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About Kevin Smith

Kevin Smith
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608-217-0556







What’s your CU’s 
origin story?

What’s yours?

Most of us didn’t 
set out to be part 

of the CU 
movement, but 

here we are. 
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https://www.ncua.gov/files/agenda-items/succession-planning-proposed-rule-20220127.pdf
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What the regulation says:

(e) Succession planning. (1) General. A Federal credit union board of 
directors must establish a process to ensure proper succession planning to 
include officers of the board, management officials, executive committee 
members, supervisory committee members, and (where provided for in the 
bylaws) the members of the credit committee, as described in Appendix A.
(2) Board responsibilities. The board of directors or an appropriate 
committee of the board must:
(i) Approve a written succession plan that covers the individuals described 
in paragraph (e)(1) of this section; and
(ii) Review, and update as deemed necessary, the succession plan and 
policy in accordance with a schedule established by the board of directors, 
but no less than annually.
(3) Succession plan contents. The succession plan must, at a minimum, 
identify key positions covered by the plan, necessary general 
competencies and skills for those positions, and strategies to identify 
alternatives to fill vacancies.

▵pro
pose

d
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What the regulation says:

Succession planning is the process through which an 
organization helps identify, develop, and retain key 
personnel to ensure its viability and continued effective 
performance. It also allows an organization to prepare for 
the unexpected, including the sudden departure of key 
staff. Succession planning is recognized as vital to the 
success of any institution, including credit unions. One of 
the variables over which a credit union board has control is 
the hiring of the organization’s senior management.
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Good succession planning confers a variety of benefits, including:

• Minimizing service disruptions during management transitions;
• Ensuring organizational viability over the long term;
• Clarifying the employee development path;
• Developing current talent;
• Creating opportunities for employees; and
• Bringing in new ideas from outside hires.

To be successful, succession planning should be an ongoing and 
iterative process, not a one-time event.

What the regulation says:
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An NCUA analysis found 
that poor management 
succession planning was 
either a primary or 
secondary reason for almost 
a third (32 percent) of 
credit union consolidations!!
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The board of directors or an appropriate 
committee of the board would be required to 
review and approve a written succession plan 
regarding the specified FCU executives and 
officials. The succession plan must, at a 
minimum, identify the credit union’s key 
positions, necessary competencies and skill 
sets for those positions, and strategies to 
identify alternatives to fill vacancies. The board 
of directors must review the succession plan in 
accordance with a schedule established by 
the board, but no less than annually.
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The expectation is for credit unions to develop a 
plan and provide training that is consistent with the 
size and complexity of the credit union. Therefore, 
smaller credit unions are more likely to have a 
simple succession plan that only addresses a few 
key leadership positions. The Board envisions that 
the examination program would confirm the 
existence of a succession plan and training.
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Use what you already 
have! The NCUA expects it!

12 CFR part 749, Appendix 
B, all federally insured 
credit unions are 
encouraged to develop a 
program to prepare for a 
catastrophic act.
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Credit unions 
disappear when 
they have no 
succession plan. 

The default plan is 
merger. 

What this really means:
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What I have heard more 
than once: 

“I went through the CEO 
search once and when this 
guy retires, so do I. I’m not 
going through that again.”

Or worse …  

What this really means:
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At the Management Level
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SCOPE OF PROGRAM

Succession planning can go in two main directions: choosing by 
position or by person. A program that does both will ensure the 
greatest likelihood of addressing the primary purpose—keeping talent 
in the pipeline. Sometimes the talent resides in a particular individual 
who has numerous skill sets that would be valuable in a number of 
positions. Sometimes, certain positions themselves serve as good 
"training grounds" for future roles. In either case, 
an individual employee is selected, so that person should be:

Comfortable with change.
Interested in learning new skills.
Accepting of uncertainty.
Adaptable to multiple work environments and leaders.

https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/engaginginsuccessionplanning.aspx
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SCOPE OF PROGRAM
Identifying positions to include in a succession planning program is more 
of an art than a science as it is certainly an organization-specific 
process. However, considering the following positions may be 
beneficial:

*Positions central to strategic goals or to a competitive advantage (which have 
the greatest effect on the consumers' buying decision—think of a housekeeper in 
a hotel or an architect with specialized and uncommon knowledge in a 
restoration business).

*Positions that are organization-specific or in a highly specialized industry (roles in 
the judiciary system or technicians in titanium mining).
Positions of influence within the organization (those that influence resource 
allocation or decision-making).

*Jobs with long learning curves (assistant to a senior leader, specialized 
equipment troubleshooter, contract negotiator).
Positions in which experiential learning is the main knowledge acquisition method 
(banquet chef, home inspector, case manager).
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Practical Steps

Emergency Plan – look to 
your disaster recovery plan 
for these steps (don’t 
recreate the wheel)

Mutual assistance plan for emergency 
situations:
What resources? For how long? Under what 
circumstances? Do we have the resources to 
give?
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Practical Steps

Long-term Plan – needs more careful examination:

• ID Key Positions 
• Conduct Position Analysis
• Develop Succession Plan
• External candidates
• Monitor, Evaluate, Revise
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ID Key Positions:

Conduct Position 
Analysis:

Develop Succession 
Plan:

Monitor, Evaluate, 
Revise:

External candidates:

– more than just the CEO, also key contributor, 
specialized skills, size, complexity, location

– location, services, relationships, culture, 
mission, competencies (for future), written job 
descriptions, identify the gaps

– strategies to overcome gaps, ID candidates, 
assess skills, training to reduce gaps, write 
down plan: training, with whom, resources, 
timeline, report to board

- everything changes. Annual review 
(minimum)

Where, budget, timeline. Should CEO be 
involved? Do candidates have right experience? 
Outside firm?
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Board Members: You 
don’t have to do this! 
But you have to make 
sure that it is done!

Stay out of the weeds. 
Noses in. 
Fingers out. 
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Factors to consider:

Talent wars Unexpected 
departures

Recruiting 
Challenges Shortened Tenure

? What am I missing?



Another Resource



This will require your credit union to complete this 9-step 
process:

1. Who should be involved? Identifying who will 
participate in this process.

2. Clarifying definitively when the current CEO/manager 
plans to retire.

3. Who we are … (current state)

4. … and where we’re going (future state).

5. Creating the Ideal Candidate Profile of the leader who 
best fits the Board’s vision for the future.

6. Your CEO compensation strategy.

7. The search: How, where, and when to the post the job 
description.

8. The interview process and selecting the final candidate.

9. Setting the successful candidate up for success with the 
proper transition.



Rebound CEO TurnoverCautionary Tales



Good Old Days Path:
Teller to CEO 
(and every job in between)

Is that possible today?

What are the specific 
competencies now?

The Good Old Days
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Specific to Board Succession:

• Use Associate Director Programs 
• (and Emeritus Programs)
• Create a matrix
• Make all directors play a role in 

recruitment
• Create assets (with some help) that 

make all of this easier 
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Specific to Board Succession:

• Use Associate Director Programs (and Emeritus Programs)
• The NCUA is encouraging this
• Training program that helps determine a good fit
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NCUA Video Series

And recent guidance on associate 
director programs:

“The proposed rule clarified, through staff 
commentary, that these positions may be thought 
of as apprenticeships in which the incumbent 
receives training and knowledge about the business 
of the board, with the expectation that the 
experience will prepare the individual for an 
eventual election to a director position.”
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Specific to Board Succession:

Create a matrix:
• What do you have? 
• What to you want?
• Where are the gaps?
• Each directors estimates end of tenure



What Do You Have?
Name Board Tenure Contributing Skills and Experience Anticipated Departure Date Generation

39 years Financial, purchasing, senior management experience, quality 
management, pilot: future looking 2021-2023 Baby Boom

38 years
Financial, public administration., senior management 
experience, CCUV (keep updated on new information in 
industry)

2024 Baby Boom

35 years Financial, Credit Union industry and audit experience, 
regulatory awareness 2023 Baby Boom

20 years Financial (CPA), senior management experience, sees member 
side, regulatory awareness 2023 Gen X

10 years Financial (CPA), HR, former county Treasurer, senior 
management experience, other non-profit governance skills 2023-2025 Millenial

25 years Financial, bank expertise, senior management experience No Set Date Gen Y

19 years Chair experience, keep updated on new information in 
industry, HR, sees member side 2023-2025 Baby Boom

13 years Business owner, building construction knowledge 2026-2028 Baby Boom

What 
Do 
You 

Need?



Recruitment and Cultivation
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Direct Recruitment
Be prepared to answer these 5 questions
1. What do you want me to do?
2. What info and assistance will be provided?
3. How will I know I’m doing this right?
4. What good is the CU doing?
5. How much time it will take?

Look at it through their eyes.
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Specific to Board Succession:

Make all directors play a role in recruitment.

Suggestion: Each director must provide one name to an 
evergreen list each year. 

Use other resources (CEO, staff, etc.) carefully and 
appropriately!
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Specific to Board Succession:

Create collateral (with some help) 
that make all of this easier: 

• Board Job Description
• Expectations
• History of the CU (and the movement)
• Training expectations and budget (be specific)
• Business cards for directors (with links to information)
• Onboarding Schedule
• Mentoring program
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Kevin Smith
ksmith@forteamresources.com

608-217-0556


