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INTRODUCTION 

Over the past 28 years, Boston City Signers has been intertwined in communities of underserved 

youth in Boston by providing the highest level of creative youth development through the music 

of various genres. Boston City Singers has had strong leadership that has helped drive the 

expansion of the organization from its start in a home kitchen to current times, with a staff of three 

full-time members and numerous part-time staff, volunteers, and supporters. Recently, within the 

past six months, it has become apparent to stakeholders of the organization that the full-time 

leaders do not currently have successors for their future departures. This issue sparked the initial 

outreach to Boston University’s Arts Administration Consulting course, hoping to understand the 

intricate pieces that are in both a long-term succession plan and an emergency succession plan. 
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RESEARCH GOALS 

Following receiving this initial proposal from Boston City Singers and meeting with the staff and 

select board members to better understand the needs and goals of these succession plans, we have 

developed a few points of discovery that helped influence the plan as a whole: 

● What are the current techniques for succession planning? 

● What is the average planned and emergency succession plan timelines? 

● What are the proper arts leadership hiring practices? 

● How would the organizational structure look if roles and duties were rearranged to better 

suit the organization's future growth? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Page 5 

METHODOLOGY  

To elaborate on the questions that we posed based on the proposal, we needed to conduct desk 

research and interviews. 

 

The desk research included gathering current arts values, policies, and hiring practices from 

multiple art genres; analyzing similar arts organizations and their structures; and reviewing and 

collecting different-formatted succession plans for both the long-term and emergency succession 

outlines. 

 

Our comparative analysis between Boston City Singers and other similar organizations both in and 

outside of Boston included how organizations outreach and engage with the communities, types 

of programming, and marketing techniques that help expand the organization. Gathering current 

arts values, policies, and hiring practices included analyzing job descriptions of the Boston City 

Singers and other organizations, proper equity, diversity, and inclusion systems, effective and 

lawful interview processes, and questions; and identifying recruiting systems and companies. 

Multiple reviews of succession plans included types of succession plans of organizations of all 

sizes, institutional knowledge retention plans, standards and metrics of employment development, 

and effective succession transitions.  

 

The consulting group interviewed multiple individuals who influenced the organization. Through 

these interviews, we were able to gather information based on the needs and wants of the 

succession plans, information about the organization, and what the future of the organization could 

look like.  

 

We interviewed the following individuals: 

● Melissa J. Graham, Managing Director 

● Jane Money, Founding Artistic Director 

● Emma Greenough, Program Manager 

● Jaap van Reijendam, Board of Directors Member, Chair 

● Joseph Burnieika, Board of Directors Member, Vice-Chair 

● Jack Wu, Board of Directors Member 
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For each interview, we gathered information using the following questions: 

 

Board Interview Questions: 

● How long has each member been on the board and/or involved with the organization? 

● For Vice-Chair Burnieika): What is your history with succession planning? 

● Do you have any input for the succession planning process? 

● What is your preferred timeline for this process?  

● How would you feel about creating a co-artistic director position?  

● What would you like to have for an outcome for this process?  

● What is your vision for the future of this organization?  

 

Full-Time Staff Member Questions (Ms. Greenough): 

● How did you find the position you are currently holding?  

● What was the hiring process? 

● Did the job description accurately reflect what you do daily? 

● What is the role of the Part-Time staff members? 

● What are some of the Boston City Singers’ greatest successes?  

● What are some of the organization's challenges? 

● What are some fundraising efforts that BCS has undertaken? 

● What would you like to have for an outcome for this process?  

 

Executive Staff Questions:  

● How did Jane start the organization? 

● Why did you bring Melissa on board and what did that process look like? 

● What is the process for hiring the rest of the team (Part-Time instructors, Asst. Artistic 

Director, other support staff)? What qualifications do you look for? 

● What are some of the organization's goals for the next 3-5 years?  

● What conversations have you had surrounding succession planning?  

● What is your desired outcome/ideal situation for the succession plan? 
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PREVIOUS SWOT ANALYSIS BY CCT 

One of the primary tools of our research was the SWOT analysis below that was conducted by 

CCT. The SWOT provided us with the information that we needed in order to structure our 

recommendations and build a succession plan that we felt would strengthen the organization as a 

whole, not just provide a timeline for new leadership to enter Boston City Singers. The elements 

that stood out to us the most are as follows: 

 

● Weaknesses and Threats: 

○ Team structure: Boston City Singers may need to prioritize a restructuring of the 

organization because of its internal systems, inconsistent communication, and 

understaffing. 

 

○ Marketing: This is found under both weaknesses and opportunities, which 

highlights that the organization needs to spend some time re-strategizing their 

marketing tools, which will in turn help bring the community back to the size it was 

before the 2020 pandemic. 

  

○ Diversity and connection to community: Another weakness and opportunity for the 

organization, with a change of leadership comes the opportunity to change the way 

the organization looks internally so that it matches the community that it serves. It 

is essential for organizations to focus on including as many facets of diversity, 

equity, and inclusion in their programming and policies.  

 

○ Development: Currently, Boston City Singers does not have a development team. 

It has not majorly hindered the organization yet, but as the SWOT highlights, this 

is both a weakness and an opportunity. The lack of foundation funding could be a 

threat to the organization and therefore should be a priority to strengthen the 

organization's future programs. 

 

○ Succession plan: This is the biggest priority of this proposal, since that was the 

original request from Boston City Singers. 
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SIMILAR ORGANIZATIONS AND COMPETITORS 

In order to understand where Boston City Singers fits into the landscape of children’s choruses in 

Boston, we conducted a brief investigation into the organization’s competitors. We did this so that 

we could identify what makes other, larger, organizations successful to provide Boston City 

Singers with tools and examples of how they can grow the organization back to pre-COVID 

numbers. Using the SWOT analysis provided by CCT, we highlighted a few elements based on 

the organization's weaknesses and opportunities, namely the size and diversity of the teams, 

marketing plans and team structures, and their visible hiring strategies (i.e., job postings and 

descriptions).  

 

 

● Boston Children’s Chorus 

○ Hiring Platforms: Indeed, Glassdoor, LinkedIn, MA Hire Culture & Other Forums. 

○ Number of Board Members: 19 

○ Total Staff: 35 

○ DEI Commitment based on Current Demographics: 15 (BIPOC / LGBTQ / Latinx) 

○ Marketing Team Size: 1 – Marketing Associate 

 

 

● Boston Youth Symphony Orchestra 

○ Hiring Platforms: Indeed, Glassdoor, LinkedIn, MA Hire Culture & Other Forums. 

○ Number of Board Members: 23 

○ Total Staff: 25 

○ DEI Commitment based on Current Demographics: 3 (BIPOC / LGBTQ / Latinx) 

○ Marketing Team Size: 1 – Marketing Director 

 

 

● Zumix 

○ Hiring platform – Indeed, LinkedIn, MA Hire Culture & Other Forums. 

○ Number of Board Members: 14 

○ Total Staff: 25 

○ DEI Commitment based on Current Demographics: 11 (BIPOC / LGBTQ / Latinx) 

○ Marketing Team Size: None 
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OVERVIEW OF RECOMMENDATIONS 

Based on the research conducted and outlined above, interviews with board members and full-time 

staff, and other organizational documentation, we have prepared the following recommendations 

for Boston City Singers:  

1. Organizational Restructuring and Advancement  

2. Arts Hiring Practices  

3. Building a Succession Planning Strategy  
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RECOMMENDATION #1 

Organizational Restructuring and Advancement 

In order to advance the Boston City Singers, changes within the organizational structure are 

recommended. During our interview and research process, we found that this is a large 

consideration that we would recommend to the organization and is a strategy for growth for Boston 

City Singers. In referencing the reason behind our assessment for an organizational restructuring, 

one of the threats indicated in the SWOT analysis from CCT was that of internal systems.  

 

Charitable Allies defines internal system restructuring as: “when an organization is trying to 

establish a larger foundation for future growth, or significantly change the way it operates its 

governance or its programs, then restructuring is in order. This commonly involves changing the 

board governance (committees, meeting frequency, etc.), eliminating program lines, adding 

program lines, or adding subsidiary or affiliate entities. Most of these changes require 

amendments to the organization’s bylaws, and may also require filings with the secretary of state, 

attorney general, Internal Revenue Service or other regulators.” 

 

With potential changes in executive leadership in the coming years, it is an ideal time for the board 

and staff to address this issue of organizational growth. Vikki C. Lassiter in The Role of Process 

Improvement in the Nonprofit Organization defines organizational growth as, “a process that 

occurs by adding new content and organizing old content. When organizations are attempting to 

grow, develop and keep pace with a changing marketplace, successful outcomes often require an 

ongoing process that alters the way people interact with the external forces, perform their jobs, 

and relate to each other.” The chart on page 12 outlines our recommended organizational 

structure.  

 

Receiving a large grant and potential for leadership change within Boston City Singers is a pivotal 

moment for the organization. The following quote from La Piana Consulting strengthens our 

argument for change through succession planning: “internal restructuring may be key to keeping 

your organization fresh, effective, and successful in these times of great challenge and change.”  

 

Creating a new Marketing and Development Director position 

In our research and interviews, we discovered that senior staff are performing many tasks, most 

importantly those that involve marketing and development, that could be relegated to other 

positions within the organization. An example of this is in the Artistic Director position’s original 

job description, which lists grant writing and oversight of social media, tasks that will be performed 

by a single individual in our recommended plan. Therefore, we recommend that you create at least 

one new full-time position, a Marketing and Development Director.  

 

This position would report directly to the Managing Director and would take some of the 

responsibilities regarding those fields away from the current Managing Director’s many roles as 
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you can see in the job description posted in Appendix 1. This position is an important aspect of 

the future of Boston City Singers and will create a cultivation component that is the sole 

responsibility of a full-time employee and will help executive level staff focus on their primary 

responsibilities.  

 

Boston City Singers has an invaluable opportunity to invest in the creation of a development 

position by using some of the funds from the last large grant you received. This position will 

eventually fund itself since the organization will now have the avenues for consistent foundational 

funding and campaigns to raise individual donations. By taking the step to build a new full-time 

position, Boston City Singers can focus more intentionally on rebuilding their community back to 

pre-COVID numbers and allow staff to enjoy a better distribution of responsibilities.  

 

Below are some key areas that can benefit from change to your organizational structure due to the 

new position: 

 

● Growth in Marketing: In the SWOT analysis from CCT, the marketing program was 

listed as both an opportunity as well as a weakness. A new position would be created to 

take advantage of these opportunities and to address the weakness. In addition, during our 

interviews, we found that obtaining a growth to reach pre-COVID-19 levels was a concern 

and marketing to new audiences will assist in that reach. This component would focus on 

“the creation, production, and distribution of all marketing materials such as press 

releases, newsletters, and print and digital publications,” as referenced in the job 

description. 

 

● Growth in Development: In addition to growth in marketing, the new position would 

create a development opportunity for the organization. This aspect, based on the included 

job description, would focus on “writing and securing general operating and capacity 

building grants” as well as “major gifts and planned giving programs, including 

identification of prospects, cultivation, solicitation and stewardship of donors.” 
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Organizational Structure Recommendation: 
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RECOMMENDATION #2 

Arts Hiring Practices 

The following information is recommended for Boston City Singers to implement to help 

standardize the organization's hiring practices. By creating a standard hiring process, it helps 

reduce bias in the hiring environment and ensures that all candidates are reviewed fairly and 

equally. 

 

It is recommended that Boston City Signers create a hiring/search committee within the board of 

directors. This committee should be composed of at least one chair and two other board members. 

This committee should remain with an odd number of individuals serving on it to help discourage 

an even split upon the finalization of candidates in any future hiring process. In addition, the 

individuals in this committee should be comprised of different identities and specializations and 

should have a strong commitment to the longevity of the organization while holding strong 

diversity, equity, and inclusion principles throughout the entire process. 

 

Upon creation of this committee, the individuals should write and regularly revise, as needed, a 

statement or guideline that details how the committee will incorporate diversity and inclusion 

within the hiring process, and it should be posted within the job descriptions and postings. In 

addition to this organization statement, the committee should develop a rubric with criteria based 

on the job description and talking points that are appropriate and desirable to raise with candidates, 

which will be used to objectively evaluate candidates at various stages of the selection process. 

This rubric should be shared with all those who will be responsible for evaluating candidates. 

 

During the hiring process, all candidates should be directly informed that they can ask for 

accommodations during any part of the interview process. In a College Art Association of America 

article, they specify some of these accommodations that might include but should not be limited 

to "open or closed captioning in preliminary virtual interviews, providing candidates with 

interview questions prior to the virtual or in-person interview, appropriate rest breaks throughout 

the interview if it is a longer duration of more than an hour, providing transportation alternatives 

to walking or stairs, the availability and identification of gender-neutral bathrooms, and making 

available a variety of seating options, including armless chairs." Candidates are more likely to 

perform better and accept positions in environments where they feel comfortable and share 

intellectual and social interests. 

 

In collaboration with the hiring consultants, job posting strategies should be a shared initiative. 

The announcement of the position’s availability should be made to all sites and institutions that 

have a history of working with and helping the organization. The job posting should be advertised 

and announced, which reaches a diverse set of candidates, including in international forums or on 

hiring platforms. 
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Lastly, the committee should be as transparent as possible with each candidate about the timeline 

of the search and what to expect in the future stages of the process. 

 

Boston City Singers Recommended Interview Course 

The following table represents the recommended hiring course that Boston City Singers should 

take when hiring at the executive level. This approach helps the organization stay true to the 

candidates without any bias or preconceived notions while providing a more equitable hiring 

process. 

1. Consulting Company: Upon activation of the hiring consulting company, they should 

provide prospective candidates to the Board of Directors hiring committee. 

 

2. Board Hiring Committee: The committee should start with preliminary interviews with 

the selected candidates. Following these interviews, if there are successful candidates, there 

should be an interview scheduled with the opposite executive staff member that they will 

be working closely with. 

 

3. Executive Staff: This executive staff member will follow the steps laid forth in the rubric 

that the committee has shared, which outlines standard questions and recommended 

questions to be asked. 

 

4. Results to Committee: The executive staff member will forward the results of each 

candidate interviewed to the committee, and upon their review, they will decide whether 

to move forward with the next step. 

 

5. Other Staff: These staff members will follow the steps laid forth in the rubric that the 

committee has shared, which outlines standard questions and recommended questions to 

be asked. 

 

6. Results to Committee: Interviewers should debrief to give the individual or group the 

chance to check for biases or assumptions, especially if there were discrepancies. 

Debriefing with the rubric helps ensure that candidates are measured against the bar the 

committee previously defined. These staff members will forward the results of each 

candidate interviewed to the committee, and upon their review, they will decide whether 

to move forward with the next step. 
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7. Final Meeting: The committee shall meet to review all candidates and the interview 

process information to determine the candidate that best fits the organization. 

 

8. Recommendations to Board: The committee proposes the top three candidates to the 

board with ratings of one through three, corresponding to the order in which the offer 

should be made. 

 

Non-executive level hiring should follow this path from the Executive Section (parts #3–6) to the 

results but said results would be forwarded back to the executive member that is hiring instead of 

the board hiring committee. 

 

Interview Rubric and Question Structure 

Creating a rubric should be a collaborative experience with the newly formed hiring committee, 

the board of directors, and other staff members. Skipping this collaborative step will result in 

individuals defaulting to their own criteria to assess candidates. Being able to lay the groundwork 

prior to the hiring process's beginning will help negate biased hiring. A standard rubric should 

incorporate must-haves, which can be determined based on pieces of the job description and the 

quality within that role being hired. Also, incorporating pieces that align with the organization's 

future initiatives will help analyze the scope of the individual and how they could progress the 

organization's future. A recommended rubric can be found in Appendix 2 and 3. This rubric was 

created by the Management Center, whose mission is to advance justice and equity within the 

United States, focusing on different approaches to management. 

 

Consulting Firms 

Following these practices, we have concluded that we should recommend that the Boston City 

Singers Board of Directors engage and hire a consulting company that specializes in executive-

level positions in the arts and cultural sector. The following list includes some prevalent and highly 

rated consulting firms that work with multifaceted organizations while adopting many of these 

current hiring practices: 

 

● Arts Consulting Group is a leader in providing interim management, executive search, 

revenue enhancement, strategic planning, community engagement, and facility and 

program planning services for the arts and culture industry. On the Arts Consulting Group 

website, they specify their executive search approach, stating, "At ACG, we embrace a 

non-traditional, open, and multi-faceted approach, embedded in inclusion, diversity, 

equity, and access, creating new opportunities for leaders and the communities and 

organizations they serve. Our unique executive search process balances qualitative and 

quantitative data to ensure that the candidates possess the skills, experience, and 

educational requirements to excel in the role and fit your organization's culture, team, and 
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community. Competencies, communication style, motivations, and values—these soft 

skills are the key to lasting success." Website: www.artsconsulting.com. 

 

● Tom O’Connor Consulting Group is dedicated to furthering the arts through their work 

of strategic planning and recruiting while connecting the organization's opportunities to 

their vast and diverse network of arts professionals. They will work to customize strategies, 

show commitment to DEIA, and bring a human touch to the organization to help analyze 

potential candidates. See Appendix 4 for a one-page hiring practice example.] Website: 

https://www.tomocgroup.com/ 

 

● ALJP Consulting, LLC, is a smaller consulting firm that puts inclusion and equity at the 

forefront of its work. They employ planning and search services to help address the modern 

challenges facing non-profit organizations in the arts and culture sector. Striving to create 

more diverse and inclusive environments for artists, administrators, and patrons. On the 

ALJP Consulting website, they specify their executive search approach, stating, "We will 

tap into our network of colleagues and peers to help you find the right talent. Whether 

you're looking to fill entry-level positions or mid-level and executive management roles, 

we identify promising job seekers and provide specific matches for your review." Website: 

www.aljpconsulting.com. 

 

● Advisory Board for the Arts is one of the largest global network-based learning 

organizations in the cultural sector, enabling their own network, research capabilities, and 

expertise to gather ideas from around the globe to help your organization find breakthrough 

solutions and achieve lasting success. Through this firm, you would receive a dedicated 

Member Advisor who would understand your present opportunities and pressing 

challenges and translate them into actionable solutions via hiring and retention strategies 

and searches. Website: www.advisoryboardarts.com. 

 

Job Descriptions and Posts 

In order to find the best candidates possible, the organization must be clear on what they are 

looking for, including characteristics beyond basic qualifications for the role. The job post is the 

first introduction that potential candidates have to the role and how it fits into the organization. 

Therefore, it is crucial that the organization provides a detailed description of the role in a clear 

and concise way. We recommend structuring it as follows: 

 

● Job Basics: these include:  

○ Title of the role 

○ Reporting structure  

○ Benefits 

○ Time commitment  
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● Organization Introduction: A brief introduction of the organization that clearly presents 

the greater mission of the role. 

 

● Job Summary: A brief narrative description of what the job functions are. 

 

● Job Responsibilities: a list of the role’s responsibilities, divided out by different 

categories, for example: 

○ Administrative Responsibilities 

○ Educational Responsibilities 

○ Advancement Responsibilities 

 

● Ideal Candidate Description: Beyond the basic functions of the role, describing the 

personal qualities that would make a person be the best fit allows candidates to holistically 

assess their qualifications. 

 

● Preferred Qualifications and Skills: Finally, you list the baseline qualifying factors for 

the candidate, for example:  

○ Work experience 

○ Management experience 

○ Functional Skills 

○ Physical requirements (i.e.: must be able to stand for long periods of time) 

 

● Compensation: Salary transparency is highly valued, including the salary of the position 

will allow candidates to apply with the right expectations. 

 

● How to apply: An outline of the steps candidates need to take. This will answer the 

questions of: 

○ Where candidates submit their application 

○ Who to contact with questions. 

○ What not to do (i.e., please do not call the organization during your application 

process). 

○ What is the application deadline. 

 

For examples of this type of job posting, please see Appendix 5. 

 

We restructured the job descriptions for the executive team based on these recommendations. We 

recommend standardizing the job descriptions for all full- or part-time staff in this format. 

For these examples, please see Appendix 6. 
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RECOMMENDATION #3:  

Building a Succession Planning Strategy 

 

While a Succession Plan is a procedure that an organization should never actually have to put into 

place, it’s a valuable tool that allows an easy transition during an otherwise turbulent time. Due to 

unexpected emergency situations, the organization may be left without leadership, either 

temporarily or permanently, and this sudden departure does not provide the grace of a two week 

notice in order for the organization to prepare for transitions. The Succession Plan creates clear 

guidelines and timelines. The focus should be on the long-term goals of the organization rather 

than simply finding someone to fill a role quickly. 

 

Long-Term Succession Plan  

PREPGO Model for Succession Planning 

 

Upon the conclusion of our research, we agreed that the best model to base the succession plan on 

was the PREPGO model used in educational settings. The PREPGO model focuses on preparing 

and empowering current employees and puts them on a path towards the leadership positions 

available at the organization. The PREPGO model also offers opportunities for sustainability 

within leadership in an organization, as well as valuing mentorship, staff morale, and professional 

development.  

 

The model is centered around these stages and guiding points. For an extended outline, see 

Appendix 7. 
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Stages Guiding Points 

Planning ● Proactive succession planning for strategic hiring and promotion practices 

● Preparing the right talent (current employees) to move into short- or long-term leadership 

roles 

Recruiting ● Strategically searching for staff that have the potential to hold leadership roles.  

● During recruitment process search for qualities including coping with high stress, ability 

to manage multiple projects, previous commitment to similar work, long-term career 

plans that match organizations future plans 

Empowering ● Foster a working community centered around boosting morale and empowering current 

employees. 

● Focus on retention 

Preparing ● Allow different staff members to spearhead projects to provide growth opportunities. 

● Provide mentorship by Executive Team as much as possible. 

● Assess staff performance focusing on points of growth and professional development 

Guiding ● Train all staff on leading sustainable programs so that they are prepared to step in when 

needed 

Off to Work ● New leaders’ step into their roles and continue the cycle of PREPGO in alignment with 

the next succession and strategic plans 

 

 

PREPGO has been defined by Lili C. Melton as a “continued procedure to identify, develop, train, 

promote, and maintain current employees for future leadership roles.” By intentionally recruiting 

new staff that show leadership skills, and then training them with the goal of one day promoting 

them to a position on the executive team, the organization is preparing itself for any expected, or 

unexpected, turnover. This model also facilitates building an organizational culture where 

professional growth and mentorship are at the core of the team dynamic, which has been shown to 

retain employees. This model requires constant planning and preparation, which will help with 

timely transitions of power and information and provide a smooth transition for the entire team.  

 

We believe that the PREPGO model fits well with the Boston City Singers needs because it is, 

essentially, an education organization. The community that Boston City Singers has built is at the 

heart of the work and, like a school, would greatly benefit from a leadership team that is loyal and 

committed to the success of the students and the growth of the organization. Research in succession 

planning has shown that the PREPGO model is a strong model to implement because it focuses on 

the development of the staff as well as the students in the organization. Sustainability is a 

concerning issue within Boston City Singers because of its small leadership team. This concern 

can be mitigated by fostering strong leaders in every part of the organization's team, so that when 
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a need arises, there are current staff members that can step in and be trusted to prioritize the 

organizations best interests, while minimizing the learning curve.  

 

Suggested Timeline for a Long-Term Succession Plan 

Along with the PREPGO model, it is important to have a clear timeline within which the 

organization can execute their succession plan. This timeline begins with the moment that an 

Outgoing Director (either the Artistic or Managing) gives notice that they are departing. The 

timeline is built to be executed over the course of a full year, we understand that giving one year’s 

notice is unusual, so the timeline can be adapted to shift the Outgoing Directors projects to a shorter 

timeline if needed.  

 

Timeline Point Responsibilities  

Step 1: Within first 

two weeks of notice 

Board: 

● Reviews job description to ensure that it is up to date with job responsibilities 

and organizational structure.  

● Reviews current organizational hiring practices and priorities 

● Reviews possible consulting firms that will help assist in the process and starts 

reaching out to the appropriate firms to begin the process.  

● Forms a Hiring Committee that will work alongside consulting firms. 

 

Board and Executive Team: 

● Reviews current projects under Outgoing Director’s responsibilities and builds 

a timeline for their completion 

Step 2: Within 1st 

month of notice 

Board: 

● Completes hiring process for a consulting firm and passes on necessary 

information for candidate searches. 

● Finalizes job post, job description, and any necessary restructuring of the 

organization. 

 

Outgoing Director: 

● Begins compiling all information pertinent to the organization and their role 

● Establishes company information drive for the storage of company files 

● Begins passing all information from personal drives to company drive 

Step 3: Within 2-3 

months of notice 

Consulting Firm: 

● Conducts thorough candidate search. 

● Reviews applications for Outgoing Director role and provides organization with 

a list of possible candidates for consideration.  

 

Board: 

● Reviews the following with guidance of consulting firm: 

○ Interview Questions 

○ Candidate evaluation rubric 
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● Reviews final hiring priorities to guide the interview process and final search. 

 

Executive Team: 

● Begins to prepare for Marketing and Development Director search. 

● Reviews job description, benefits package, and job posting. 

● Sends the above to Board for approval 

Step 4: Within 3-4 

months of notice 

Consulting Firm: 

● Passes on a list of best candidates from the search to the Board. 

● Continues search in case the first round of candidates does not meet the 

organization’s needs. 

 

Board: 

● Selects which candidates will be moving forward with the interview process. 

● Set up an interview structure. We recommend the following:  

○ Initial phone screen conducted by a board member to assess initial 

qualifications.  

○ Select candidates will move on to a 2nd round interview with a member 

of the Executive Team 

○ Select candidates are invited to a 3rd, and final, round of interviews with 

the Board Chair and Vice-Chair 

● Approves job posting, job description, and benefits package for Marketing and 

Development Director 

Step 5: Within 7-8 

months of notice 

Board: 

● Makes offer of employment to their chosen candidate 

● Sets up ideal start date for candidate. 

● Requests a progress report from Outgoing Director on the transfer of 

information project. 

 

Executive Team: 

● Posts Marketing and Development Director position on the organization’s 

website and other recommended platforms 

● Prepares interview processes for Marketing and Development Director. This 

includes: 

○ Interview Questions  

○ Candidate Evaluation Rubric 

Step 6: Within 8-10 

months of notice 

Executive Team: 

● Prepares organization for change in leadership and welcoming new team 

members. 

● Begin candidate interviews for Marketing and Development Director 

 

Outgoing Director: 

● Prepares onboarding and training guide for Incoming Director 

● Schedules trainings for Incoming Director 
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● Completes the transfer of information project 

Step 7: Within 10-11 

months of notice 

Executive Team: 

● Hires Marketing and Development Director 

● Establishes training and onboarding processes for Marketing and Development 

Director 

 

Incoming Director: 

● Begins working with organization, ideally with six weeks of overlap with 

Outgoing Director to facilitate the training and transfer of power. 

● Meets with Board and entire staff team 

Step 8: within 11-12 

months of notice 

Incoming Director: 

● Completes onboarding and training.  

 

Marketing and Onboarding Director: 

● Completes onboarding and training. 

 

Outgoing Director:  

● Remains at organization in a consulting capacity, exclusively, to oversee the 

final transition between directors and facilitate the introduction of the Incoming 

Director to the organization’s community 

Step 9: within 12 

months of notice 

Incoming Director: 

● Adopts full responsibilities and duties of the position. 

 

Outgoing Director: 

● Completes exit processes, as guided by the Board, and retires from the 

organization 
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Emergency Succession Timeline 

In addition to the Long-Term Succession planning, an Emergency Succession plan is also 

necessary to ensure that the organization has the right planning in place to maintain the 

organization as stable as possible during any unexpected departures on the executive team. This 

timeline is a condensed, 21-week version of the long-term plan and excludes the hiring process for 

a Marketing and Development Director. With unexpected departures, the organization's top 

priority should be to find a new Director; organizational restructuring can take place once a new 

Director is appointed.  

 

When executing this timeline, it is essential that the remaining executive staff and board members 

place great effort in keeping staff morale high because finding a new Director within such a short 

period of time will require the participation of everyone in the organization.  

 

 

Timeline Point Responsibilities 

Week 1 Board: 

● Reviews job description to ensure that it is up to date with job responsibilities 

and organizational structure.  

● Reviews current organizational hiring practices and priorities 

● Reviews possible consulting firms that will help assist in the process and starts 

reaching out to the appropriate firms to begin the process.  

● Forms a Hiring Committee that will work alongside consulting firms. 

● Identifies and appoints a current staff member as Interim Director 

 

Outgoing Director:  

● Reviews current and upcoming projects and identifies the projects with the 

highest priorities. 

● Begins collecting all organizational information from personal drives and 

moves them to company drive  

Week 2 Board: 

● Hires consulting firm and sets accelerated timeline for search. 

Outgoing Director  

● Meets with Interim Director to review project list and identify any resources the 

Interim Director might need to execute new responsibilities. 

● Discusses with Interim Director how the organization will distribute additional 

work amongst the current staff. 

● Completes the transfer of information from personal drives to company drives. 

● Departs the organization. 

 

Interim Director: 

● Introduced to major stakeholders to formalize the temporary transition of power 

and point of contact and assumes interim role. 
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Weeks 3-6 Consulting Firm: 

● Begins robust candidate search and begins providing possible candidates for 

consideration. 

 

Board: 

● Meets with Interim Director to discuss the temporary distribution of 

responsibilities among staff. 

● Focus on either adding an additional temporary staff member for administrative 

tasks or add working hours for current part-time staff. 

 

Interim Director: 

● Calls and facilitates an all-staff meeting to discuss new work distribution and 

next steps in the leadership transition. 

 

Part-Time Staff or Temporary Staff Member: 

● Begin additional hours to balance out distribution of responsibilities 

Weeks 7-9 Consulting Firm: 

● Passes on an initial list of candidates for the Board to review. 

● Continues search in case the first round of candidates does not meet the 

organization’s needs. 

 

Board and Executive Team: 

● Reviews the following with guidance of consulting firm: 

○ Interview Questions 

○ Candidate evaluation rubric 

● Reviews final hiring priorities to guide the interview process and final search. 

● Begins candidate interview process (if applicable; should follow the same 

process outlined in long-term plan) 
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Weeks 10-12 Consulting Firm: 

● Provides new batch of candidates for Board to review. 

 

Board and Executive Team: 

● Continues interview process with new candidates. 

 

Board: 

● Checks in with Interim Director to ensure that the organization has continued to 

run without any major disruptions to programming and that staff morale is still 

high 

Weeks 13-15 Board: 

● Selects their top candidate and sends an offer of employment with the emphasis 

of the need for a quick start date. 

 

Executive Team: 

● Builds training and onboarding guide for Incoming Director 

Weeks 16-18 Incoming Director: 

● Begins working at the organization. 

● Meets with Board and executive team to gain an understanding of the current 

organizational landscape. 

● Introduces themselves to all staff. 

. 

Executive Team: 

● Begins executing training and onboarding cycles for Incoming Director 

Weeks 19-20 Board and Executive Team: 

● Meet to identify the projects with the highest priority to continue the 

stabilization of the organization. 

 

Incoming Director: 

● Continues training cycle. 

● Meets with all staff to communicate next steps for the organization 

Week 21 Interim Director: 

● Transitions all temporary duties and responsibilities to the Incoming Director 

 

Incoming Director:  

● Completes training and onboarding cycle. 



 

Page 27 

 

Board and Executive Team: 

● Meet to discuss any possible restructuring of the organization.  

○ i.e.: adding a Marketing and Development Director 

 

Part-Time Staff or Temporary Staff: 

● Return to their original hours and responsibilities 
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Appendix 2: Hiring Rubric Sample Template 
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Appendix 3: Hiring Rubric Sample Template (Filled Out Example) 
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Appendix 4: Tom O’Connor Consulting Group Hiring One Pager 
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Appendix 5: Sample Job Posting 

 
 



 

Page 35 

Appendix 5: Sample Job Posting (Continued) 
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Appendix 5: Sample Job Posting (Continued) 
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Appendix 5: Sample Job Posting (Continued) 
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Appendix 5: Sample Job Posting (Continued) 
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Appendix 6: Executive Team Job Description Restructuring 
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Appendix 6: Executive Team Job Description Restructuring (Continued)  
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Appendix 6: Executive Team Job Description Restructuring (Continued)  
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Appendix 7: PREPGO Model Points 
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Appendix 7: PREPGO Model Points (Continued) 
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