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Abstract

Nonprofit governance is considered to be the Idedl of nonprofit organizations regardless of sizel a
operational locale. Whether in developed and/oreltming economies, local, state and national levels
governance of nonprofit organizations enables giowi of essential complementary services to thie dta
foster governance of peoples’ affairs. The essertdla of the nonprofit sector has renewed schglattention

on governance of nonprofit organizations, espegialhe governance-related roles of nonprofit boafd
directors. This paper highlights the important rofenonprofit governance for nonprofit organizasbsuccess
by framing nonprofit governance as succession jgnwith emphasis on the critical role that humeasaurces
play in realizing the intents and purposes of nofiporganizations. The authors buttress their argut by
integrating the extant literature on nonprofit gmance with a conceptual model that relates varargprofit
governance roles and show the inextricable condreets and interconnectedness to succession planfrtieg
authors conclude by advancing the argument thapnodib governance is not only about leadership e t
moment, but also promotes succession for benefmigtomes for organization and society with human
resources at the core which translates into orgénizal effectiveness and service to the community.
Keywords. nonprofit governance, succession planning, govemamoard of directors, governing board,
working board.

1. Introduction

Nonprofit organizations play a critical role in i@rs sectors of a country’s economy, especiallg, sbcial
sector. The invaluable services that are rendeyethdése organizations help address the concermvarajus
segments of a population. Whether at the locale stational, and international levels, the impafchonprofit
organizations on social and general wellbeing tizens, including helping mitigate challenges a&ged with
natural disasters cannot be underestimated (Sdi@@1,; Smith & Lipsky, 1993; Salamon, 1989; Anh&ledi4).
One key aspect that enables the contributions mprudit organizations to a society is through gonagrce.

Generally, governance in the nonprofit sector oatl also termed as nonprofit governance deals wit
deliberate efforts by nonprofit board of directoramaking sure that an organization is able toizeats stated
intents and purposes (Herman, Renz, & Heimovic§71®oye & Inglis, 2003; Purdy & Lawless, 2012). In
most cases, the board of directors of nonprofitanizations have the sole responsibility of pronmtin
organizational wellbeing, including the respongipifor assets and liabilities. As Herman and R€2204, p.
696) have argued, board of directors of nonprafiaaizations are “ultimately legally responsible tloe affairs
and conduct of the organizations they head.” Ieaffthe board of directors have the legal respditgito the
overall interest, viability, and the sustainabildffan organization. While the centrality of boarfddirectors to
the overall interest and sustainability of an orgation is well known, especially, in their decisimaking roles,
it should also be noted that the chief executiva abnprofit organization also play key and impoirtales in
decision making. In other words, one could argus tioard of directors and a chief executive areuallyt
involved in major decisions that affect a nonprofiganization.

As the literature underscores, when nonprofit baaetnbers are effective in their roles, particulaitythe
area of governance, there are positive implicatifoisthe organization and the community it servEbe
nonprofit board through its effective oversightpessibilities of organizational assets and liai@$itcan also
foster the realization of vision and mission of thiganization. Similarly, any neglect on the pdrthe board in
carrying out its roles and responsibilities canategly impact the organization. For instance, satsosuch as
Preston and Brown (2004), Holland and Jackson (1998rman and Renz (1999), and Brudney and Murray
(1998) highlight how nonprofit board’s effectivesagsults in effective organizational performaridee authors
of this paper concur, as other scholars have arthadonprofit governance is strategic, interdaljberative,
actionable, and result-oriented and mostly drivgrthe efforts of nonprofit board of directors whizex and
complement executive and management undertakings) afrganization. Such efforts which can manifest i
various roles tend to enhance nonprofit organimatia achieving their purpose in the short and femm.

There is no doubt that nonprofit governance, paldity, the roles of board of directors, fosterstomuous
existence and service to various publics and/omgonities. However, a careful review of nonprofitvgmance
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through the lens of a board seems to suggest ticaession planning is a critical responsibilitytied board as
their various efforts tend to culminate in ensuric@ntinuous viability of a nonprofit organizatiohrough
personnel/peoples’ actions which is contingent elibdrate recruitment strategies. In all intentd parposes,
people/organizational personnel, including boardnimers, are responsible for every facet of the drgdion
including acquiring material resources and eventaahél personnel for the organization. This pagierefore
focuses on making a case for nonprofit governareesuccession planning in view of the conventional
expectations of nonprofit governance roles, esfigciper the efforts of board of directors are gshtoward
mission fulfilment as a conduit to promote orgatianal viability and service to the community. Thaper
integrates the extant literature with a formulatedceptual model to explicate the various nonpgditernance
rolesin buttressing the argument and in an attempt &wan the question: how does nonprofit governance
enables succession planning? While the authorsoadkdge the various roles of nonprofit governanse a
advanced by various scholars over the years astedder effective management of nonprofit orgaatians, the
authors extend the argument by relating those radesvidence of succession planning for the gregded,
especially, in furtherance of organizational andetal wellbeing.

2. Conceptual Framework of Nonprofit Gover nance

The continuous relevance of nonprofit organizationisoth developed and developing economies, eslhgcas
essential partners to the state in governance ptorthe nonprofit/Third Sector’s important rolehielping meet
needs and expectations of citizens in various conities. The nonprofit sector's complementary ralethie
state in the management of peoples’ affairs hashexh such a threshold of indispensability which basn
acknowledged by various political actors in differéocales. For instance, in the U.S., the nonpredictor
employs close to 11 million people which constisugdout 11 percent of the workforce as it relabeprivate
sector employment (Anheier, 2014). In 2010 alohe, $ector contributed about $14.5 trillion to thesg
domestic product (Roeger et al. 2012; Anheier, 20%dholars such as Salamon (1989), Saidel (1¥ijth &
Lipsky (1993), Anheier, 2005; Salamon & Anheier 89%aidel & Harlan, 1998; Giddens, 1998 among ather
have underscored the contributions of the nonpsefitor to governance in various economies.

As commendable as the invaluable contributionshef monprofit sector is to various economies, such
contributions can be easily negated if the varioosprofit organizations are not properly governgdus, the
importance of the nonprofit sector to the state hesessitated renewed attention on how such entitie
governed and their day-to-day implications for ngmmaent and services. It is in this regard that nwfitp
governance has become such a cutting-edge topiagstholars, practitioners, law makers, and othiécal
community stakeholders (Herman & Heimovics, 199arver, 1997; Drucker, 1990; Herman and Renz 1999).
The fundamental questions of ‘what and why’ of nafip governance have therefore become a subjedthwo
of scholarly investigation.

Scholars and professionals of various backgroumds persuasions have attempted to define nonprofit
governance as a conduit to establishing its impegao nonprofit organizations. In his piece onejoance
within the context of nonprofit organizations, Re(2007, p.1) asserts that “governance is the psooés
providing strategic leadership to a nonprofit oligation. It entails the functions of setting diiect making
policy and strategy decisions, overseeing and raong organizational performance, and ensuring aller
accountability.” Renz’s conceptualization pointsttee unique and essential role of nonprofit goveceain
promoting organizational effectiveness and missfatillment for mutually beneficial outcomes to the
organization and community. Such governance effimtsugh various nonprofit board roles enable ¢iffec
utilization of human and material resources in anes that advances causes of the organizatiorhéogteater
good. Admittedly, the perspectives of other scteband professionals on nonprofit governance rétaiRenz’s
(2007) conceptual explication.

BoardSource (2010, p.15), which is the foremosbkaty and professional entity on nonprofit goveroa
whose perspective on the concept relates to tha&erfiz's (2007) argues that nonprofit governantle Wethin
“the board’s legal authority to exercise power amthority over an organization on behalf of the ommity it
serves.” BoardSource adds that a board’s majorisdte formulate policies and make decisions thiltimpact
the life of an organization. Nonprofit governanaoethis viewpoint, is more of a collaborative effarith more
collective responsibilities for both an organizatiand society’s wellbeing. Chait, Ryan & Taylor (20 see
governance as the collection of tasks by nonptuodéirds in a strategic manner geared toward aclgjethia
organizational purpose. The board, in this contisxtiersatile in carrying out expected respongiegi even if
some of the tasks are repetitive in nature. Theveslt and intentional composition of nonprofit lsaenable
effective fulfillment of the various tasks for matibenefits to organizations and community stakedrsl.

O’Donovan (2003, p. 29) conceptualizes governanse‘am internal system encompassing policies,
processes, and people which serves the needsrehstders and other stakeholders by directing amdralling
management activities with good business savvyeativjty and integrity.” This definition underscarehe
strategic use of human and material resourcesnia Vith established methods to achieve organization
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purpose. And in the case of nonprofits with therdaserving in needed capacities to fulfill estatid mission

for societal benefits. Furthermore, scholars siliHarman & Renz (1999; 2004), Green & Griesing®96),
Carver (1997), Hudson (1999), Drucker (1990), Axel(1994), Houle (1997), Block (1998), Drucker (299
Herman & Heimovics (1990; 1994), Houle (1960: 19238gers (2009), Wellens & Jegers (2014), Pointer &
Orlikoff (2002), Purdy & Lawless (2012), Preston Brown (2004), McFarlan (1999), Herman, (1989),
Cornforth (2001), BoardSource (2004 a & b), Gil0(3), Holland & Jackson (1998), Zimmermann & Stesven
(2008), Brudney & Murray (1998), Steane & Chrigfa®01), Connelly (2004), Tricker (1984), McCambdg
(2004), Bradshaw, Murray, & Wolpin (1992), shaheit perspectives on governance within the contdxt
nonprofit organizations and other sectors. Howetlegre are some variations in governance as iaperto
sectors which will be highlighted in the followipgragraph.

As this article examines the concept of governaiicis, important to underscore the point that tbert
governance, as used in this paper, which is camistith the broader literature in the field of nmmofit sector
is different from the concept of governance in geaeral field of political science. While nonprafibvernance
brings together diverse stakeholders from varicaiskrounds and professional persuasions in an pitteon
achieve established social objectives of a padicabnprofit organization for communal benefitsygmance
within the political context focuses on engaginditipal actors in administering peoples’ affairsaaparticular
or various locales. Renz (2007, p.1) actually remins of this distinction by stating that the “paldector
governance refers to the political process of golimd decision making for communities and political
jurisdictions, whereas nonprofit governance refersthe process of providing leadership, directiamd
accountability for a specific nongovernmental, fatprofit organization.” Similarly, nonprofit goveance is
different from corporate governance although tteeesome elemental commonalities. We should alss the
differences between for-profit or corporate goveceand nonprofit governance. For-profit governaoceses
on maximizing profit and dividends for shareholdetsiles nonprofit governance aims at achieving aloends
without profit and/or dividend connotations (Jege2609; Drucker, 1990b; Taylor, Chait, & Holland95;
Hoye & Inglis, 2003). However, the similarities teen nonprofit and corporate governance is more
pronounced than the case with public sector govem@Purdy & Lawless, 2012; McFarlan, 1999).

Nonprofit governance, as the above discussion shéesises on major organizational issues. In other
words, nonprofit governance deals with the biguiet thus, policy and substantive issues as cordgar¢he
day-to-day organizational operational issues wigdhe domain of management. Nonprofit governancedes
on issues such as setting organizational directietermining mission, vision, and values; engagingtrategic
thinking and planning; ensuring necessary resousgdscting the chief executive; enhancing the mirgion’s
public standing; providing oversight (organizatiand chief executive); protecting assets; monitorangl
strengthening programs and services; and enswega) hnd ethical integrity among others (Boardsau2010,
p.32-44). These governance roles as referenceccadrevnot necessarily performed in a sequentiaharatut
integrated in a way that enhance effective perfoiceaof a nonprofit organization. Furthermore, thesles
complement nonprofit management functions whickpsarheaded by the chief executive and other ésisent
staff who are also part of the board and are ialetyp the board's roles. Thus, roles by the boand a
management concertedly enable realizing the intamdspurposes of the organization.

The delineation of board’s roles as conceptuallaedcholars and practitioners underscore the raokied
nature of nonprofit governance in promoting effestiess of nonprofit organizations. For instancdtinge
organizational direction, strategic thinking andrpling, and ensuring resources suggest how preawtinprofit
boards’ roles are and/or expected to promote orgsiohal effectiveness. This paper frames nonprofit
governance as succession planning as the boalds easure continuous relevance and existence ryfrafit
organizations. Additionally, succession planninghbserved, manifest in every facet of nonprofitamigation’s
governance undertakings with human resources aritieal variable. Thus, people matter: whethearubo
members, the chief executive, and other strategisgmnel, people are the lifeblood of nonprofitasiigations
and attendant acquired resources for achievingihanizational purpose. The authors advance tharagt of
nonprofit governance as succession planning byieatplg the various nonprofit governance roles lie t
remaining sections of the paper. The underlyingi@aggion of nonprofit governance as succession pgnn
thereby serves as the key framework in our atteimm@nswer the question: how does nonprofit gover@an
enables succession planning? In the interim, thieoas will explicate the concept of succession piag in the
next segment of the paper.

3. Explicating Succession Planning in Nonprofit Organizations

Every nonprofit organization directly and indirgcthtends to make a difference in a particular lecahich

could be at a town, city, municipality, county,tetaregional and/or international level for theajex good. The
explicit and/or implicit intents are usually guidéy the mission of the organization which trandaieto

actionable efforts with attendant impact on the gamity of focus. And the commitment to continuouishpact

a community positively necessitates intentionab®$f such as succession planning among others.
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Succession planning has become an integral padmdrofit governance in relation to nonprofit baaehd
its roles in achieving the mission of nonprofit @nizations. Scholars have conceptualized and apeadived
succession planning in ways that highlight itsvetece to continuous operation and realization génizational
goals. The purpose-driven nature of the variousceptual explications further elucidates the essewfce
succession planning to nonprofit governance andagement. Rothwell (2001, p. 6) defines succession
planning as “a deliberate and systematic effortaoy organization to ensure leadership continuitykéry
positions, retain and develop intellectual and kieolye capital for the future, and encourage indiald
advancement.” This definition points to the intentl efforts that are required on the part of aganization to
enable succession planning. Furthermore, the definihighlights organizational sustainability andnian
resource development expectations associated witlcession planning. Of course, nonprofits and other
organizations have the option to grow talent wittfie organization and/or acquire talent from owts@occupy
key and strategic positions. Succession plannintigicontext is not only limited to filling the pibion of the
chief executive, but includes key strategic areas.

Deshwal (2015, p.59) relates succession plannirgy identifying future potential leaders to fill key
positions” which further points to the future-oried nature of succession planning by nonprofits atier
organizations. Hirsh (2000, p.4) on her part cohgajzes succession planning as “a process by winghor
more successors are identified for key posts (aupggs of similar key posts), and career moves and/or
development activities are planned for these ssoees Hirsh’s definition also underscores an ititaral and
systematic effort by an organization geared towfillithg essential position(s) as a conduit to pradimg
organizational continuity and continuous impact toe community. Relatedly, the definition of sucéess
planning by National Academy of Public Administaati (1997) as "an ongoing process of systematically
identifying, assessing and developing organizatiteedership to enhance performance”(see Kim 2p&E33)
points to deliberate and procedural efforts by nizgtions which is very relevant to nonprofit setst@ontext.

Succession planning as relevant and strategic ofihgrovernance function is essential to fulfillinbe
intent and purpose of the organization. The essefiseccession planning is highlighted by effort$oard of
directors regardless of the size of the organipatiiotake measures that will ensure continuousilitiglof the
organization and to ensure provision of neededics\o the community. Whether it is the full bganerking
board or a committee of the board such as a gomeenaommittee and/or executive committee, successio
planning has become such an integral functionradrgorofit board. However, the literature suggesssances of
succession planning not receiving the needed aitermh some organizations (Moradi, 2014; Santoralet
2015; Klein & Salk, 2013; Santora et al., 2007;@&iman, 2005). The emergent need for a new crégaders
to take the realm of affairs for most organizatioaspecially, nonprofit organizations in view ofpapent
retirement of baby boomers, has drawn much neettedtian and attendant action on succession plgnnin
(Froelich, McKee & Rathge, 2011; Santora et al13)0

The emergent and essential nature of successioniptato nonprofit organizations’ overall wellbeihgs
generated interest among scholars. Scholars sudhaasn (2004), Fredericksen (2010), Conger & Fulmer
(2003), Fletcher (1992), Kim (2003), Elkin et g2012), Austin & Gilmore (1993), Adams (2006), Desih
(2015), Price (2006), Comini et al.,(2009), Bella¢t(2006), Santora et al.,(2007), Tierney (20@®hn et al.,
(2005), Wolfred et al.,(1999), Allison (2002), Haam& Heimovics (1989), Richie & Eastwood (2006xfi
(2008), Hodgetts et al.,(2007), Teegarden (2004)¢lieh et al.,(2011), and Sambrook (2005) amoriterst
examined various nonprofit organizational effortghwa particular attention to succession planniSgch
scholarly endeavors have implications for effectiernance and management of nonprofit organizatio
various jurisdictions.

Succession planning in organizations, especialyprnofit organizations is not just a mere exerdize
management purposes only, but is driven by emergedtexisting organizational realities. Scholarshsas
Gibelman & Gelman (2002), Hamm (2004), SimoneauStgoud, (2013), Froelich et al., (2011), Sambrook
(2005), Deshwal (2015) and others have identifieatkl of essential organizational personnel i.eefamecutive
officer (CEO), founder of a nonprofit, retiremergsignation, promotion, illness, need for new cobfeaders or
growth management among others as the major rédion&cessitating succession planning in most nditgro
and other organizations. These organizationaltieslihereby necessitate the relevancy and urgenagtion on
the part of nonprofits, especially, the board oédiors to devote time and resources to succeptoming.

Succession planning can thus be an intentionaloaneihergent organizational undertaking. Whether
intentional or not, succession planning entails sness to ensure organizational viability, contirsioglevance
and service to the community at large. Such measuii embody engaging all relevant internal andeexal
stakeholders including the governing board/boarddioéctors. In fact, scholars have alluded to sdeg
elements as rudimentary to succession planningaksgs of size of a nonprofit organization.

A review of Hamm (2004); Berchelmann (2005), andslixeal (2015) perspectives on elements of
succession planning suggests the following: estabthe standards for selection of successor(skineq
promptness in selecting the successor(s); use ssioce planning to promote strategic direction oé th
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organization; enlist support of board of directarsl existing management team which includes chietaive
officer of the organization; provide professionablaskillset growth opportunities for successorf®nchmark
related best practices that align with organizasiamission and values; establish procedures fotticoous
leadership development within the organizatione&ff/ely communicate the nonprofit organizationedlities

and expectations to all potential successors; ksttabriteria for recruiting leaders for all keygamizational
strategic positions including, but not limited teetchief executive officer’s position; and embr&e@sparency,
probity and accountability in process and outconidmse elements further underscore strategic netevaf
succession planning for organizational viabilitydahe attendant continuous impact on society ferdteater
good. Furthermore, these elements connect protessan and material resources to outcomes within the
context of nonprofit governance as essential fomgn and sustainability of nonprofit organizations.

As an emergent effort by nonprofit organizationg;cgssion planning is gradually becoming a sulgjéct
serious consideration by nonprofit entities andtedtalders. Doing so allows to put measures in placnable
uninterrupted operation of the organization in terof human resources, leadership, management, and
governance. For instance, Froelich et al., (20%&jitora et al., (2015); Fredericksen, (2010) raigesuccession
planning as strategic effort for organizational bifidly. Nonetheless, resource constraints appeabdoa
challenge to nonprofit efforts to develop succesgians and consistently execute such plans (Bencime
2005; Klein, Salk & Raintry, 2013; Simoneaux & Stdp 2013). In general, corporate entities appeaetmore
proactive with succession planning than their nofipand local government counterparts (McFarla®9%;
Alexander & Weiner, 1998; Bradshaw, 2001).

The realization of the fierce urgency of successgiamning by nonprofit organizations highlightsdtgical
role to mission fulfillment for organizational arsbcietal benefits. Succession planning thus becarcere
governance function of most nonprofit organizatiohs fact, one can argue that most, if not all, vdfat
nonprofit organizations do as it relates to goveceais inextricably intertwined with successionnpieg. It is
even more so as nonprofit organizations in allhgfirt governance efforts remain committed to orgational
viability and continuous service to the communitigtmpeople/personnel at the core. This paper thenshkes
the argument that nonprofit governance could beceptualized as succession planning. To buttress the
argument, the paper integrates the extant litegatarnonprofit governance with a specific focusggomernance
roles and uses a model to pinpoint connectednesscimession planning as a conduit to achievingytiads and
objectives of nonprofit organizations. The nexttisecof the paper provides further explanationghef above
assumption.

4. Why Nonprofit Gover nance as Succession Planning

Nonprofit governance is essential to health andbe&lg of nonprofit organizations, and successilamping as
a critical nonprofit governance function is centtal the eventual viability and sustainability of npoofit
organizations. Without succession planning, a naofitporganization is likely to experience disrupt®due to
unforeseen contingencies such as illness, suddametion and even death of, at least, a core neamegt team
member (Gibelman & Gelman, 2002; Hamm, 2004; Siraore& Stroud, 2014; Froelich et al., 2011). This
segment of the paper is geared toward relatingriétricable connectedness of various nonprofitegoance
roles to succession planning as a conduit to emguwiganizational viability and sustainability, atedprovide
some answers to the question: how does nonprofitrgance enables succession planning? The ratimé&de
make the case that succession planning which @eradiment of nonprofit governance roles as gsepce of
nonprofit governance in all intents and purposepeeially, as almost every other nonprofit boatdidertaking
is reflective of continuous existence and servicthe community with human capital as a criticahponent.

This segment of the paper relies primarily on Beatdice (2010, p. 31-45) articulation of variousesobf
nonprofit governance boards such as setting orgtoiml direction; determining mission, vision, avalues;
engaging in strategic thinking and strategic plagnibuilding competent and sustainable board; setgc
supporting, and evaluating the chief executivepeng adequate financial resources to fulfill missiproviding
oversight ofassets and liabilities; monitoring and strengthgnimograms and services; ensuring legal and
ethical integrity/compliance; identifying and maigng risks; and enhancing organization reputagind public
outreach to buttress the argument. The paper yingebn BoardSource’s (2010) publication as theng@pal
resource for two reasons: firstly, not only is Bifwurce a leading authority on nonprofit governarme
secondly, BoardSource publications have essentgltyed as foundational resources for many otHeolacs
who have done work on the subject matter. Alsopkeh such as Herman & Renz (1999), Drucker (1990),
Herman & Heimovics (1990), Carver (1997), Hudso®9d) among others have addressed some of these
nonprofit governance roles in their publicationsvesl. The paper draws on the ideas of these schadta
explicate the connectedness of nonprofit governasies and their interconnectedness to succes&mmipg as
a conduit to ensuring viability, sustainability amdssion fulfillment of nonprofit organizations. &hnext
segment examines nonprofit governance roles: iitsstgith how organizations set direction and ends Wwow
they identify and mitigate risks.
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4.1 Set Organizational Direction

Setting organizational direction is imbedded inrshanedium and long term commitments of a nonprofit
organization, particularly, as it relates to makmglifference for communal and organizational biénefn
context, the outcomes that a particular nonprafiaaization intends to achieve in consonance wathmission
is reflected in decisions and actions of the orzgtion and the eventual impact on the communityarBSource
(2010) has identified establishing collective visidormulating actionable plans, communicating rlied
efforts based on values that guide the organizatinod mapping out approaches to realize establighals and
objectives of the organization as some of the redits associated with setting organizational dioec{pp.32).
Scholars such as Herman (1989), Pointer & Orlika€02), Chait et al.(2004), Axelrod (1994), Bowéd®g4),
Gill (2005), Carver (2010), Herman et al.(1997),r@orth (2001) and others have shared their insight
setting nonprofit organizational direction. Settiogganizational direction is no doubt critical tealizing the
mission of the organization and certainly such sseatial role of the board. Admittedly, settingamizational
direction is inextricably connected to successitanping as the nonprofit board alongside the chiefcutive
who is part of the core management team of a ndihprganization are very involved in measures tomote
purposeful existence of the organization even thinohiring practices. For instance, Klein et al. 12))
O'Bannon (2002), Moradi (2014), Inglis & Graff (I990int out how intentional measures to acquikeersal
personnel help set direction and secure the fudfitiee organization.

4.2 Determine Mission, Vision, and Values

Mission, vision, and values embody the organizatiits entirety in terms of what it intends to anle, stands
for and outcomes for societal and organizationalefies. Statement of the organization’s mission veys
purposes and intentional efforts toward achieviigseé ends and is complemented by outlined mediulontp
term outlooks and associated beliefs as esseatfallftlling organizational goals and objectives fihe greater
good. In the words of BoardSource (2010, p.33)tésteent of vision, mission and values also servguide and
benchmark such undertakings as organizational plgnassessment, board and staff decisions abogtgmns
and services, volunteer initiatives, and prioritsaong competing demands for scarce resources’hvtbia
large extent points to the interconnectednessdoession planning and overall organizational effartmission
fulfillment. Scholars such as Bradshaw, Murray, &Min (1992), Herman & Renz (2000), Epstein & Mdgar
(2011), Taylor, Chait & Holland (1996), ConnellyO@4), Peppiatt (2015) highlight how a nonprofit mba
attention to mission, vision and values promotaganizational success. The board is undoubtedlyoresiple
for crafting, revising and accentuating the orgafian’s mission statement and upholding its visimd
associated values. Such efforts are connectedetmrfjanization’s succession plans which basicahysaat
positioning the organization through strategic perel efforts to continuously fulfill its stated ssion and
vision which are reflected in the espoused valdd¢heorganization. Scholars such as Connelly (2084dler-
Moodie (2012) among others elucidate how nonpiafiird’s commitment to organizational mission enleanc
succession planning for sustainability purposes.

4.3 Engage in Strategic Thinking and Strategic Rlag

Strategic thinking and strategic planning embodyoirative approaches toward fulfilling the organiaats
mission in a proactive and well thought-out man®grategic thinking promotes creative ways of exang and
taking advantage of challenges and opportunitied, sirategic planning enables effective measurescan
careful assessment of organizational realities detef realization of organizational goals and afjec
(BoardSource, 2010; Bryson, 1994). Together, giathinking and strategic planning position thganization
to create needed impact on the community througitimoous rendering of services to target population
Scholars such as Anheier (2014), Andreason & Kd2807), Weaver & Inglis (1999), Hoye & Inglis, @8),
Bradshaw et al., (1992), Drucker (1990), and Cdgn@004) articulate how strategic thinking andastgic
planning foster proactive efforts that promote oigational viability and mission accomplishment.rittedly,
succession planning is a key part of strategickihin and strategic planning as promoting organiweti and
societal wellbeing underlie such nonprofit goveg®roles. For instance, Drucker (1990) reiterdiesessential
role of nonprofit organizational personnel in extéuy strategic plans to ensure accountability aadefficial
outcomes to both organization and society. Stratdgnking and strategic planning measures to aeckey
personnel for operational purposes by the boardeanthgement are certainly critical components rudrgprofit
organization’s succession plans.

4.4 Build Competent and Sustainable Board

Building a competent board for a nonprofit orgati@a is an intentional effort to sustain the orgation and
service to the community. The board is tasked witsuring the overall wellbeing of the organizatisith
governance as its key role. The board alongsideotbanization’s chief executive establish manageraed
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operational structures to ensure organizationdliMig BoardSource (2010, p. 35) considers noniptodard as
“talents the organization can draw on to furtherntission”, and building of such boards throughl webught
out processes and engagements is tantamount tdinguieffective organizational capacity that pronsote
sustainability. Scholars such as Hoye & Inglis @Q0Drucker (1990), Axelrod (1994), Sturgeon (1994)
Herman et al. (1997) emphasize nonprofit boardlkective responsibility in ensuring effective leasleip and

in promoting realization of organization's estab#id purpose. As the governance mechanism of the
organization, a competent nonprofit board enabffextéive succession planning as a conduit to omgiunal
viability and sustainability (Elkin et al., 2012asora et al.,, 2007; Comini et al., 2009; Bell kt 2006).
Whether through recruitment of board members, drgdion and participation in board events, retreats
orientation, and innovative leadership pipelineogf among others, a nonprofit board sets the sfage
organizational, program and service continuity ast pf their succession planning efforts. For insg by
building a competent management team as part afgbgernance roles, the nonprofit board fostersassion
that promotes continuous organizational relevancedcietal benefits.

4.5 Select, Support, and Evaluate the Chief Exeeuti

A nonprofit chief executive occupies a unique andtrategic role within the organization and setertthe
qualified candidate fosters organizational growtid austainability. Selecting such a competent aaqhicle
chief executive through collective efforts of thealbd, staff and other organizational stakeholdets the stage
for mission enhancement and fulfillment in the $taord long term. For instance, selecting a chietative who
understands the organization’s wherewithal andwisiould steer proactive measures to promote azgtonal
viability for service purposes and for organizatibbenefits. Scholars such as Herman (1989), Cdm{g001),
BoardSource (2004; 2010), Gill (2005), Houle (1990inter & Orlikoff (2002), Epstein & McFarlan (20),
Axelrod (1994), Chait et al. (2004) point out ttesence of chief executive’s role to a nonprofitamigation by
affirming how impactful such recruiting effort i€xt to establishing the intents and purposes obtbanization
and to promoting effective succession. Thus, selgcthe chief executive is not just a mere nonprofi
governance role, but critical to the eventual ssscef the organization. In fact, there is more uocession
planning than just selecting the chief executiveotigr strategic organizational personnel are resatufrom
time to time to help carry out the intents and pggs of the organization. Nonetheless, by selectingitable
nonprofit chief executive, supporting programs awaluating performance of such executive while gngu
adequate compensation, a nonprofit board promdfestige organizational performance and successiamays
that advances realizing the purpose of the orgtaizdlLynn, 2001; Comini et al., 2009; BoardSour2610;
Elkin et al., 2012; Santora et al., 2015).

4.6 Ensure Adequate Financial Resources

Financial resources, especially, when adequateleramonprofit's continuous operation and servicethe
community. In fact, adequate financial resourcesnmmte the organization’s value creation, mostlythe

community even as it establishes the organizat®truested partner in development and/or serviceigian.

The nonprofit board places such a critical roleéauring resources through various forms of fusthigiand in
ensuring additional relevant resources by othernsdar the organization (Greenfield, 2008; Stergh&008;
Martinelli, 1998; Pointer & Orlikoff, 2002, Chaitt @l., 2004; Carver, 2006; Axelrod, 1994; Sieverd302;

Young, 2007). Whether through board member’s peaisgiving, participation in nonprofit's fundraisireyents,
using personal network to raise funds for the omgion, providing leads to chief executive andffsfar

fundraising purposes, making judicious financiatidens that will enable multiple funding streame.(via

investments, income generating activities amongrs)h underscore the nonprofit board’s essentil 1o

organization’'s resource development (BoardSour€4,02p.37-38). The nonprofit board’s role in ensgri
adequate financial resources certainly enablessfoglon the big picture whiles empowering the chiefcutive
and rest of staff to handle day-to-day operatiadethils of the organization. Admittedly, adequdteifcial

resources promote a nonprofit entity’s successi@ngpas it fosters investment in strategic humaoure
development, recruitment of qualified and well-a@etlaled personnel, preparedness in dealing wifbregeen
organizational resource challenges and consistégmayission fulfilment among others. Scholars suah
Santora et al. (2007); Froelich et al. (2011); Haif2©04) point out how planning for executive susi@s
promote leadership, resource adequacy, financidtb@irg, and adaptability of nonprofit organizatson

4.7 Enhance Organization Reputation and Public €ath

Enhancing the nonprofit organization’s public siagdpromotes the overall wellbeing of the organaat A
nonprofit organization with a good reputation that intentionally cultivated through board members’
professional behavior and engagements with the agritynfosters beneficial coexistence and attendauntiial
benefits. The board members, in this context, sasvessential key representatives of the orgaaizatnd the
community it serves as part of awareness creatiding with improving public standing of the orgaaiion
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(BoardSource, 2010). Other scholars such as Purtgwless (2012), BoardSource (2004a), Herman amd Re
(2000), Peppiatt (2015), Martinelli (1998), and IGRO05) reiterate the positive impact that nonjprbbard
members’ conduct and effective engagement with conity stakeholders have on the organization’'s divera
wellbeing. The public awareness creation by boamibers has elements such as narrating the nonprofit
organization's accomplishments, impact of servioasthe community, transparency and accountabibtyita
relates to usage of resources, and board membepsesentation of the nonprofit organization in easi
community projects and programs (BoardSource, 20189). A nonprofit board members’ good represénia
of the organization in the community creates gdnmsitive impression for the organization and ¢l fosters
acceptance of succession planning efforts. Foaimtgt, such a good reputation could enable qualifiethbers
of the community and those from outside to accegitipns in the organization to enhance continymsitive
contributions of the organization to the commun$gholars such as Tierney (2006), Dalton and DR607),
Giambatista et al., (2005) expatiate on how thedaad current executive director of a nonprofgaoization
are instrumental in succession planning throughtiplelengagements to avoid organizational and hesije
shortfalls, and Miller-Millesen (2003) conveys hoa nonprofit board behavior has implications for
organizational viability. To some extent, a nonfirofganization’s good public standing can enhangst with
the community and support for programs even ifiitolves bringing in a new chief executive from ddisas
part of implementing succession plans.

4.8 Provide oversight of assets and liabilities

Oversight is very important to protecting and sinétg the organization in the short and long teNonprofit
board’s oversight in areas of organizational asaetsliabilities including financial and human reszes points
to a sense of responsibility, commitment and actahility on the part of the board to ensure theaaigation
delivers services to enhance mission fulfillmeBbardSource (2010, p. 39) asserts that board’ssimldris “not
only of finances and programs, but also of an dmgdion’'s legal and moral conduct and its overall
effectiveness.” Thus, a nonprofit board’s effectierecution of its oversight responsibilities enhemncthe
organization’s public image and agency role in sygiparticularly, in program areas. For instammesrsight of
organization’s resources, particularly, human resea fosters continuous recruitment and retentibrkey
talents as part of the organization’s successian phdertakings. Peppiatt (2015), Connelly (20&fstein &
McFarlan (2011), Purdy & Lawless (2012), BoardSeu(2004b), O’Donovan (2003) and other scholars
expound on the important role that oversight ofprofit resources plays in promoting organizatiamahlth and
purpose realization. A nonprofit board’s oversightit relates to succession plans enables sometauasting
additional talents from outside the organizatiomd¢oupy key and strategic positions within the oigation as a
conduit to realizing established goals and objestifor societal and organizational benefits (Fobtekt al.,
2011; Bell et al., 2006; Tierney, 2006; Bowen, 1994Making available via public domain all relevant
information and documents in line with the orgatim@s established policies and procedures to wario
stakeholders including the general public/commumpitymotes better understanding of the board’'s ayetrs
efforts.

4.9 Monitor and strengthen programs and services

The nonprofit board is responsible for ensuringgpams and services that are rendered by the oajanizare
in conformance with established goals and objesti®eich programs and services are regularly reddwyehe
board against anticipated outcomes to ensure midsifillment. BoardSource (2010, p. 42) perspestihat
“board responsibility begins with ensuring thatremt and proposed programs and services align thith
organization’s stated mission and purposes” capttite essence of the board’s role in meeting ozgtinhal
expectations. Perspectives of scholars such asdPdnOrlikoff (2002), Gill (2005), Axelrod (1994} oule
(1997), and Chait et al. (2004) relate to the viewgressed by BoardSource on the governance raleiarea
of programs and services. A nonprofit board’s éfflorevaluating programs and services on regulaisbahich
includes conducting cost effectiveness analysishaaizing programs, service and personnel improwvgme
measures, and establishing program and servicefisp@etrics in relations to the organization’s sin are
some of the ways the board fulfills its programsl a®rvice monitoring and strengthening role (Pugdy
Lawless, 2012; Chait et al., 2004; Pointer & Orffke002). Such efforts, especially, as it relat@srtonitoring
personnel performance is inextricably connectesutizession plans of the organization as intentiefiatts are
exerted by the board and management to ensureestlurces are effectively utilized to achieved the
organization’s mission.

4.10 Ensure legal and ethical integrity

Legal and ethical integrity are necessary to ensur®nprofit organization is trustworthy player society,
particularly, in its area(s) of operation. Whetlerits internal and external engagements, the dzg#ion is
expected to comply with established legal procesjurales and regulations, and conduct itself iricatly
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responsible manner, especially, in its day-to-dagrations. The board of directors as well as tret of

organization’s staff and other critical stakehotdare expected to comply with various stipulationa manner
that enhance the organization’s reputation andlht of its mission for society. The nonprofitard’s role in
ensuring legal and ethical integrity cut acrosy#isous activities, events, and representatiohssTthe board’s
intentional efforts in promoting transparency, actability and compliance to various local, statel dederal
stipulations, statutes and even internal policied practices among others are critical to ensuléggl and
ethical integrity/compliance (BoardSource, 2010k,S1994; Jeavons, 1994; Bidet, 2010; Purdy & Lasle
2012; Preston & Brown, 2004; Herman & Renz, 20@htatt, 2015; Connelly, 2004). For instance, apnofit

organization’s compliance efforts as it relateslabor-management relation issues, especially, anuitng

personnel and treating such personnel in consonaitbelocal/state stipulations is a key part of cegsion
planning efforts and help establish the organirédicstanding as a good and socially responsiblé@yeint

society.

4.11 |dentify and mitigate risks

Identifying and mitigating risks associated witlm@nprofit organization’s efforts is paramount arad fbecome
an area of key interest to nonprofit boards. In, fagch a role is important to a nonprofit orgatia@s viability
and continuous operation. Identifying and mitiggtinisks relates to several areas that necessithte a
encompassing knowledge and experience of board emwmbith attendant responsibilities. Traditionally,
identifying and mitigating risks is associated wifplication in legal documents, providing insunsafe
transportation, ensuring appropriate checks andnibak, and providing a safe and clean working enmient
among others (Young, 1998; Peppiatt, 2015). Howeeapectations of nonprofit boards as it relates to
mitigating risks has evolved in today's complex adgnamic dispensation to include protection of
information/data, computer and network systems,rgerey planning and response, comprehensive human
resource policies and practices, infrastructurestments as well as building maintenance and $gcadund
financial policies and close oversight of investinend cash funds, and ongoing oversight in genanalong
others (Tremper, 1990; 1994; Tremper & Kostin, 1,998ppiatt, 2015). The various scholarly perspestion
the subject matter emphasize the importance of miakagement measures to protect and promote qulity
nonprofit organization’s services. Admittedly, idiéying and mitigating risks associated with orgaational
personnel and volunteers is a key part of a noitppofanization’s succession plans and related takiegs
(Allison, 2002; McFarlan, 1999). Such intentionaldastructured efforts to prevent and/or managesra it
relates to personnel and other resources promaigvgth and long term viability of the organization.

5. Attendant M odel and Per spectives

The model below depicts the connectedness andcarteectedness of nonprofit governance and sucecessio
planning. Specifically, the model highlights nonfiirgovernance roles from setting organizationa&diion to
identifying and mitigating risks as earlier discerdsto point out the uniqueness and contributionsadh
nonprofit governance role and how the performariczaoh role is inextricable intertwined with othiefes, and
how concerted performance of the various roleshigyltoard enables realization of the organizatipngbose.
Furthermore, the model depicts the centrality @fcegsion planning to nonprofit governance as étesl to the
performance of the various governance roles and/eg@nhow a nonprofit organization’s board endeavors
culminate in harnessing human and material ressuace how strategic utilization of such resourcesnpte

the realization of the organizational purpose. Thusnprofit governance roles which integrate susioes
planning as exemplified by efforts of nonprofit baof directors would enable mission fulfillmentrfo
organizational and societal benefits with a palticattention to the rudiments of each local sysiemvhich the
nonprofit organization operates and the impaateates.
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Figure 1.Nonprofit Governance Model
Source: Model designed by the authors with insights frooaBISource, 2010

In an attempt to buttress their argument of nonpgafvernance as succession planning, the autetron
the extant literature on nonprofit governance amgtsssion planning with particular attention toimigbns and
associated conceptual explications. Nonprofit go&ece is conceptualized as structured and inteadtiofforts
of board of directors to promote mission fulfillmefor organizational and societal benefits. Relbted
succession planning is conceptualized as strawgi@sions to sustain organizational endeavors loyigng
needed personnel, but not limited to just the chiefcutive. For instance, when it comes to setfingction for
the organization, the nonprofit board assiduoustykwwith the chief executive to set measures inclgd
strategically acquiring personnel and other resesithat will promote the organization’s viabiliurthermore,
the board’'s efforts in monitoring and strengthenprpgrams and services in ensuring adequate fiaBnci
resources, and providing oversight among othersirsgtricably connected to the nonprofit organiaats
succession plans. Similarly, when a nonprofit boarakes a decision on who is most qualified to ldz=l
organization and promote it values, raises findram other resources which includes adequatelyargiwg
personnel, and assesses various organizationattakithgs including assets and liabilities amongeash all of
such efforts are inextricably connected to sucoesplans as part of the organization’s strategitatives with
a focus on the key role of human resources inziegliits mission. In fact, scholars such as Santdral.
(2007), Froelich et al. (2011), and Drucker (1986)ong others accentuate how strategic planningsaategic
use of personnel resources by nonprofit organimatithrough board’s initiatives promote organizadion
viability and mission fulfillment for the greateogd.

The authors are of the view that nonprofit goveoeams succession planning augments the existing
perspective of nonprofit governance as leaderdHifs is more so because a nonprofit board alonghiglehief
executive as key leaders are very involved in sigioe planning as a conduit to keeping a nonprofit
organization viable and making a difference in mownity (Santora et al, 2015; Hoye & Inglis, 2008jlis &
Graff, 1997; MacKenzie & Moore, 1993). The boardi ananagement efforts to recruit essential perdaone
occupy various key positions and to help acquiteeiotresources while providing oversight as it edato
utilization exemplify the strong interconnectednesfs nonprofit governance and succession planning fo
organizational and community benefits. Additionallgn effective nonprofit board is a consequence of
succession planning even as it relates to recguibnard members as a strategic decision to sughain
organization is borne out of intentional effortscotical stakeholders.

What the authors try to convey is that human ressisuch as board members, chief executive and othe
key and strategic personnel of nonprofit organizedj are for the most part outcomes of intenticanad
structured efforts to acquire key personnel torstee affairs of the organization through variootes. Thus,
succession planning that ensures harnessing relaudrintegral talents for the organization hasobez such a
strategic undertaking by nonprofit boards and mansemt. In fact, a proactive measures taken by mdihpr
organizations nowadays as it relates to the isfsecression planning underscores the point thaplpematter
and are critical to any nonprofit organization’semadl viability and effectiveness, especially, agelates to
efforts to fulfill established organizational missifor mutually beneficial outcomes.

For the critics who might be wondering whether #igthors are trying to negate cogent arguments
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postulated by previous scholars who framed nonpgofiernance as leadership, the answer is certamlyWhat
these authors attempt to do is to extend nonpgufiternance conceptualization. These authors advdrce
argument by highlighting leadership as a producsuwdcession planning which is an intentional endedawy
acquire essential personnel to occupy relevansiiale nonprofit organization to carry out its gisiand mission
(Froelich et al., 2011; Klein & Salk, 2013; Bradeh@001). Similarly, the authors argue that varioosprofit
governance roles as exemplified by board membedsntakings whether by recruiting fellow board mensbe
organization’s chief executive, volunteers, andeotbtrategic personnel are thereby inextricablynested to
ensuring success of the organization through pes@uccession plans and attendant efforts whicimétance
even enable acquiring material resources to fasi@ization of the purpose of a nonprofit organaat Thus,
succession planning is not a minimal nonprofit goaace role, but represents every facets of boavdrgance
and to some extent organizational management eadefur both organizational and societal benefits.

6. Conclusion

Nonprofit governance is such a critical part of piafit organization’s viability and provides attemd benefits
to society. In fact, nonprofit governance which ifests through the various roles of a nonprofit roaf
directors fosters fulfilment of organization’s misn. Regardless of the size of a nonprofit orgation,
governance thus remains as its lifeblood towardo@seful ends. The authors in this paper frame raditpr
governance as succession planning in view of thetfat various nonprofit governance roles are tieably
intertwined with succession planning, especiallg, @eople/organizational personnel are critical t@re
endeavor including acquiring material resources tr@ necessary for a nonprofit organization’s miss
fulfillment. The authors relate and explicate therious nonprofit governance roles and highlightaaref
connectedness of each role to succession planwhgther in the areas of hiring the chief executpreyiding
oversight of assets and liabilities, identifyingdamitigating risks, monitoring and strengtheninggmams, and
ensuring resources among others, nonprofit orgaaimthrough a board of directors aim to promasbility,
relevance, and service to the community which ubteuly is a consequence of strategic successiars @ad
the attendant human efforts in executing estaldisients and purposes of the organization. Thécasit
complement the argument by depicting connectednegs nonprofit governance roles and their
interconnectedness to succession planning in aulated model. Succession planning is centralizedhe
model whiles connected to the various nonprofit egoance roles by diagrammatic arrows. The authors
postulate that by placing emphasis on the centralitsuccession planning as inextricably intertwlingith
nonprofit governance through actions of board oéaors will necessitate needed attention, espgcial the
perception of the central role of organizationaispanel in mission fulfillment and associated baadbr both
organization and society.
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