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继任者在哪里？ 



10 Title of Presentation | DD.MM.YYYY 

我们有完善的潜力人才和继任者识别机制吗？ 
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有时候，选择比努力更重要 

我们准确的识别出了潜力人才和继任者吗？ 



默克对”潜力“清晰的定义帮助各级经理识别潜力人才和关键岗位继任者 

学习敏锐度 发展意愿 投入度 潜力 

学习敏锐度 发展意愿 投入度 

Mental Agility People Agility Change Agility Result Agility Self-awareness Extent to which a 
talent wants to 
advance his / her 
career, aims at 
recognition, 
prestige, and 
Rewards 

Emotional and 
rational 
commitment to 
Merck; 
willingness to go 
the extra mile, 
identification and 
fit with Merck 
Values and 
Culture.  

Critical thinkers 
who are 
comfortable with 
complexity and 
ambiguity; 
examine problems 
carefully, and 
make fresh 
connections can 
clearly explain 
logic and thinking 
to others 

Know themselves 
very well and can 
readily deal with a 
wide variety of 
people and tough 
situations; are 
calm and resilient 
under pressure.  

Curious, like to 
experiment, and 
can effectively 
deal with the 
discomfort of 
change; have a 
passion for new 
ideas and are 
highly interested 
in continuous 
improvement.  

Deliver results in 
first-time 
situations by 
inspiring teams 
and have 
significant 
presence; exhibit 
the sort of 
presence that 
builds confidence 
in themselves and 
others.  

Insightful, 
reflective, clearly 
understands 
personal strengths 
and weaknesses, 
actively seeks 
feedback, 
sensitive of 
impact on others 
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默克通过系统化的人才盘点会议机制选拔各层级潜力人才和关键岗位继任者 
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Ready 
Now 

1-3 
Years 

3-5 
Years 

BU Head 4 2 

CCD Head 1 1 

BO Head 2 2 

MAP Head 2 1 

MA Head 1 1 

GMO PMO 1 

Marketing and Sales Director 3 7 

National Sales Director/National 
Account Director 

3 4 2 

FT Sales Director 1 

Marketing Director 3 9 

MD&A Director 2 3 

National Commercial Channel Head 1 

Strategic & Innovation & Alliance 
Director & PMO (slight difference in 
each BU) 

3 1 

Ready 
Now 

1-3 
Years 

3-5 
Years 

 Regional Sales Manager/RSD 4 18 14 

 Regional Marketing Manager 1 4 0 

 Associate Director MAP 2 

 Head of Digital 1 

 Head of Business Research 1 

 SFE Head 1 1 

District Sales Manager/RAM 21 34 Many 

Ready 
Now 

1-3 
Years 

3-5 
Years 

  Group Product Manager  1 3 1 

  Product Manager 4 2 3 

Regional Product Manager 3 >10 >10 

CLT 
Position 

M04 

M03 

M02 

Succession Status Overview of Healthcare China 

E03 

E02 

Managerial Role 

Expert Role 
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            Green 

 Continue follow up IDP for successors, no special 
attention needed 

 

            Yellow 

 Assessment: Role 2&3-DC/360, Role 4-
Hogan/KFALP 

 Line manager follows up on IDP 

 Regular follow up on these positions 

 

             Red 

 Apart from what shall be done in “yellow” part, 
additionally: 

 External & internal sourcing 

 Retention plan for incumbent 

 

Suggestions for further action 
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我被选为潜力人才有点开心，然后呢。。。 



 提升团队效能工作坊 

 及其他根据需求定制的
工作坊 

70% 学自工作 

通用技能课程 

高层管理人员 

经理&专家&项目经理 三条发展通路 

20% 学自他人  10% 学自培训 

 促进个人发展工作坊 

 领导力行为工作坊 

组织效能提升工作坊 

助力中国员工成长 

全球短期派遣 

国内短期派遣 

业务组织 

通过短期派遣平台申请 

短期派遣平台项目 

医药
健康 

GOglobal 全球管培生项目 

高级教练辅导 

教练辅导项目 

中国跨职能导师项目 

亚太跨地区导师辅导项目 

导师辅导项目 

中层管理人员 

MFP 

同事间教练辅导 

EFP*for experts 

团队 

个人 

Hogan 性格色彩测试 KFALP 人才发展中心 测评工具 360°反馈/领导力反馈 文化兼容度测评 

员工个人发展计划 

领英学习 

团队教练辅导 

AMP 

IMP EMMP 

GLP 

EMMP 

IMP 

语言学习课程 

GMMP 

人力资源/财务/咨询 

生命
科学 

高性能
材料 

默克中国人才发展产品组合 



BU Action Plan 

70% Part: 

 To address People Management Skills improvement, 
Internship Program focus all successors with “people 
management skills” as development areas. HR to facilitate 
the process. 

 BU STA management SOP facilitates a systemic STA 
management process for BU talents, to maximize learning 
effect by job rotation. BUD and HRBP to take in charge. 

 

20% Part: 

 To enhance Leadership and Strategic Thinking, FBU 
Internal Mentoring Program focus on selective successors 
with needs and strong willing to be matched with mentor. HR 
to manage the process and all MT to be involved. 

 

10% Part: 

 To accelerate knowledge Learning for selective successor 
and potentials, invite them into Part-time Trainer Program. 
CLC to organize. 

 A Holistic Learning Plan for successors and potentials 
matches each IDP. HR and CLC to joint work on. 

Improve Areas for Successors 
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Potential Development needs-outcome by FBU 2019 TC 



10 20 70 Compulsory 

Optional 

Middle/Senior 
leaders 

First Line 
Manager/Expert 
3 and above non-

sales 

First Line 
Sales/Expert 3 

below non-sales 

• Action Learning 

• Global/China STA 

Coaching by line 
manager 

 

• Global/China Mentoring 
Program 

• Executive Coach/Group 
Coach/ Peer Coach 

• China/FBU Mentoring 
Program 

• Group Coach/ Peer Coach 

• Action Learning 

• Global/China STA 

• Action Learning 

• Global/China STA 

• Part-time trainer program 

• Intern Program 

• Coaching by line manager Assessment： 
• MRF 
• Capability Profile 
• DC 
• Insight 

 

As program scheduled 2020  full year 2020 full year 

As program scheduled 2020 full year 2020 full year 

As program scheduled 2020 full year 2020 full year 

FBU Systematical Development Solution to Accelerate Potential Development 

• AMP/EMMP/IMP/GLP 

• HR Classroom training 

• Coaching by line manager 
Assessment： 
• MRF 
• Capability Profile 
• DC 
• Insight 
• KFALP 

 

Assessment： 
• MRF 
• Capability Profile 
• DC 
• Insight 
• KFALP 
• COI 

 

• CLC training 

• EMMP/MFP/EFP 

• HR Classroom training 

• CLC training 

• FBU Mentoring Program 

• Group Coach/ Peer Coach 

• EFP 

• HR Classroom training 

• CLC training 

Team Performance DYD Other workshop by needs Skill Bite Sessions 
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发展到底是谁的事？ 



22 Drive Your Development @Merck Toolkit – 2. Presentation on People Development 

默克总部推出“DYD”工作坊,自上而下搭建“我的发展我做主”的发展文化 

ME 
Manager HR 

• 澄清目标 

• 支持你完成个人发展计划 

• 获取支持 

• 咨询、培训和指引 

• 让大家看到发展机会 

• 提供技术和工具支持 

• 透明沟通你的志向 

• 横向和纵向的发展机会 

• 寻求反馈 

• 制定和跟进发展计划 

• 及时更新个人简历 

我的发展我做主！ 

You are in the driver-
seat of your career, 

because nobody knows 
better what you want 

than you do 

My career path 



大家好，我是FBU的 
销售代表小发。  



大家好，我是FBU的 
销售代表小展。  



很开心今天能和大家 
在苏州相聚！ 



听说咱们公司有个 

我的发展我做主项目。 

这项目是干啥滴？ 

意味着啥？ 

我也很想知道哎~~ 
还是请HR的Fiona姐
姐告诉我们吧！  



发展听起来真的很不错~~~ 

可我内心的OS是：做个代表真的

挺好滴！这可怎么破？  



刘总呢？刘总在哪里？ 



领导，别看我个子小小的，但是我
也有美好的理想。  

怎么判断我发展了呢？  



好吧好吧，我要变
成bulingbuling闪

耀的小公举 我要变成 
内裤外穿的超人 

公司和领导怎么帮我找到差距，
怎么帮我更闪耀？ 



那我们先来看看这一年中，
小伙伴们是怎么做的吧！  

好呀好呀，谁先
谁后呢？请两位
领导抽签决定吧！  



老大，我还有最后一个问题。 
虽然我每天早晨上班前都会先干一杯鸡
血，But，日复一日的重复工作，再多的

激情也会被时间消磨。 
现在的组织架构，是不是我根本没戏？  



全新的未来在招手！ 

和小发小展一起努力吧！ 
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经理做为“发展教练”切实推进“我的发展我做主”文化 



多样化的个人发展工具促进“我的发展我做主”理念落地 
 

员工内部简历 评估和反馈工具 

70%  20%  10%  

在工作中学习 辅导和反馈 培训 

个人发展计划 

了解优势和发展领域 

Get traction 

7 
35 

发展期待 
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闭环的追踪和回顾体系确保潜力人才和继任者计划的切实执行 

事业部负责人KPI: >80%的事业部关键岗位有中期或短期继任者 

人才盘点大会回顾每一位关键岗位继任者上年发展计划进展 

人才盘点大会分析潜力人才和继任者库分布健康情况 

每六个月追踪全员个人发展计划完成率 
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数据-现场展示 
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 管理者如何平衡“业绩优先”与
“关注发展”？ 

 潜力人才“备而不用”的困境 

 “为他人作嫁衣”? 

 。。。。。。 


