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WHAT IS SUCCESSION PLANNING?
Succession Planning can be defined as a process for identifying and developing internal people with the potential to fill key business leadership positions in a company.

If we think of our communities as the company and the Committees as the leadership positions (there are of course many non-committee community leadership roles as well) we can define succession planning as a process of ensuring continuity in community leadership roles.

In the community context, there are two kinds of strategies needed, direct and indirect.  A general understanding of why people volunteer is also important.
People volunteer for many reasons, the main ones being;

· Make new friends/spend time with existing friends

· Develop new skills

· Contribute to their community/make a difference

· Build up their resume’ 

· Share their skills

· Make or have input to decisions about their community

· Have fun

· Build business and community networks

· Public acknowledgment

· To feel of value

· Because someone asked them (when asked, this is the number one reason why people say they volunteer)

It is also important to understand what puts people off volunteering;

· Seems too time consuming

· Bad meetings – too long, too boring, too detailed, no structure, dominated by a vocal few, poor behaviour…

· Not welcoming/exclusive

· Committee doesn’t actually do much/too few outcomes/don’t make a difference

· No recognition

· Bad image – most people have negative associations to committees, in part because the members often complain and rarely rave about their roles

· Badly behaved members

· Lack of leadership/professionalism

· Can’t see how they might learn new skills

· Transport/financial reasons

· No one asked them (for some reason people often need a direct, personal invitation)

SELF-REFLECTION FOR COMMITTEES
· How do your current members talk about their role, are they mostly positive or mostly negative?
· Does your committee think about how it can develop the skills of its members?

· How does your committee acknowledge the contributions of its members?

· How do you promote the benefit of being on the committee?

· How could you tell if your committee is welcoming to new people?

· Are committee members getting to bring their skills to the roles?

· Are there people on your committee whose behaviour is off-putting for others i.e. does most of the talking, interrupts others, doesn’t listen to the ideas of others, swears a lot, gossips about people not present, makes idle threats or other aggressive statements?

· Does your committee achieve enough for the work it puts in?
· Are your meetings well run i.e. an agenda circulated before the meeting, good facilitation to keep things on track, stick to agreed times, are minutes always taken?

· Is the atmosphere at meetings enjoyable, or stifled?

· Do people enjoy themselves at the meeting?

· Do the members know what the core purpose of the committee is?

· Do the activities of the committee link well to the core purposes?

· Does the committee make a clear contribution to the community?

· Do all committee members contribute their opinions and chip in to do tasks?

· If you were like an all-powered god, what are the two things you would change about your committee?

INDIRECT STRATEGIES
Committees in general often have a bad reputation in communities.  This is partly due to people having negative experiences when involved in committees, but also because of what committee members actually say about being on their committee.  Most of the comments committee members make about their involvement are negative, so it is no surprise that finding people to join committees is difficult.  
So one very simple but powerful indirect succession planning strategy is to promote committee life through the way you talk about it.   Talking about the various personal benefits you get out of being a committee member will plant seeds of positivity and curiosity in those you speak with.  It needn’t be a formal public speech; in fact it is best if it isn’t.  Brief comments in everyday conversations work best for changing the attitudes of a community.  
Be specific though, it is not enough to say “I love being on this committee”.   Specific and personal work best; “Joining this committee is one of the best things I’ve done, I’ve learnt so much about…OR…I didn’t know many people when I moved here and joining the committee has helped me make some great new friends…OR…our group achieves a lot and that makes me feel really good, like I have something to offer and can make a difference…”(the ideas are endless, you just have to think about what you have gained personally and find opportunities to share it).

Another indirect strategy is to build the leadership skills of others.  There are only a small number of people who are naturally drawn to leadership positions and feel comfortable there; the vast majority of people are not comfortable or keen to take the reins.  Often this is just because of a lack of experience in these kinds of roles and therefore a lack of confidence.  It is much easier to put your hand up for something you feel capable of doing.

So how can we build each other’s skills and confidence?  There is an almost infinite number of ways we can do this, so here are just a few ideas;

· Have an assistant framework in your committee where every executive role also has an assistant role.  This of course needs to be more than just on-paper; the person in the executive role has to actively include the assistant in the tasks of that role
· Have members attend training events relevant to the committee.  If the committee has available funds they could pay for members to attend training occasionally, otherwise look for free training opportunities.  Remember, don’t just send the same old, long-serving members, take a risk and invest in newer members.  Offering to pay the costs for members to attend training doesn’t just improve skills, it makes members feel valued.  Also, people often don’t like to go to these things on their own, so go in pairs if possible
· Delegate, delegate, delegate!!  Many committees have the same few people doing all the work, claiming “If we/I don’t do it, no one will”.  This is rarely true, plus often it is a risk worth taking.  Many members who don’t take on tasks don’t think they need to as others always do it all, but if it looks like things won’t get done it can be surprising who will step forward.  Also, when committee members come up with bright ideas make sure the implementation doesn’t get passed onto others, the responsibility for making things happen should at least in part (if not wholly) stay with the person who came up with the idea  

· Just simply thanking people for the tasks they do, no matter how small. Positive acknowledgement reinforces that people are valuable and capable and will help people see themselves as having something to offer
· Make leadership and skill development a core part of your group’s business and promote this in the community

· Rotating roles – the President doesn’t have to chair each meeting and nor does the secretary need to take the minutes each time.  You could rotate these roles but make sure you don’t throw people in the deep end, explain what is required first, and don’t put people on the spot – plan ahead.

DIRECT STRATEGIES
One direct strategy is to simply ask people to join the committee; but saying something like “Hey you should join the committee, we’re really struggling to get members” is not likely to be successful (it is too general and indicates that the committee is dysfunctional).  The request needs to be specific and needs to highlight skills/qualities you have noticed in the person you are asking.  

Consider this request:

“I have noticed that you are really well organised (ask really insightful questions/are really financially literate) and while our committee does pretty well in this area, I really think with you on board we could take it to another level.  Would you be interested in coming along to a meeting and seeing what you think?”

This request shows you have noticed the person; you have identified that they have something valuable to offer (they may not even recognize this in themselves); that the committee is doing well but is eager to do even better; it doesn’t ask them to join without knowing what they are getting into.  This request is much more likely to get a ‘yes’ response, as you are only really asking them to come to one meeting to see what they think.  In this way you have also asked them to be like a consultant who shares their expertise – it’s hard for anyone to say no to this as we all like to feel like we have something useful to offer others.
Once the person gets to the meeting, make sure they are made to feel welcome, part of the group, and actively seek their opinions and participation.  If your committee is able to do all this, it is highly likely the person will want to join.

Another strategy is formal succession planning.  This works best in the business world and is not completely transferable to the community context, but may be useful for some committees.  Following is a simple succession plan template with the following sections;

Position – what role are you planning for? i.e. Secretary

Strategy – this refers to whether you are hoping to recruit someone already in the committee to the role, or to recruit from the community i.e. internal or external.  
Candidate – who are you thinking to ask and why?  Take some time to think about the qualities the person has that would make them suitable for the role and note them here.  i.e. really well organised and computer literate.
Date Ready – if applicable, write when the person should be ready to take the role.  This is mostly only relevant if you have a development plan in mind for the person.

Development Plan – how will you support the person to develop the skills needed for the role? i.e. teach them how to take minutes; have them assist the current secretary; invite them along to meetings (if they are not already on the committee). 
	Position
	Strategy
	Candidate

(and why)
	Date Ready
	Development Plan
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