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The Promise Of
Community Action

Community Action changes
people’s lives, embodies the spirit
of hope, improves communities,
and makes America a better
place to live. We care about the
entire community, and we are
dedicated to helping people help
themselves and each other.
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The Community Action Board

e Community Action Boards are governing bodies that
set out the high-level vision, mission, strategic
direction for the organization

* Boards govern the entire agency, not only CSBG* and
are the legal entity responsible for the agency

— For a private nonprofit, the governing body IS the board

— For public agencies, governing body is local government;
duties delegated to the board may differ

* Public agency boards may be limited to only CSBG and specific
oversight or advisement tasks
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Community Action outyofCae
Board Duties

person standard

Board members are
fiduciaries. They

have the duty to act P~ A Board's

for someone else’s Fiduciary

benefit and hold the L Duty

agency’s interest Duty of Duty of

ahead of their own Obedience ELLY
* Obey the law, * Faithfulness to

bylaws, CAA & its mission
contracts, board ¢ Avoid conflicts of
decisions, etc. interest
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Succession Planning
is a Strategy to Fulfill
Your Fiduciary

Responsibilit‘ ,

-
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What is Succession Planning

e A systematic process A
for ensuring leadership
availability, continuity, ‘
and appropriate
development of an
organization’s
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Ways Succession Planning Helps Your
Organization

Ens.ure-s Mitigates Risk Develops Improves
Continuity Talent Performance

Helps center a
long-term
strategy

Reduces Stakeholder
Disruptions Confidence

Cost Savings

Intentional
Ensures

Sustainability

Processes =
Better Results

Asiion
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Why Succession Planning Matters

* The process is just as important as the product
— What is the vision for and direction of our agency?
— How do we actualize our commitment to
diversity?
e Succession planning is more than the plan
— Training strategy
— Development of a leadership bench
— Succession over multiple positions
&A&“’"i"&'i’i’
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Standard 4.5: The organization has a written succession
plan in place for the CEO/ED, approved by the
governing board, which contains procedures for
covering an emergency/unplanned, short-term absence
of 3 months or less, as well as outlines the process for
filling a permanent vacancy.

* Intent: Assure the agency has a plan in place should there be
a vacancy for any reason in its CEO/ED role, both on a short-
term and permanent basis.
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Overview: Leadership Sustainability and
Executive Transition Management

PREPARE PIVOT ]

. 4
?__,.-"'
e Launch & Suppo;l/'f'
-f'-'-r-l.-.d

e Search & Select _f,-f’"'j

e Prepare Organization 1.
e Succession Essentials & & Aty hisnenion Leacarship Jac."tw
e Leader Development Planning » Stabilize Situation {'f_rj'EE-'d‘-’rd] e al Gap
e Departure-Defined Planning e Plan Search & Transition e -;_aﬂon
¢ Organizational Sustainability Ofgaﬂ

Planning e
1-4 Years -
4-6 Months » One Budget Cycle -

@ 2004-11, TransifionGuides. www.lransitionguides.com

Helping People. Changing Lives.
communlty
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Succession Planning

* Developing a strategy for filling key roles on
short/long term basis

— Not just Executive Director!

* Intentional assessment of the organization’s
key roles:
— Skillsets
— Departure Horizons
— Internal Capacity
@A&“’"i"&'i’i’
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Basic Strategies for Succession Planning

Leader

e Focuses on internal leadership development

DGVElOpment e Connects “talent development” with
Planning

organizational goals

Depa rture- e Review business model and organizational
Defined [
: * Build leadership bench
Succession e Grow key organizational resources
PIa nn | ng e Assess organizational culture

Lives.

&A “i"i"é'}'i"

PPPPPPPPPPP




Process Overview for Implementing Succession Essentials
Preparing for Your Community Action Agency’s Future

Organize Task Orient/Organize Gather
Force Project Documents

Develop Develop
Emergency Succession
Backup Plan Policy

Update Job

Descriptions

Review/Reflect Review/Reflect Finalize &
with Task Force with Board Implement

Source: Transition Guides/Community Action Partnership Succession Planning Toolkit
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Step One: Organize a Small Task Group

3-5 members

CEO/ED + senior management team members
(typically includes representative from HR)

Board members (typically includes board
chair)
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Step Two: Orient the Task Group

ré Review the Executive Succession Planning Guide

Other positions?

W Def| ne sco pe Review training and staff development?

Review mission and strategic direction?

O Defi
efine roles
N
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Step Three: Gather Supporting
Documents

2 L1 @

Job Staff Training/ Strategic plan
descriptions  organizational development
chart plan
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Step Four: Update Job Descriptions

Discuss how position
responsibilities might

Review current job
descriptions evolve (not just what

currently exists)
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Step Five: Develop Emergency Backup
Plan(s)

Covers short and long-term absences. Contains

three parts:

* Body of the plan (includes definitions and an
overview)

e Current job description
 Emergency backup plan detail
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Emergency Backup Plan

1. Rationale: Purpose of the plan

2. Priority functions of the position: Mission-
critical responsibilities

3. Business as usual: 3-6 leadership activities
critical for the position

4. Plan implementation: Who is responsible and
role of the board

5. Definitions: Short and long term, etc



Emergency Backup Plan

6. Plan details

 Who may appoint (role of board chair and executive
committee)

* First and second backup
* Cross-training of backups

e Authority and restrictions (e.g. CFO role for check
signing)
* Compensation

e OQOversight and support (clarify responsibility of board
chair)

e Communications plan
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Emergency Backup Plan

7. Longer term, unplanned absence (more than
two or three months)

8. Permanent unplanned absence (typically
references succession plan)

9. Approvals and maintenance of record (annual
board review to update plan details)
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Step Six: Develop Succession Policy

g

* Only needed for CEO — £\
but strongly (IR
recommended for other
positions

e Other key positions to
consider:

— COO

— CFO

— HR

— Head Start Director

i
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Succession Policy

Guiding principles: external vs. internal, competitive search, experience with
the Network

Lines of authority: Board selects CEO/ED and CEO/ED selects staff

Emergency backup plan

Board action in the event of a vacancy in the CEO/ED position (if no
immediate replacement)

Preparation timeframe for replacement

Role of outgoing CEOQ/ED (selection and transition)

Initial implementation of transition plan

lping People. Changing Lives.
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Community Action Template

Appendix 2 - CEO Succession Policy

Template
[CAA]

CEO *

Succession Policy

[CAA] is open to and will consider both internal and external candidates when filling the
CEO position. A national search will be conducted nnless the board concludes that a cncrent
staff member is appropriate and available for the job.

In organizations such as [CAA], the CEO's position is often shaped by the incumbent’s
talents and areas of specialized interest. That person’s departure might necessitate other
organizational changes incliding the creation of new positions and/ o realipnment of
cugrent positions.

The preeminent goal of a transition to a new CEQ is maintaining continuity of [CAA]'s
mission-related work A transition also presents an opportunity for the organization to
continne to grow and develop.

Lines of Authority

Introduction 1.

A change in execntive leadership is inevitable for all organizations. It is a ime of both risk and
opportunity. It is a period in an organization’s history when the board president mmst increase

hiz /her level ofeﬂgngemem: It 15 also a time when some may seek assurance of the o.(ga.t:lizmzi.on"s 3.

viability and long-term sustainability.

A succession policy for the CEO position is a rontine risk management and sustainability planning
tool The policy ensures organizational sustainability by providing a proactive, ordesly plan for

executire leademhip transitions. 1.

To that end, the Board of [CAA] is adopting this succession policy for purpeses of

* Focusing board attention on leadership team development through annnal commmunications
between the CEO and board abont the depth of staffing and succession plans for

management team positions 2

* Establishing principles, role clacity and procedures to support positive leadership transitions
that foster good endings and beginnings with departing and ardving leaders, and build
organizational capacity when a planned or nnplanned executive leadesship change oceurs.

The beard president shall be responsible for implementing this policy and its related procedures, and
for annually reviewing and npdating the policy as needed.

In the event of a planned or unplanned leadership transition, the board shall immediately appoint a 1
transition committes which shall plan and manage the transition, including the search for a new
CEQ.

The selection of the CEO is the responsihility of the hoard.

The cugrent CEQ has the responsibility to continnonsly identify, encourage, and help to
develop senior managers within the organization who are qualified to meet finture leadership
needs, whether that be on a temporary or permanent basis.

The cugrent CEO has the responsibility to plan for the orderly transition of all senior

IMANASETS.

Emergency Backup Plan

Related to the position of CEO: To be prepared at all times for a leadership transition, the
organization shall maintain an up-to-date Emergency Backup Plan with gnidelines for the
planned or nnplanned shert-term and long-term absence of the CEO. This plan is approved
by the board and should be reviewed anmmually. The plan can also serve as the transition plan
when there is a vacancy in the CEO position.

Related to management team positions: To be prepaced at all times for a senior management
transition, the CEO shall maintain an np-to-date Emergency Backnp Flan with gnidelines for
the planned or nnplanned short-term and long-term absence of members of the
management team. Those plans shall be provided to the board president and made available
to the board.

Board Action in the Event of Vacancy in the CEO Position

Organizational Assessment: The board or transition committee shall take time to assess the
leadership needs of the organization before the search for a new CEO is conducted. The
assessment shall include a review and update (if needed) of the orpanization’s strategic plan.
The assessment will be desisned to help assnre the selection of a emalified and capable leader

Helping People. Changing Lives.
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Community Action Template

Preparation Time Frame for Replacement of the CEO

1. The optimal period for the CEO to announce his/her departuge from that role — or
proposed commencement of a new role in the organization — 15 at least six to twelve months

before the date of departure.
2. The organization’s board naderstands that the time required for snccessinlly completing a
planned leadership transition is approximately eight to twelve months.

Role of the Outgoing CEO in Planned Transitions

The departing CEO, unless otherwise directed by the transition committee, will be involved in some
transition activities such as: fundrising, commmunicating with funders and other stakeholders, and
briefing the incoming CEQ. The departing CEO's role during the transition and after the new CEQ
starts shall be developed in consnltation with the board president and,/or transition committee and
comnmucated to the board.

Initial Implementation of the Transition Plan

1. Within fifteen (15) days of the annonncement of a planned departire, the board president
shall appoint a transition commuttee. This committes shall be comprised of at least three
members of the board. Other external stakeholders and /or staff may be recrited to advizse
or assist the commuttee at the discretion of the board president and transtion comunuttee.

2. The transition committee will develop a transition plan that addresses: the appropriate
preparation prior to lannching the search, the condnet of the search and selection process,
and the post hire follow-through to ensure the successful onboarding of the new CEOQ.

3. 'The transition committee shall be responsible for implementing this transition plan and
further developing the plan as needed. At its first meeting, the transition committes shall

determine its role, including responaibilities related to condncting the search process. (The
transition committee may recommend that the board president appoint a separate search
committee, while the transition committes manages the overall transition process for the
organization) The committee shall also discuss and decide on how the senior staff will be
substantively involved in the transition planning process and consulted in the selection
process.
4. The transition committee shall also determine the need for consnlting assistance (ie.,
transition management consultant and,/or execntive search firm) based on the cireumstances.
As needed, the board president shall authogze an organizational assessment and schedule a
board retreat to review and refresh the organization’s strategic plan.

un

[Organization Name] Commitment Regarding Diverse
Candidates and Staff Leader Development

1. In order to provide career advancement for staff, the organization shall enconrage the
professional development of enrrent employees.

2. In order to support the board’s due dilizence and ensnre that the best possible candidate is
hired, the organization shall implement a search and selection process that is open to internal
and external candidates.

3. In order to develop a finalist pool that is reflective of the commmunity, the organization shall
work proactively to develop a diverse pool of candidates for the CEO position.

Adopted by the Board of Directors on the ___ day of L2014

[First Name] [Last Name], [Title]

Helping People. Changing Lives.
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Step Seven: Review and Reflect with Task
Group

Beyond the two documents,
what are recommendations
to improve organizational
sustainability and leadership
development?

What have we learned
about bench depth and
organizational
sustainability?

Does the process just
defined reflect
organizational values and
capabilities?

Is there enough detail?

%commumty
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Step Eight: Review and Reflect with the
Board

Send documents in advance

Discuss questions (and other key issues) covered
in step seven

!

\/ Get board approval

gAcommumty
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Step Nine: Finalize and Put on Calendar
for Review

\ Yin

Set annual review of Follow-up discussions with
documents staff and leadership team

lping le. Chang,
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What is an Executive Transition?

» Executive Transition

— Begins: Executive’s decision to depart (or Board’s decision to
terminate)

— Extends: Through the recruitment and hiring
— Concludes: Completion of the first full budget cycle with new
executive

» Executive Transition Management (ETM)
— A three-phase approach
1) Planning & Preparation
2) Recruitment/Selection & Platform Building
3) Post-Hire Installation & Support

— Holistic management of entire departure-recruitment-onboarding
process

lping People. Changing Lives.
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Community Action Template
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PREPARING FOR YOUR
COMMUNITY ACTION AGENCY'S FUTUR
Sustainability, Succession & Transition

PART 3
Executive
Transition
Management
Guide

Appendix 1 - Sample Transition Timeline

CEO Search & Transition Time Line- Date

[Note: Assimes departure has been and transifion ommittee bas been 1 o, those items meed 10 be 2dded]
Activity Respansibility TaugerDatets) | e
Conduet Transition Comemires Projest Launch Meeticg Trans Commirtes Week 1 1hoar
Canduct Board,/Staff Interviews & Review Docament: Week 12 -
Condust Transition Flasning Sezsina w/ Sr. Saff Week 2 -

Dnaft Fosition Profile Week 2
Freview Org, Review & Position Frofle Tans Committee Week Zoz3

E‘ Condust Smtegy and Lazdershis Review Sazsion Board Week 3 15¢a 3 hours

& | Review & Finalize Frofle & Search Flan (Messing o Call ‘Trans Commirtes Week 3 15 hours
Lannch the Search Week dor4 -
Conduet Reeruiting Outreach Week +1a 10
Receive Reotumes, Vet Promising Candidates, cte. Week 413 10 -
Provids Feriodic Search Updares (amail) -

Search Check In Meeting (or Call) Trzs Committes Week Tax B 45 micutes
Conduct Resume Review Meeting (or Call Tans Committee Week 11 1.5houss
Reund 1 Inserviews ‘Trans Cammistes Week 13 -
Conduet Site Visit Coaching Session w/ St Staff Week 14 -
Site /O fice Visit & Meet with Departing Exec. & St. Staff Semifingkers Week I+ -
Candnet Final Reference Cheeks Week 14 -
Round 2 Inerviews Exee or Tran: Committee Week 15 46 houes
Meeting to Ratify Selection Board Week 16 15hours
Finlize Ciffer Week 16 -

Notics Frriod (Exse. Gives Notise to Curzens Emplorer| - Week 17 -

'E Flan On-boarding Frocess Trams Commintee Week 17 1 hoar

# | Ansounes Appoiztment Staff - Guaded by Week I7 -
Conduct Eatry/Onbossding Planaing Call/Mecting New Exee. & Board Chaie Week 15 5 min
Support Exss. To Devalop 2 90-Day Entry Flan e Cliaf Execatime Week 15 -

MNew Chief Execusive’s Start Date B Week 22 -

Tew Chief Exeouie w7 Members
Implemens Oriensison Flaa af the Exee. Commirtee s Mgt -

Seas
Canduet Posthine Cheek-Tn Call #1 Calls New Exec. ::if‘m 30 min
g'.md“.' Frarcs] Raks] Eopectesions| Perfermancs Mearures New Clief Executive & Boad ~60 daps post-smant | 24 houss
Conduct Posthire Check-In Call #2 Call: New Exec. :::f‘:‘m 30 i
. - [p—— S0 dayz T

Helping People. Changing Lives.
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Process Overview:
Executive Transition Management

Prepare Onboard
Organize & Tailor the Launch the Search Onboard
Process
Recruit Relate
Gather Information
Screen Evaluate
Engage the Board
Select Support
Develop Profile &
Search Plan Hire
Board clarity and alignment about the four An exceptional executive selected — who fits Board-executive alignment on priorities,
factors critical to the search and transition. the current and future leadership needs of roles and performance measures.

the organization

OUTCOME: Increased capacity to deliver organization’s mission under new leadership.

Helping Peaple. Changing Lives.
communlty
ncy’s Future: Sustainability, Succession &Transition, cl ’0"
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1. Preparation

* Ensure the organization is ready to search/hire:
— Organization is stable — financially, politically, emotionally
— Smart, committed & available chair & committee

— Take the time - understand the current & future leadership
needs

* Requires assessment, reflection & planning

— Board is clear about the Four Big Questions driving the
search:

* Who do you want to hire? What’s the profile?
 Why? Why that profile? Link to future direction?
 What do you want new executive to do? Priorities?
 What do you need to do to get ready?

&A”%"fﬁi‘f
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1. Preparation

Address the organizational barriers to executive readiness:

e Lack of an obvious successor

e Unfinished business

e Waiting for the perfect time

e Board and staff resistance to change

e Make the CEO job more doable
e Deal with system issues: what needs fixing & areas over-reliant on CEO
e Bring the CEO salary and benefits up to “market rate”

Helping People. Changing Lives.
%commmmy
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Tips for Preparation

Clear about handling internal candidates

Clear about commitment to diversity

Resist the temptation to hire too quickly

Strive for a good ending with the current executive

Consideration of bringing on an Interim ED/CEO

Aiiion
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2. Search & Selection

* Clear position profile that’s not a dusted off old job
description

* Smart, strategic search plan to market the position
* Robust outreach to build the pool

* Diverse finalist pool; to achieve begins with strategic
outreach

 Multi-stage vetting & interviewing process that nets a deep
understanding of candidates

* Engage the staff in the process, but not in committee
interviews

* |dentify & address legacy issues and/or make them known
to finalists - transparency

&Acommumiy
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3. Post Hire/Onboarding

* Appropriate announcement plan and actions

* Provide a solid orientation for the new executive
— Strive for a great launch

* New executive develops 90-100 day entry plan, ideally before
“day one”

* Pay special attention to relationships — handoffs; new
executive builds them early

e Pay attention to the board-executive social contract
— Agree on 12-18 month priorities
— Clarify roles, responsibilities & expectations

— Phases and challenges of taking charge
— Establish performance monitoring & evaluation process

%commumiy
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Why Develop Internal
Leadership?

Succession Planning, when coupled with a
comprehensive Leadership Development
program, can prepare an agency for any
unexpected departure of key staff, while

also increasing the capacity of the
organization to adapt to change and meet
the challenges of the future.

@A&“ '"i"&":'i’
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Why Develop Internal Leadership?

Build agency capacity

Strengthen human resources

Tap the intellectual capital in the organization

Help employees realize their career plans within the organization

Improve employee morale by giving them a way to better themselves and be
challenged

Allow the organization to respond to changing environmental demands

Helping People. Changing Lives.
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Building Leadership Within the Agency
Leadership Development Checklist

e Obtain a commitment to a leadership development

program

e Assess the agency’s present work and people needs
Assess the agency’s future work and people needs

Establish a succession planning program
ldentify and develop individual talent
Evaluate individuals and the program

%commumty
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Assess Bench Strength By
Organization

Batter Up! Developing Your Leadership Bench

Program

Executive Manager/
Director CFO/HR

CANDIDATE CANDIDATE CANDIDATE CANDIDATE
READY J
3+ YR READY READY READY
NOW 1-2 YR 3+ YR

Middle
Manager/Unique
Skill Positions

1 1
cANDIDATE [l ANDIDATE
| |
READY READY
NOW 12 YR

1
CANDIDATE CANDIDATE CANDIDATE
READY READY READY J
NOW 1-2 YR 3+ YR

@)y eving ropie. Changing e
Action
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Leadership Development Cycle

Make Commitment to
Leadership Continuity

Evaluate Individuals

and the Program Establish a Succession

Planning Program

|dentify & Develop
Individual Talent

Assess the Present

Work and People
Assess the Future Work Needs

and People Needs

&A’”ﬁ”ﬁﬁi‘f
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Tips and Tricks

In many ways the selection of a new Executive Director is the most
important decision the Board will every make.

BE READY!

Don’t be afraid to ask for help. Hiring a Community Action Executive
Director may be unlike any other hiring board members have done.

Use your resources:

e State CSBG Offices- may be able to assist with discretionary funds to
support certain activities related to E.D. transition

e State CAA Association support

lping People. Changing Lives.
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Merger Opportunity

 Mergers are an often
ignored opportunity.
Leadership transitions can
be a good time to
consider mergers. One
report indicates that for
80% of mergers studied,
an executive director had
recently left or was soon
to retire in one of the pre-
merger organizations.
(BoardSource)

Helping People. Changing Lives.
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Succession Planning Common Challenges

Refusal to admit Avoidance of the ack o 2 and

uncomfortable
the need ) Resources
conversation

Not taking the
Resistance to |dentifying opportunity to
Change Successors consider the
options

Unpredictable

Leadership Organizational
Departures Culture

iiici
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Personal Planning

Knowing When It’s Time To Leave

* Are you personally prepared to move on?

— Employability/retirement; have something to move to
— Financially prepared

— Emotionally prepared

* Are you still the right leader?

— Do you fit the current and future leadership
needs/opportunities?

&A“’;”i";"ﬁ“;'f
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Tools and Resources

e Dynamic Duo: A Guide to Enhancing the Board & Executive Director
Partnership

e Assessment and Risk Resources Portal
o Organizational Assessment
o Risk Assessment

e Preparing for Your Community Action Agency's Future Part: 2
Executive Succession Planning Guide

 Preparing for Your Community Action Agency's Future Part 3:
Executive Transition Management

 NCAP State Association Playbook

Appendix Il Succession Plan Process
Joining Forces: Evaluating Merger Opportunities
Combining Forces: A Merger Manual for CAAs
Mergers as a Strategy for Success
CAA Leaders Legal Guide

elping Peaple. Changing Lives.
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https://communityactionpartnership.com/wp-content/uploads/2018/08/3_Dynamic-Duo-Board-and-ED-Relationship.pdf
https://communityactionpartnership.com/wp-content/uploads/2018/08/3_Dynamic-Duo-Board-and-ED-Relationship.pdf
https://portal.nonprofitrisk.org/cap/
https://communityactionpartnership.com/wp-content/uploads/2018/08/10_Preparing_Part2_Succession.pdf
https://communityactionpartnership.com/wp-content/uploads/2018/08/10_Preparing_Part2_Succession.pdf
https://communityactionpartnership.com/wp-content/uploads/2018/08/11_Preparing_Part3_Transition.pdf
https://communityactionpartnership.com/wp-content/uploads/2018/08/11_Preparing_Part3_Transition.pdf
https://communityactionpartnership.com/wp-content/uploads/2022/11/Community-Action-State-Association-Playbook-FINAL.pdf
https://caplaw.org/resources/joining-forces-evaluating-merger-opportunities
https://caplaw.org/resources/combining-forces-a-merger-manual-for-caas
https://caplaw.org/resources/mergers-as-a-strategy-for-success
https://caplaw.org/resources/caa-leaders-legal-guide

More Resources

e Bridgespan Group

— Nonprofit CEO Transitions Resource Center

e BoardSource

— Executive Transition and Succession Planning

— Power of Possibilities (Mergers and Alliances)
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https://www.bridgespan.org/insights/nonprofit-ceo-transitions-resource-center
https://www.bridgespan.org/insights/nonprofit-ceo-transitions-resource-center
https://boardsource.org/fundamental-topics-of-nonprofit-board-service/executive-transition/?__hstc=166159009.54e72498094b0eb55aafa2f60f950050.1692388559162.1692388559162.1692388559162.1&__hssc=166159009.1.1692388559162&__hsfp=1014341945
https://www.thepowerofpossibility.org/starting_points/executive-transitions/?__hstc=98438528.54e72498094b0eb55aafa2f60f950050.1692388559162.1692388559162.1692388559162.1&__hssc=98438528.22.1692388559162&__hsfp=1014341945

2024 MANAGEMENT &
LEADERSHIP TRAINING
CONFERENCE

LT

Join Us in Fabulous
Las Vegas, Nevada!

February 14th — 16th, 2024
Pre-Conference: February 13th

JW Marriott Las Vegas
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The Community Action Network

Leam more about the Community Action Network and how it embodies our nation’s spint of hope,
changes people’s lives, and makes America a better place to live.
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Fighting Poverty Community Action Network Tools and Resources

\

The US Census Bureau estimates that We have over a thousand agencies in local Find all of our Training and Technical
11.4% of the population lives in poverty. We communities, as well as state associations Assistance webinars, toolkits, useful
work to end poverty across the country. and national partners information and other resources

. Helping Peaple. Changing Lives.
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Questions?

Contact

Maribeth Schneber-Rhemrev, CCAP, NCRT, PMP

mschneberrhemrev@communityactionpartnership.com

@

#CommunityActionWorks
#WeR1000Strong
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