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INTRODUCTION
This document has been prepared by in collaboration with the NSW Office of Sport and the Author as a guide for New South Wales State Sporting Organisations (SSOs) to assist SSOs and improve their capabilities in board succession planning practices. 
This document includes a practical guide and a template policy to supplement the learnings from the Organisation Support Program (OSP) Information Session Webinar on SSO board succession planning – see Annexure A.
This document should be read in context with the NSW Office of Sport’s Sports Governance Capability Framework and the Australian Sports Commission (ASC) Sport Governance Standards (SGSs), in particular, Principle 9.8.
PURPOSE
This document has been designed specifically for sport and seeks to take into account the issues which an SSO might need to consider; for example, Sport must deal with the impact of drugs; Sport is affected by child protection legislation; and Sport operates under a national system where the national body can make rulings and set policy that will flow through the Sport and affect those playing at Club level.
All levels of an SSO and all persons within a Sport should work together for the advancement of the Sport and the SSO through sharing common purposes, structures, policies and procedures.  This will hopefully improve the governance and delivery of a Sport and look to make it easier to address issues of joint concern, to share information and to maximise the sport’s marketability.
Finally, with the increasing amount of legislation affecting sport, Sports must enact consistent and complementary policies and strategies that address areas of governance and common risk that flow through the organisation.
HELP
If you have any questions about how to use this document, please contact the Sector Capability and Performance team on 02 8754 7976 or via email at sectorcapability@sport.nsw.gov.au.
Reviewed by the Author (current as of November 2024).

DISCLAIMER:  THE INFORMATION PROVIDED IN THIS TEMPLATE IS FOR YOUR INFORMATION ONLY.  THE AUTHOR AND THE NSW OFFICE OF SPORT ACCEPT NO RESPONSIBILITY FOR THE ACCURACY OF THE INFORMATION OR YOUR RELIANCE UPON IT.


A PRACTICE GUIDE FOR SSO BOARD SUCCESSION PLANNING 
Introduction 
Managing the transition of key personnel/office holders in and out of roles within your SSO can be challenging and it is common for SSOs to operate with vacancies until a suitable replacement is found. However, some roles are more critical than others and cannot be left vacant for too long without an adverse effect on the SSO. 
As such, adopting appropriate succession planning practices can help prevent this risk for your SSO. 
“Succession planning is no longer just a box to tick or a ‘nice to have’ when looking at board governance. It is an integral part of effective supervision and stewardship, indelibly linked to core board responsibilities such as oversight of strategy implementation and risk management.”[footnoteRef:2] [2:  James Beasley, Senior Director, Head of Board Advisory, Europe, Middle East, and Africa, Nasdaq] 

Succession planning conversations is an opportunity for revitalisation, refresh and celebration. Nevertheless it is often one of the hardest conversions to have - but also one of the most necessary. 
What is succession planning?
Succession planning is the ability to forecast and establish plans to meet the future skill and experience needs of your SSO. This is done to refresh your SSO’s leaders (governance or executive) in order to continue to meet the challenges your SSO faces. Your SSO Board should aim to have an optimal mix of people, skills and knowledge to ensure your SSO’s ongoing success.
It is also important to distinguish that succession planning is not about finding a replacement for an already vacant role, but rather, identifying when key roles will or are likely to become vacant and preparing individuals, where possible, before the vacancy arises (i.e. recruitment vs succession).
Why is succession planning important?
In terms of succession planning, one of the major issues for boards is looking at their own composition to ensure it serves the SSO. Composition ought to be considered as a way of ensuring that there are a sufficiently diverse range of skills, backgrounds and perspectives at the board table to enable robust discussions. This will ultimately give the board greater opportunity to make informed decisions (which coincides with a director’s duties of care and diligence).
As such, succession planning is important for SSO Boards as it helps to:
· retain talent and further develop the knowledge, skills and experience of Directors and key personnel;
· future-proof the SSO Board and its operations by filling vacancies with the right people in the right role at the right time; 
· close skill gaps across the Board so to ensure the strategic goals of the SSO can be achieved.
What are the key roles to supporting succession planning?
At a glance, the key roles that go to supporting good practice succession planning include the following.
	Board
	CEO/Executive

	· Establishes the approach that supports the SSO’s succession planning needs, including performance conversations in relation to the Board
· Documents these processes into a board-level policy 
· Creates a skills matrix to identify gaps in skills/expertise
· Oversights the management and implementation of succession activities (incl. recruitment) 
· Regularly schedules discusses about succession planning activities at board-level 
	· Implements delegated processes and activities of any board approved succession policy where appropriate
· Develops a pipeline of talent for key personnel roles (SSO dependent)
· Encourages a culture of open conversation about succession planning and development opportunities 


What is a good approach to take in order to succession plan well?
There are no hard and fast rules when it comes to succession planning for boards, however good governance practice guidance is available to assist (see the resources available at the NSW Office of Sport ‘Running your SSO’).
Having a well thought through and articulated strategy towards board and key personnel renewal allows your SSO to have a plan for an orderly succession of these key roles in response to the need to balance fresh perspectives whilst retaining corporate knowledge (see Attachment A)
It is beneficial to take a top-down approach to succession planning to ensure it is a comprehensive and value-adding process. This includes the following:
	Board Succession Planning
	CEO Succession Planning
	Executive Succession Management

	· Directors
· Board Chair
· Committee Chair(s)
· Committee Members
	· As the Board’s only employee
(NB. This is dependent on your SSO’s structure)

	· Ensuring the CEO is developing a pipeline of talented key personnel who can step into roles as people go on leave/holidays



To improve your SSO Board’s succession planning, it is important to remember that succession planning is not a siloed activity. Instead, it is one that is ultimately informed by many other aspects of the Board’s governance responsibilities, including:
	· Board skills matrix 
· Constitutional terms and tenures
· Board recruitment practices
· Board induction processes
	· Strategic planning
· Values, mission and purpose statements
· Board composition diversity targets
· Board development and education


In order to reinforce the above, some good governance practice would include incorporating succession planning processes as follows:[footnoteRef:3] [3:  Australian Institute of Company Directors, ‘Not-For-Profit Governance Principles: Third Edition’, published April 2024] 

	· Define: Clearly define the key roles, responsibilities and owners of succession planning
· Map: Articulate how your SSO Board plans to implement and achieve its targets
· Approach: Embed a top-down approach to strategise and inform the right tone
	· Document: Develop a succession policy that fits your SSO’s needs
· Targets: 
Set what your ‘ideal’ settings are diversity and mix
· Review: Regularly undertake reviews of the plans and processes


When is the right time to succession plan?
A well-functioning SSO Board requires ongoing review of its performance and of the contribution of each Director. If an SSO grinds to a halt whenever a Director moves on is not one which has undertaken adequate planning or has appropriate change management and handover procedures.[footnoteRef:4]  [4:  Australian Charities and Not-for-profits Commission, ‘Running a charity’, published May 2017.] 

The good governance recommended approach to board succession planning is for the process be an ongoing conversation between Directors and viewed as part of ‘normal’ board business. To ensure this happens, the Board ought to include dedicated succession discussions as a separate  item in your SSO Board’s annual governance calendar. 
Undertaking board succession on an ad hoc basis can lead to sub-optimal decisions on board membership, which could significantly impact on your SSO Board’s decision-making dynamic and its ability to discharge its governance and legal duties.
What are practical steps to enhance succession planning practices?
By way of guidance, the following comprises a set of activities that you can look to adopt in order to complement your Board’s current approach to succession planning.
· Constitutional guidance: Your ideal settings may not require constitutional change, however every SSO is different so you must look to your Constitution for guidance on matters such as board tenure, number of directors and any other requirements that may need to be considered in succession planning.
· Policy: Develop and implement a Board Succession Policy that sets out the roles, responsibilities and practices to support your succession planning (see the Guide for a template).
· Values: reflect on the purpose, values and current strategy of your SSO to inform the skills and experiences needed for your SSO.
· Skills matrix: Either develop or undertake a review of your board skills matrix and identify gaps and ‘at risk’ skills relevant to anticipated tenure limits.
· Create a risk profile: identify changes in current makeup to identify whether and if so how the SSO can mitigate any key person risk (incl. for Board, CEO, and Executive).
· Form a Nominations Committee: to support efforts in recruiting new directors and plan the processes to complement this, including role descriptions, recommendations to board.
· Agenda item: Introduce as a standing item to your board’s strategic meeting agenda – particularly if topical and requires more attention for your SSO.
· Strategic discussions: Facilitate dedicated planning/management sessions to review plans and processes at board meetings (schedule at least quarterly to your board’s calendar).
· Assess current processes: Assess current practices to see where shortfalls are evident in processes plan to update those processes.

SSO Board Succession Planning Guide: Checklist
The checklist below provides a suggested process to undertake an open, robust and accountable succession planning process. It is advisable for your SSO Board to consider whether such an approach (or a smaller process) is appropriate in for its current level of capability, maturity and overall circumstances.

	Succession Planning Guide: SSO Board Checklist

	Step #1 
Know your Constitutional settings

	· Review and understand what your Constitution provides by way of:
· Maximum tenures 
· Appointment methods and rules (ie. Replaceable rules incl that members appoint directors?)
· Board size and minimum number of directors 
· Board and committee structure
· Monitor re-election and tenure cycles

	Step #2
Risk profile
	Understand and manage: 
· The risk of individuals becoming entrenched in roles​
· The potential loss of skills, knowledge and organisational history​
· Key person risks and how you mitigate them​
· The length of each Director’s commitment and how to supersede outgoing Directors
· The scenarios involving emergency/interim succession planning 
· External expectations such as the inclusion of the stakeholder voice on the Board

	Step #3
Decide on processes 
	· Set aside the time to discuss your SSO’s ‘ideal settings’ look like in the following areas of board composition:
· whether the focus of the search is skills, expertise and/or cultural fit;
· what, if any, qualifications are required or desired;
· whether there are some diversity gaps on the Board (generation, gender, geographic, cultural)
· how to best transition the candidate/s onto the Board;
· how best to balance director tenure and the retention of corporate knowledge with the injection of new ideas and perspectives into the decision-making dynamic;
· Agree on the approach going forward – who is involved? (ie. nominations committee, internal/external recruitment) 
· Develop a Board Succession Policy and Board Skills Matrix that enlivens your SSO’s unique settings – what are your timelines? (ie. established terms or staggering?)

	Step #4 
Embedding succession planning into BAU
	· Effective boards are proactive rather than reactive: develop and actively maintain a succession plan for your board 
· Chair to schedule annual succession planning discussions with each Director
· Add to the Board’s agenda as a standing item and/or schedule quarterly board discussions to consider this regularly 
· Where possible, focus on fostering and nurturing the next generation of talent through programs/committee work

	Step #5
Own the planning
	· Develop/regularly (at least annually) review the Board Skills and Competencies matrix 
· Established committees ought to review required skills, identify gaps, develop transparent appointment criteria, and inform and update succession plans periodically
· Implement professional development plans for the Board
· Introduce succession planning practices in induction activities 
· Include succession planning topics in board effectiveness evaluations 
(for SSOs: see Principle 9.8 of the SGS)

	Step #6 
Review and re-evaluate (against strategic plans and values)
	· Consider targeted recruitment techniques through identified skill gaps and needs, diversity targets, and other focuses as they relate to your SSO’s goals  (It is just as crucial to set a strategic plan, as it is to make sure you have the right people, skills and expertise to achieve it!)
· Review the performance of processes to ensure learnings can be uplifted to support future practices
· Monitor the succession planning risks through your SSO’s risk register
· Reflect on the purpose and values of your SSO (in the now, and for the future)





[image: A logo with text on it

Description automatically generated]		
Board Succession Planning Guide and Policy Template
© NSW Office of Sport and Board Matters® 2024. All rights reserved.
Page 1 of 3
ATTACHMENT A - Key Personnel and Role Succession Planner 

	<<Insert Role>>
	
	
	
	
	
	

	Currently held by
	Appointed Stand-In
	Urgency
	Key Skills
	Candidate A
	Candidate B
	Candidate C

	Who currently holds the role?
	Does the SSO have an appointed stand-in for the role in the event of an emergency?

	What is the current level of urgency to fill the role?
	What are the critical skills required of the role?
	What are the current capabilities of the candidate against the required skills?
	What are the current capabilities of the candidate against the required skills?
	What are the current capabilities of the candidate against the required skills?

	
	
	
	
	<<Insert Name>>
	<<Insert Name>>
	<<Insert Name>>

	<<Insert Name>>
	<<Insert Name>>
	Choose an item.	1. 
	Choose an item.	Choose an item.	Choose an item.
	
	
	
	2. 
	Choose an item.	Choose an item.	Choose an item.
	
	
	
	3. 
	Choose an item.	Choose an item.	Choose an item.
	
	
	
	4. 
	Choose an item.	Choose an item.	Choose an item.
	
	
	
	5. 
	Choose an item.	Choose an item.	Choose an item.
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Board Succession and Composition Policy
November 2024

	Procedures number
	<<insert number>>
	Version
	<<insert number>>

	Drafted by
	<<insert name>>
	Approved by CEO on
	<<insert date>>

	Responsible person
	<<insert name>>
	Scheduled review date (annually)
	<<insert date>>

	Related policies
and legislation
	· Constitution 
· Board Skills Matrix
· Board Nominations Committee Charter
· Corporations Act / Associations Incorporation Act 
· [any others]



PURPOSE 
The purpose of this Policy is to endeavour to ensure the [#insert name] State Sporting Organisations (SSO) board of directors (Board) comprises a diverse group of Directors, as far as possible, who can work as a well-rounded team in fulfilling the duties and responsibilities of the Board. 
POLICY PRINCIPLES AND OBJECTIVES
It is the Board’s view that, to be effective, the Board needs to have a broad mix of skills, experiences and competencies to meet the necessary duties and responsibilities required to be an effective Board for the SSO. 
The Board aims for a composition which will appropriately represent the interests of the groups associated with the SSO to pursue its objectives, strategic intent and facilitate diversity. 
Matters of succession and recommendations in relation to the Board’s composition (by virtue of elections/appointments) is a matter for the full Board’s consideration, through and with the Chair’s direction.
This Policy should apply when considering, recruiting and selecting Directors to be appointed to the Board, whether to fill a casual vacancy or as a nominee for election or appointment. 
	Gender Equity in Governance Targets

	By no later than 1st July 2027, ASC and NSW Government desire Australian sport to have achieved:
· 50% of all board directors are women and/or gender diverse
· 50% of chairs are women and/or gender diverse
· 50% of specified sub-committee members are women and/or gender diverse
In NSW, a 40:40:20 gender balance is recognised as a pathway to compliance and helps account for odd numbered Boards and people identifying as non-binary.


BOARD COMPOSITION		
In accordance with the Constitution, the Board must comprise at least [#number] and not more than [#number] Directors, consisting of the following:
[#number] Directors elected by the Members (Elected Directors); and 
[#number] Directors appointed by the Board (Appointed Directors).
[#refer to the SSO’s Constitution for particulars]
ELECTIONS AND APPOINTMENTS
The Elected Directors are elected to the Board by: 
[#insert process specific to your Board, including calling for nominations and reviewing applications].
The Appointed Directors are appointed to the Board by: 
[#insert process specific to your Board, including calling for recommendations of candidates, reviewing applications, seeking consensus on the appointment].
Where any Director has a material, or perceived, or potential conflict of interest with a candidate for board appointment, including a personal relationship with a candidate, that Director must disclose the conflict as soon as they become aware of it, so as to limit the possibility of compromising the appointment process. 
Directors are expected to disqualify themselves from acting as a referee for any candidate.
DESIRED SKILLS 
In the appointment of a Director, the Board will, where possible, identify the skills and experiences considered important or necessary to govern the SSO both at present, and in the future. Each candidate will ideally be assessed against this criteria appointed due because the candidate has skills and experience identified. 
To inform the ideal composition of the Board, the Board may have regard to the following set of skills and experiences (as well as those in the Board’s Skill Matrix):
	Technical skills, competencies and experiences

	· Finance, accounting, capital management
	· Business and commerce

	· Law
	· Marketing and communications

	· Senior executive experience (either commercial/private or public sector)
	· Governance (sport and/or nfp)

	· Human resources 
	· IT and data 

	· Fundraising
	· Risk and compliance 

	· Strategy 
	· Government and policy

	· Environment and sustainability
	· Community relations 

	Personal qualities and attributes

	· gender spread
	· age demographic spread

	· connection/relationship to SSO/Sport
	· geographical distribution

	· commitment to the SSO objects, policies, rules and values
	· general knowledge of the SSO’s sport

	· demonstrated ability to understand a wide scope of community issues, including requirements and objectives of governing and sporting bodies
	· commitment to the role and have the ability to devote sufficient time and energy to the position, including a preparedness to engage in professional development as required by the Club/Association

	· understanding the strategic planning process and have the ability to implement
	· excellent presentation, communications and advocacy skills in order to articulate the SSO’s vision and objects

	· ability to work and communicate effectively within the Board (as a team) and with external parties
	· [#any others relevant to SSO]



SKILLS AUDIT PROCEDURE 
The Board will regularly, but at least annually, analyse the current Board’s skills, competencies and experiences - with and through the Board’s Skills Matrix - to help identify gaps in skills or expertise to better target candidates for the Board’s future recruitment and succession practices (Board Skills Audit).
The Board should also consider:
the minimum and maximum number of Directors that constitutes an effective Board for the SSO in line with the Constitution; 
the current Directors’ terms and tenures of office to proactively understand, identify and anticipate gaps in skills (see Attachment A);
the circumstances that, unless a Director is being appointed to fill a casual vacancy, any Elected Director who is nominated for appointment must be nominated for election at the next AGM or an extraordinary special meeting held prior to the AGM; and
a range of core skills that ought to be represented on the Board as a whole, where possible, in order to fulfil statutory duties and obligations as well as those relevant to the SSO’s strategic future.
The Board understands the importance of diversity and individual Directors are not expected to have experience in all the areas listed in the Board’s Skills Matrix, if any.
POLICY RESPONSIBILITIES
The Board carries responsibility for approving, reviewing and monitoring this Policy.
The Chair, with the CEO, is responsible for the communication and implementation of this Policy.
The Board, Chair and CEO are responsible for fulfilling their obligations in accordance with this Policy.

ANNEXURE A


ATTACHMENT A - Board Director Re-Election Terms and Tenures

	Board Director name
	Board Director role
	AGM Date of appointment
	AGM date Board Member 
must retire 
(but available for re-election)
	AGM date Board Member must retire (but no longer available for re-election)

	
	
	
	 Term cycles
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