
Collaborative Stewardship Transition Kit 
Worksheet: Succession Plan Checklist for Governance Roles 
For partner organizations preparing for the departure of a representative serving in collaborative governance (leadership team, steering committee, working groups, etc.).
Purpose: Stewardship collaboratives depend on strong, consistent participation from their partner organizations—especially from those serving in governance roles such as leadership teams, steering committees, and working groups. When a representative departs, the transition can create uncertainty, disrupt momentum, or unintentionally weaken trust and communication. A thoughtful, intentional succession process helps prevent those disruptions and ensures continuity of leadership, relationships, and decision‑making.
This Succession Plan Checklist provides a practical, step‑by‑step guide for partner organizations preparing for the departure of a representative in a governance role. Its purpose is to:
· Ensure continuity of participation so the collaborative’s work remains stable and forward‑moving.
· Clarify the skills, mindsets, authorities, and responsibilities required for the role before selecting a successor.
· Support a smooth transition through structured knowledge transfer, cultural orientation, and relationship handoffs.
· Strengthen the collaborative overall by reinforcing shared norms, improving documentation, and reducing reliance on any single individual.
· Promote transparency and trust across partners by making expectations and processes clear.
The checklist is designed to be adaptable across different collaboratives and governance structures. It can be used for planned transitions, unexpected departures, or routine rotations. Ultimately, its goal is to help each partner organization appoint a successor who is prepared, empowered, and supported—so they can contribute effectively to the collaborative’s shared mission from day one.
1. Confirm the Departure & Internal Alignment
Before anything is communicated externally, ensure the partner organization is aligned internally.
Internal Confirmation
☐ Confirm the representative’s departure date.
☐ Identify whether the departure is temporary, permanent, or part of a planned rotation.
☐ Determine whether the organization intends to maintain the same level of participation (e.g., role, time commitment, authority).
☐ Confirm whether the organization intends to maintain, increase, or reduce the decision‑making authority associated with this role.
Internal Debrief
☐ Conduct an internal debrief with the departing representative to capture: 
· Key responsibilities they hold in the collaborative
· Current commitments, deadlines, and deliverables
· Relationships they manage (formal and informal)
· Pain points, risks, and unresolved issues
· What they believe the next person will need to succeed
☐ Identify any internal constraints or shifts that may affect the successor’s role (e.g., capacity, funding, leadership changes).
☐ Identify any authority gaps the departing representative experienced (e.g., unclear decision rights, mismatched expectations, decisions being escalated unnecessarily) so these can be corrected before the successor steps in.

2. Define Successor Roles & Responsibilities
This is where many collaboratives falter—choosing someone based on availability rather than fit. This section ensures intentionality.
Required Skills & Expertise
☐ Subject‑matter expertise relevant to the collaborative’s work (e.g., forestry, restoration, compliance, operations, finance).
☐ Ability to understand and navigate multi‑agency or cross‑organizational systems.
☐ Ability to represent the organization’s interests while working toward shared goals.
Required Mindsets & Behaviors
☐ Collaborative mindset; ability to work across differences.
☐ Comfort with ambiguity and adaptive problem-solving.
☐ Willingness to engage in transparent communication and avoid defensiveness.
☐ Ability to name needs clearly and respectfully.
☐ Commitment to the partnership’s shared principles and culture.
☐ Ability to build and maintain trust across partners.
Required Authorities
☐ Decision‑making authority appropriate to the governance level (leadership, steering, working group, etc.).
☐ Ability to commit organizational resources (e.g., time, staff, funding) as required.
☐ Clarity on what decisions they can make independently vs. what must be escalated.
☐ Formal delegation of the necessary authorities in writing (e.g., delegation of authority memo, internal email, or governance confirmation) so the successor is empowered from day one.
☐ Alignment between the collaborative’s expectations and the organization’s internal authority structure to avoid mismatches that may have historically caused friction.

3. Select the Successor
Candidate Identification
☐ Identify internal candidates who meet the success profile.
☐ Assess candidates’ availability and capacity.
☐ Ensure candidates understand the time commitment and expectations.
Internal Vetting
☐ Confirm the candidate has support from their supervisor and organizational leadership.
☐ Ensure the candidate understands the collaborative’s governance structure and their role within it.
☐ Confirm the candidate is willing to participate in onboarding and relationship‑building.
☐ Confirm leadership is prepared to grant the successor the level of authority required to function effectively in the collaborative (e.g., ability to approve work plans, speak for the organization, commit resources, or make operational decisions).

4. Prepare the Successor for the Role
This is where most collaboratives lose continuity. This section ensures the successor is not “dropped in cold.”
Knowledge Transfer
☐ Provide the successor with: 
· Current work plans, priorities, and timelines
· Decision logs and governance documents
· Budgets, funding sources, and reporting expectations
· Key agreements, MOUs, and shared principles
· Any relevant history (especially where trust or tension exists)
☐ Share a summary of what’s working and what’s not working.
Relationship Mapping
☐ Identify key relationships the successor must maintain: 
· Counterparts in other partner organizations
· Committee chairs or co‑chairs
· Backbone staff (e.g., partnership manager, operations manager)
· Regulators, funders, or community partners (if relevant)
☐ Provide context on interpersonal dynamics, communication styles, and sensitivities.
☐ Schedule introductory meetings with each key partner.
Cultural Orientation
☐ Explain the collaborative’s culture, including: 
· Norms for communication
· Expectations for transparency
· Decision‑making processes
· Guiding partnership principles
☐ Share examples of behaviors that build trust—and those that erode it.
☐ Clarify differences in partner cultures (state, federal, nonprofit, etc.) and how they show up in practice.
☐ Clarify how authority operates across partners (e.g., where decisions get stuck, where authority is often assumed but not granted, where escalation is required).
☐ Ensure the successor understands the collaborative’s decision‑making pathways and where their authority fits within them.

5. Formalize the Transition with the Collaborative
Notify the Collaborative
☐ Communicate the departure and successor to the partnership manager/backbone staff.
☐ Provide a short-written introduction of the successor (e.g., role, expertise, what they bring).
☐ Share the successor’s start date and any overlap period.
Transition Meetings
☐ Hold a three‑way handoff meeting with the departing representative, successor, and backbone staff.
☐ Hold a second handoff meeting with the relevant governance body (e.g., leadership, steering, working group).
☐ Confirm expectations, authorities, and immediate priorities.
☐ Explicitly confirm the scope of the successor’s authority in front of the governance body so all partners share the same understanding and avoid future misalignment.

6. Support the Successor During Their First 90 Days
Structured Onboarding
☐ Provide the successor with a 90‑day onboarding plan.
☐ Ensure they attend at least one meeting of each relevant committee early on.
☐ Assign an internal mentor or “go‑to” person for questions.
Early Wins & Clarity
☐ Identify 2–3 early actions the successor can take to build confidence and credibility.
☐ Clarify what decisions they should make independently vs. escalate.
☐ Ensure they understand how to navigate conflict or disagreement.
☐ Verify that the successor is actively exercising the authorities granted to them and not being inadvertently sidelined or second‑guessed due to legacy dynamics.
Feedback & Adjustment
☐ Schedule check‑ins at 30, 60, and 90 days with: 
· Their supervisor
· Backbone staff
· Their governance committee chair
☐ Adjust expectations or support as needed.

7. Document the Transition
Succession Memo
☐ Departing representative completes a short memo summarizing: 
· Current status of work
· Key relationships
· Risks and unresolved issues
· Recommendations for the successor
· Lessons learned
· What they wish they had known when they started
Update Organizational Records
☐ Update internal org charts, delegation of authority, and contact lists.
☐ Update the collaborative’s roster and governance documents.
☐ Assess whether authority mismatches contributed to past friction and adjust governance documents or norms accordingly.

8. Strengthen the Collaborative Through the Transition
Partnership‑Level Reflection
☐ Identify whether this transition reveals: 
· Gaps in role clarity
· Over‑reliance on individuals
· Need for better documentation
· Need for stronger cross‑partner understanding
☐ Bring insights to the leadership team or steering committee for discussion.
☐ Assess whether authority mismatches contributed to past friction and adjust governance documents or norms accordingly.
Reinforce Shared Culture
☐ Reaffirm shared principles and expectations.
☐ Use the transition as an opportunity to reset norms if needed.
☐ Celebrate the departing representative’s contributions.

Please cite in direct use or derivatives as: Farrell, S. & O’Herron, M. (2026). Collaborative stewardship toolkit. Parks California. https://calandscapestewardshipnetwork.org/collaborative-toolkit-2026. 

The latest online toolkit is at: https://calandscapestewardshipnetwork.org/collaborative-toolkit.  
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