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7. PASSING THE
TORCH

PASSING THE TORCH
Passing the torch, or succession planning, is an ongoing process that includes
identifying, hiring, and onboarding new student leaders to take over your
Alliance. Succession planning is key to the long-term sustainability of your
organization, by ensuring that executive transitions are seamless, knowledge is
passed on, and momentum is sustained as your organization grows and evolves.

SUCCESSION PLANNING ROADMAP
1 - PLANNING
Initiate the transition conversation early, by asking current team members about their plans for the
following year. This can be accomplished through a simple email or conversation, an “Intent to
Return” form, or a more formal check-in meeting with each member.
When determining when to run recruitment cycles for your team:
Consider the capacity and time commitment of your team during the year; pick a period of time
where your team has enough capacity to help with the hiring and onboarding process
Usually, the end of the academic year (March-April) is a good time to recruit new executives. The
beginning of the academic year (September) or the beginning of the second semester (January)
can also work well.
Recruiting team members for a fixed term (e.g. 1 academic year) can help ground commitment

2 - RECRUITMENT
When seeking to fill a new position:
Look internally, within your existing team, for
students who have the interest, experience, and/or
capacity to “step-up” to a new position. Specific
students in your organization can also be mentored
over a period of a few months to a year to take on a
larger leadership role.
Look externally, within your campus community for
students who can infuse your organization with new
perspectives. During the recruitment process, take
the time to ensure new folks are not only qualified,
but also aligned with the values, goals, and team
dynamics of your organization.
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3 - TRANSITION
Transition/onboarding is the period of time (ranging from a week to several months) where a new
hire is integrated into the team.
Hosting an onboarding session or orientation with new recruits helps to ensure they are oriented
to their role and the larger team.
Compile documents and resources containing important information about your organization.
These documents should be accessible to all team members (e.g. on a shared drive) and can be
passed down to new recruits to ensure knowledge is carried forward into the new team.
Make it fun! Bringing new faces onto a team provides great team-building and relationshipbuilding opportunities. Bring snacks and lots of icebreakers!
The onboarding process is also an opportunity for the entire team to revisit their individual
positions and set goals for the upcoming year.

POTENTIAL CHALLENGES
Team attrition (loss of team members, where vacant positions are not filled) can result in a
slowing of momentum between teams. Possible reasons for this include:
New executives are underprepared for their roles, as a result of rushed or inadequate
transition between teams.
Poor fit between the new hire and their position or the organization itself
High rates of turnover in a single year, when a large number of executives leave and the
incoming team is composed primarily of individuals who are new to the organization
The organization no longer meets a need within the campus community
Some of these challenges can be mitigated by hiring students from diverse programs and years of
study. This avoids the scenario where a significant portion of members graduate and leave the
organization at the same time.
A diverse leadership team will often experience lower and more consistent rates of turnover. This
creates a supportive environment where new hires are able to be adequately mentored and
coached by current leaders.

GET INSPIRED
University of Calgary: We design our application and interview questions to determine whether
candidates are qualified for the position they are applying, passionate about sustainability and/or the
SDGs, and resonate with the Alliance’s overall values and goals. During onboarding, new hires attend an
orientation session, work one-on-one with the outgoing executives, and review a series of “Living
Documents”, which provide context to the history, values, and current work of the SDGA. “Living
Documents” are updated annually by the executive team.
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