Succession Planning Process for the Chamber

1. Purpose

To ensure the Chamber always has capable people ready to step into key roles, avoid disruption when
volunteers step down, and maintain continuity of knowledge, relationships, and operations.

2. Scope
Applies to:
e President
e Vice President
e Secretary
o Treasurer
o Committee Members
e Any role critical to Chamber operations
3. Principles
e No role should be a single point of failure
e Succession is continuous, not reactive
¢ Knowledge must be documented, not stored in memory
¢ Volunteers should be supported, not pressured
e Every role has a deputy or understudy
4. The Succession Planning Cycle (Annual)
Step 1 — Identify Critical Roles (September)
The Committee reviews all roles and confirms which ones are “critical” based on:
e Legal responsibility
e Financial responsibility
e Member-facing importance
e Operational continuity
Output: Updated list of critical roles.
Step 2 — Role Profiles & Skills (October)
For each critical role:
o Define responsibilities
o Define required skills
e Define time commitment
o |dentify key systems used (Xero, Mailchimp, website, CRM, etc.)
o Identify key relationships (members, sponsors, partners)

Output: Standardised Role Profile documents.



Step 3 — Risk Assessment (November)
For each role:

¢ Who currently holds it

e Likelihood they step down in next 12 months

e Impact if they step down suddenly

e Current deputy or understudy

e Gaps in knowledge or documentation
Output: Succession Risk Register (simple RAG rating).
Step 4 — Identify Successor Candidates (December-January)
For each role, identify:

e Primary successor (ideal candidate)

e Secondary successor (backup)
Sources:

o Existing committee members

e Active Chamber members

e Volunteers from events

¢ People expressing interest in helping

Output: Succession Map (role — primary — secondary).

Step 5 — Development & Shadowing (February-August)
Successors begin structured preparation:
o Shadowing the current role holder
e Attending relevant meetings
e Learning systems (Xero, website CMS, email platform)
e Reviewing documentation
o Taking on small tasks to build confidence

Output: Successor Development Plans.

Step 6 — Documentation & Handover Materials (Ongoing)
Each role holder maintains:

e ARole Handbook

o Step-by-step guides for recurring tasks

o Login access stored in a secure shared vault

o Templates (emails, agendas, reports)

e Annual calendar of responsibilities

Output: Updated Role Handbooks stored on committee files page.

Step 7 — Annual Review & Confirmation (September)



Committee reviews:
¢ Who is stepping down
¢ Who is ready to step up
e Anygaps
¢ Any roles needing recruitment

Output: Succession Plan for the next year.

Step 8 — Formal Appointment (AGM)
At the AGM:
e New role holders are formally appointed
e Outgoing volunteers are thanked
e Successors take over with a structured handover

Output: Updated Committee Structure.

5. Supporting Tools
To make this work smoothly:
e Succession Risk Register (simple spreadsheet)
¢ Role Profiles (one page each)
¢ Role Handbooks (living documents)
e Shared password vault (LastPass Teams, 1Password, etc.)
o Shadowing checklist
 Handover checklist
6. Governance
e Succession Planning becomes a standing agenda item at quarterly committee meetings.
e Presient and Secretary jointly own the process.
o Each role holder is responsible for maintaining their documentation.
7. Quick Wins (Start This Month)
1. ldentify the top 3 roles with highest risk
2. Create or update their Role Profiles
3. ldentify at least one potential successor for each
4. Start shadowing immediately
5. Begin building Role Handbooks
8. Optional Add-Ons
To go further:
e Volunteer Pipeline Programme (invite members to shadow roles)
o Skills Matrix for the committee

e Annual “Volunteer Open Evening” to attract new committee members



