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Guide for Planning Leadership Transitions

Background

Coalitions should develop a clear and detailed transition plan for leadership changes. This resource offers a
step-by-step guide to help your coalition identify its leadership needs and build a strong transition plan.
This guide is especially relevant for coalitions moving to a decentralized leadership structure or shifting
from one lead to co-leads. However, the steps here apply to any leadership transition and you can adapt
them to fit your coalition’s needs. For additional guidance on building and selecting new leaders, see the
Leadership Succession Planning resource.

Identify, define, and assign leadership responsibilities

Understand current leadership responsibilities

The first step in developing a leadership transition plan is to decide which of the current leader’s
responsibilities need to be reassigned. Table 1 provides a template for developing this list.

To complete the table:

e In Column 1, list the current leader’s responsibilities. Be comprehensive, noting responsibilities as
small as maintaining an email list and as significant as applying for grants.

e In Column 2, describe each responsibility clearly so a new leader could carry it out.

e In Column 3, indicate whether the responsibility will be needed moving forward.

Leadership transitions are a natural time to reconsider the scope of work. For Column 3, you can ask yourself:

e Based on what we know now, will the coalition need to keep doing this moving forward?
e Can this responsibility be placed on hold until after the transition period?
e Do we need to add new responsibilities based on the coalition’s anticipated work in the next year?

Add new responsibilities to the table as needed and revisit the table as your planning progresses.

Table 1. Leadership responsibilities

1. Responsibility 2. Description 3. Needed moving forward?
Example: Manage coalition Maintain active contact information for Yes

contact list and partners in Excel; add new members to

communications contact list; and remove members who

leave from the list. Regularly share updates
on coalition activities with the people on the
contact list.
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Group similar responsibilities into task areas

After you’ve identified current and future responsibilities, write each responsibility on a sticky note (physical,
or virtual through a platform like Mural or Miro) and group similar responsibilities into task areas. Organize
responsibilities in a way that makes sense for your coalition. It is fine if some task areas contain only one or
two responsibilities. Complete Table 2 after grouping responsibilities into task areas.

Table 2. Task structure

1. Responsibilities 2. Task area

Example: Communication and scheduling
e Manage contact list

e Share regular updates on coalition activities

e Share grant opportunities and partner updates
e Send calendar invitations

e Send reminder emails

Example: Recordkeeping
e Draft and distribute coalition meeting notes

Define roles

Next, turn task areas into new leadership roles. Depending on your coalition’s size and capacity, you can group
related task areas into one role or create separate roles. For example, a coalition secretary might oversee both
communication/scheduling and recordkeeping duties, or these responsibilities may be divided.

Possible roles include but are not limited to:

e Coordinator e Secretary e Coalition or work group
e Facilitator e Notetaker chair

e Meeting planner e Data analyst e Treasurer

e Partner manager e Grant manager e Techlead

Once you determine the roles, draft a clear description for each. Clear role descriptions support
accountability, expectation setting, and recruitment. You can consult the Community Toolbox section on
Preparing Job Descriptions and Selection Criteria for additional guidance. You should also consider how long
you expect people to serve in each role and what the estimated monthly time commitment would be, and
include these points in the job description.

Assign roles

Once you have a clear list of descriptions for the roles, it’s time to decide who will fill each role. Table 3
provides a template to help you keep track of candidates for various roles. You can look both within and
outside the coalition. Consider the following questions:

e What skills are required?
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e Who has or could develop these skills?

e Who is actively engaged in coalition activities?

e Whois interested or motivated?

e How can we include community members in these leadership roles?
e Who has the capacity to take on this responsibility?

Next, develop an outreach and recruitment strategy to fill open roles. The Leadership Succession Planning
resource has more tips for identifying potential new leaders.

Table 3. Leadership roles

1. Role 2. Needed 3. Potential candidates 4. Outreach or recruitment: Next
skills steps

Example: Writing, Brian: sometimes offers to take Ask Brian and Tanya about interest at

Coalition organization, | notes next meeting, emphasize benefits

related to developing skills and
strengthening community connections

secretary attention to

) Tanya: very organized,
detail

mentioned she has time available

El Develop a transition plan

Finally, develop your transition plan. This is a written document that outlines the following:

e Leadership roles, tasks, and skills

e Outreach and recruitment strategies

e Training needs

e Knowledge management strategies

e Transition goals and success measures

Define short-, medium-, and long-term goals to guide the transition. For example, a short-term goal might be
announcing the new leaders to coalition members. A long-term goal could be identifying and pursuing
additional funding sources. Make sure to develop goals for each of the core responsibilities you identified
earlier. For example, a goal related to the responsibility of managing the coalition’s contact list and
communications might be to establish mechanisms for sharing information with coalition contacts and
members. For each goal, choose the metrics you will use to track progress and determine success. Table 4
below provides a template with examples of goals and success metrics.

Table 4. Goals and success metrics

Goal \ Success metrics

Short-term

Example: Establish mechanisms for Establish coalition email address; create shared drive for coalition
sharing information with coalition members; send monthly newsletter to coalition contacts
contacts and members
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Goal Success metrics

Medium-term
Example: Update mission and vision | Develop new coalition mission and vision statements

Long-term
Example: Identify funding sources Set up email alerts about new grant opportunities; apply to at least
three grants next year; develop relationship with foundation partner

After defining your goals, break each one into specific, actionable steps using an action plan (such as the one
in Table 5).

Table 5. Action plan

Example: Goal: Establish mechanisms for sharing information with coalition contacts and members
Objective 1: Develop a coalition email address

Action step Person responsible Due date
1. Review email platforms

2. Select email platform
3. Create email account

Objective 2: Create a shared drive for coalition members and facilitators

Action step Person responsible Due date
1. Research sharing platforms

2. Select platform

3. Set up new file-sharing platform
Goal:

Objective #:

Action step Person responsible Due date
1.
2.
3.

Adapted from Mathematica. “Understanding and Planning for Sustainability: A Guide for Multi-Sector Community Partnerships
Working to Address Social Determinants of Health.” 2023. https://www.naccho.org/uploads/downloadable-resources/Sustainability-
Planning-Guide 2023-05-09-150857 gsgd.pdf.

Sources
The content in this document was informed by the following resources:

e Butterfoss, F.D. Ignite! Getting Your Community Coalition “Fired Up” for Change. AuthorHouse, 2013.

e Center for Nonprofit Education. “Action to Impact: A Coalition Building Roadmap—Go.” 2017.

e National Association of County and City Health Officials. “Succession Planning for Local Health Departments.” June 13,
2024. [You must create a free account to access this resource.]
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