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Many businesses today view Succession Planning as a crucial strategy for future
growth and sustainability. What factors should be taken into account during this
process?

We suggest considering succession planning in two different ways. First, you want to
have a process in place to groom a potential successor into a specific role. Let’s say
you have a Director of Finance who you are getting ready to replace a CFO who is
retiring in a couple years.

Here are five key steps for grooming a successor:

1.Evaluating the current state of the potential successor with a keen eye on the gaps
from current state to being ready to move into the next position.

2.Clear communication on performance expectations necessary to be strongly
considered. IE successful performance in current role while demonstrating
additional capability through added responsibilities and important to make it clear
that the transition is based on performance with a final decision made at the time
of a potential promotion.

3.Clearly lay out specific goals, milestones and learning objectives. Conduct periodic
reviews to assess progress and communicate feedback.

4.Design a leadership development program that includes internal and potential
external coaching. Provide opportunities to take on additional responsibilities
while the incumbent has the training wheels of the incumbent.

S.Incumbent should start knowledge transfer once it is clear the successor’s
performance and fit is on track.

While grooming a successor can be an effective approach for a C-level role, this
approach is less effective for broader organizational succession planning. Instead,
many companies have adopted a a more inclusive approach of identifying high
potential employees across functions and providing tailored coaching and leadership
development strategies to prepare them for promotion. Initiatives such as job
rotations, project assignments, cross-functional training, and other activities aim to
wholistically develop talented leaders. This is also a great way to improve the
likelihood of these “A players” staying.
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Some might worry that developing a strong bench without available positions could
lead to losing talent to other organizations.

While that's a possibility, it's not a valid reason to avoid investing in staff development
and career opportunities. Without such investments, high-potential individuals may
leave anyway because they don't see a commitment to their growth. The organization
needs to ensure that positions are developed or even created to challenge their top
talent. These practices also attract other high potential employees.

Do these principles apply to family-owned organizations?

Yes, with additional considerations. The same needs exist for family-owned
enterprises, but grooming family members will take extra care and consideration.
Why? Because they are being promoted for who they are and not what they have
accomplished. Companies who don’t survive generational transitions often fail
because a succeeding family member is not prepared or qualified for the challenge of
leading a company. Using a baseball analogy, if you put someone at shortstop then
they better know how to play the position.

Here are some nuanced differences in key leadership succession planning with
family owned businesses:

¢ Governance Charter Effective succession planning begins with agreed upon
guidelines on how critical decisions will be made on who ascends to top roles.
These plans typically state what is required of family members as well as which
family members are eligible to participate. This process is critical to manage family
member expectations. Hard feelings can erupt with family members unless
guidelines have been established.

o Develop “Fit” Profile Hire candidates that fit the organization with regard to
leadership/work style, values, team orientation, communication skKills, EQ and
motivation factors are more important in a family business. Create a blueprint
based on successful previous hires.

¢ Establishing Plan Define goals, objectives and responsibilities that are aligned with
the family’s vision and values.

¢ Leadership Development Outside coaches can be very helpful to assist in
developing family members on their path to succession. Creatively find roles,
projects and accountabilities to help prepare family members to expand skills and
provide incremental increases in responsibility.

The organization needs to ensure that

positions are developed or even created to

challenge their top talent.
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¢ Transparent Communication This is important for any leader but even more
important for highly invested family members who are often also owners. These
individuals may need more development than their non-family counterparts who
are more solely relying on their capabilities for a promotion.

¢ Transition Planning Developing a detailed transition plan outlining timelines,
responsibilities, and milestones. Continue to provide leadership development
strategies and they begin new role. Regular feedback sessions and reviews are

necessary.

¢ Monitoring and Evaluation Review progress towards succession goals and
adjusting as needed. Addressing legal and financial considerations related to

ownership and management succession.

This outline provides a structured framework for organizations including family
businesses to follow as they navigate the complex process of succession planning.
Each phase addresses key aspects of succession planning, from assessment and
preparation to implementation and ongoing monitoring, ensuring a comprehensive
approach to leadership transition within the family business.

WilliamCharles Search Group is a boutique
executive search and professional recruiting
firm providing services to companies across a
variety of industries. Our focus is on leadership
positions up to the C suite including
President/CEO. Our work is concentrated in
finance, human resources, operations/supply
chain, sales/marketing and administration. Our
most common clients are private, family
owned, private equity owned and ESOP
companies. We work extensively in West
Michigan but also have demonstrated
experience nationally and globally through a
network of partners.
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