

© 2025 the authors. This is an open access article under the terms of the Creative Commons Attribution-NonCommercial
Traleing, Education, 4.0 International (CC BY-NC 4.0) License.

and Sustainable
Development.

Explanation and Design of a Model of Inhibiting and Driving Factors of
Succession Planning Programs (Case Study: Astan Quds Razavi Scientific and
Cultural Organization)

Seyyedeh Samaneh Mortezavi', Ali Davari’*, Bibi Marjan Fayyazi’
1. PhD student, Department of Public Administration, University of Tehran, Tehran, Iran.
2. Associate Professor, Department of Entrepreneurship Development, Faculty of Entrepreneurship, University of Tehran, Tehran, Iran.

3. Associate Professor, Department of Leadership and Human Capital, Faculty of Management, University of Tehran, Tehran, Iran.

*Corresponding Author’s Email: ali_davari@ut.ac.ir

Abstract

The present study aims to identify and explain the driving and inhibiting factors of succession planning in the Astan Quds
Razavi Scientific and Cultural Organization. This study employed a qualitative research method using a grounded theory
approach. The statistical population consisted of 20 managers and experts involved in human resources who were selected
purposefully. Data were collected through in-depth semi-structured interviews and analyzed through three stages of open,
axial, and selective coding. The findings indicated that the causal preconditions of succession planning can be categorized
into two dimensions: “knowledge-based” and “strategic,” encompassing elements such as needs assessment, targeted
training, defining missions and clear objectives, and career path planning. Driving factors were identified in ten groups
including training, feedback, motivation, supportive culture, and the use of technology. In contrast, six categories of
inhibiting factors were determined, such as inadequate training, limited resources, motivational and structural barriers, and
strategic and operational challenges. Moreover, effective strategies were extracted in six domains, including evaluation,
talent identification, empowerment, knowledge management, planning, and organizational behavior. In addition, contextual
factors and intervening conditions with dual effects on the succession planning process were identified. The results showed
that achieving successful succession planning requires simultaneous management of drivers and barriers as well as aligning
models with the organization’s cultural and structural context.
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Extended Abstract

Introduction

Succession planning has emerged as a pivotal strategic human resource management practice that ensures
organizational sustainability, resilience, and continuity in leadership pipelines. In an increasingly volatile and
competitive environment, organizations face growing pressures to secure a reliable cadre of future leaders
capable of navigating complexity and change (Hoque & Zheng, 2024). The absence of robust succession
planning mechanisms can lead to leadership vacuums, loss of critical organizational knowledge, and
diminished organizational agility (Johnson & Lee, 2022). To mitigate these risks, organizations are
progressively embedding succession planning within broader talent management systems to align leadership
development with organizational strategic goals (Nguyen et al., 2021).

Succession planning effectiveness depends heavily on the integration of knowledge-based and strategic
foundations. A lack of clear career pathing, competency frameworks, and targeted developmental interventions
often weakens organizational capacity to respond to future leadership demands (Kumar et al., 2021). Research
also reveals that organizations relying on outdated or ad hoc approaches to succession planning struggle to
adapt to the dynamic challenges of today’s environment (Wang & Zhang, 2023). In contrast, data-driven and
systematic succession planning models enable organizations to identify high-potential employees early and
develop them systematically for future roles (Smith & Brown, 2020).

One prominent approach in this regard involves the development of “talent pools” that focus on the continuous
identification, development, and retention of high-potential employees. Talent pools provide flexibility and
strengthen organizational resilience by ensuring the availability of qualified candidates to fill critical positions
at short notice (Ali et al., 2023). Nevertheless, managing these pools often encounters challenges such as
cultural resistance, resource constraints, and insufficient evaluation systems, which can undermine their
success (Yudianto et al., 2023).

Organizational culture plays an equally crucial role in succession planning outcomes. Supportive, learning-
oriented cultures foster employee motivation and engagement in leadership development activities, whereas
rigid hierarchical cultures can stifle the emergence of new leadership talent (Lopez et al., 2022). Cultural
transformation and the presence of transformational leaders are therefore considered essential enablers for
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successful succession planning (Kotter, 2012). Leaders must serve as role models, foster continuous learning,
and create psychological safety to encourage risk-taking and innovation among emerging leaders (Van Velsor
et al., 2010).

Competency assessment and leadership potential evaluation are also central to succession planning. Tools like
the nine-box grid have gained traction as structured mechanisms to assess both performance and potential,
thereby enabling more objective talent decisions (Kumar et al., 2021). However, as (Campion et al., 2011)
notes, such tools are only effective when embedded within comprehensive talent development systems that
include ongoing feedback and targeted training. (Church & Silzer, 2014) further emphasizes that transparent
and systematic identification of high-potential employees is essential to avoid biases and ensure the credibility
of succession processes.

A critical issue in many organizations is the lack of transparency and objective criteria in selecting future
leaders, which increases the risk of favoritism and errors (Larcker & Saslow, 2014). (Schwartz et al., 2019)
argues that data-driven decision-making can mitigate such risks by integrating behavioral metrics, performance
data, and predictive analytics into succession decisions. Technological advancements, particularly the use of
artificial intelligence (Al) and big data analytics, have opened new avenues for predicting leadership potential
and planning talent pipelines more effectively (Bersin, 2016; Deloitte, 2017). Nevertheless, (Kim, 2012)
cautions that successful technology adoption requires cultural readiness and adequate training to avoid
superficial implementation.

It is also essential to recognize that succession planning should not be a static handover of roles but a dynamic
process that nurtures organizational capability over time (Thunnissen et al., 2013). This perspective
emphasizes aligning succession planning with strategic objectives while developing both hard and soft
leadership skills—such as emotional intelligence, systems thinking, and interpersonal competence—to prepare
future leaders for diverse and complex organizational roles (Gallardo-Gallardo et al., 2013; Razmjoo &
Nouhi, 2011). Yet, strategic and operational barriers often obstruct effective implementation, as many
organizations lack executive sponsorship, financial resources, or integration with performance and knowledge
management systems (Hoque & Zheng, 2024; Korn, 2023).

Ultimately, as (Larcker & Saslow, 2014) underscores, successful succession planning depends on balancing
the pressure to quickly fill critical roles with the time needed to deliberately develop talent. Integrating
performance analytics, structured feedback, and evidence-based planning has been shown to support this
balance (Smith & Brown, 2020). The present study contributes to this literature by developing a grounded
model of driving and inhibiting factors influencing succession planning implementation within a large cultural -
scientific organization, highlighting the interplay of knowledge, strategic, cultural, and structural elements.
Methods and Materials

This study adopted a qualitative research design using a grounded theory approach to explore the dynamics of
succession planning. The study population consisted of 20 purposefully selected managers and human resource
specialists within a large cultural-scientific organization. Data were collected through in-depth semi-structured
interviews, which allowed participants to elaborate on their perceptions and experiences regarding succession
planning practices. The data analysis followed the three standard coding stages of grounded theory: open
coding to generate initial concepts, axial coding to identify relationships among categories, and selective
coding to integrate these categories into a coherent theoretical framework. This systematic approach facilitated
the emergence of a conceptual model describing the driving and inhibiting factors of succession planning.
Findings

The findings revealed that the causal preconditions for effective succession planning fall into two major
domains: knowledge-based and strategic. Knowledge-based conditions encompassed practices such as
comprehensive needs assessments, targeted training initiatives, clear mission definitions, and competency-
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based career path planning. Strategic conditions involved aligning succession planning with organizational
vision, ensuring executive commitment, and integrating leadership development with broader human capital
strategies.

Driving factors were grouped into ten categories, including structured training programs, continuous feedback
systems, motivational mechanisms, supportive organizational culture, and the adoption of advanced
technologies for talent analytics. These factors collectively enhanced the readiness of high-potential employees
and improved the organization’s ability to anticipate and address leadership gaps.

In contrast, six categories of inhibiting factors were identified, including inadequate training infrastructure,
limited resources, motivational and structural barriers, and strategic and operational challenges. These
obstacles hindered the sustainability and effectiveness of succession planning efforts.

Furthermore, the study extracted six sets of effective strategies: competency-based evaluation, systematic
talent identification, empowerment through developmental assignments, knowledge management systems to
retain critical expertise, strategic workforce planning, and fostering positive organizational behaviors that
support leadership emergence. Contextual and intervening conditions were also found to exert dual effects—
acting as either enablers or barriers depending on how they were managed.

Overall, the findings emphasized that the success of succession planning depends on the simultaneous
management of drivers and barriers, with alignment to the organization’s cultural and structural context as a
critical mediating factor.

Discussion and Conclusion

The findings of this study highlight the multifaceted nature of succession planning and reinforce several key
themes discussed in the literature. The identification of knowledge-based and strategic preconditions aligns
with the argument of (Hoque & Zheng, 2024) that succession planning cannot succeed without clear strategic
direction and a solid knowledge infrastructure. Similarly, (Nguyen et al., 2021) stresses that succession
planning models must integrate organizational learning and strategic foresight to ensure both alignment with
corporate objectives and employee development.

The recognition of training, feedback, motivation, supportive culture, and technological adoption as primary
driving factors corroborates the findings of (Patel & Green, 2021), who emphasizes continuous leadership
development through structured learning and sustained feedback. This also resonates with (Lopez et al., 2022),
who identifies supportive learning cultures as critical to sustaining leadership pipelines. The role of technology
as a driver echoes the arguments of (Bersin, 2016) and (Deloitte, 2017), who note that Al-based talent systems
can reduce bias and accelerate leadership development processes.

Conversely, the inhibiting factors identified—such as resource constraints, cultural resistance, and weak
evaluation mechanisms—reflect the challenges reported by (Ali et al., 2023) and (Wang & Zhang, 2023).
(Yudianto et al., 2023) similarly highlights motivational barriers and workforce shortages as key deterrents
to leadership development participation, especially in resource-limited contexts.

The six strategy domains proposed in this study—including evaluation, talent identification, empowerment,
knowledge management, planning, and organizational behavior—reinforce (Church & Silzer, 2014)’s
framework advocating for integrated assessment, capability-building, and career development systems. The
importance of embedding succession planning in knowledge management systems, as emphasized by (Van
Velsor et al., 2010), is evident in this study’s finding that knowledge transfer between leadership generations
is vital for sustaining organizational capacity.

Furthermore, the identification of contextual and intervening factors with dual effects aligns with the argument
of (Gallardo-Gallardo et al., 2013) that perceptions of fairness, trust, and opportunity shape employees’
willingness to engage in talent programs. This study’s emphasis on cultural and structural alignment also
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supports the conclusions of (Razmjoo & Nouhi, 2011), (Kotter, 2012), and (Thunnissen et al., 2013), who
warn that ignoring organizational context often leads to resistance and implementation failure.

Overall, this study concludes that achieving successful succession planning requires organizations to
simultaneously manage enabling and inhibiting forces while adapting their models to fit the cultural and
structural context. By offering a grounded model that integrates these dimensions, the study contributes to
advancing both theoretical understanding and practical application of succession planning in complex
organizational settings. This underscores the imperative for organizations to move beyond ad hoc succession
plans toward contextually aligned, data-driven, and strategically embedded leadership development systems
capable of sustaining long-term organizational resilience.
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