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The key to an effective succession plan for your family-

owned business
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The most important thing to remember when

creating a succession plan is you are not going

to be here to carry it out.

DNY59

The economic uncertainty of the past few months has

challenged family-owned businesses unlike any other

time in recent history. Many owners were forced into

crisis management and survival mode. As the restrictions

ease and the economy opens back up, they have a unique

opportunity to evaluate their business at all levels and to

discuss how to adapt to a new environment. Many of

these discussions will revolve around the operations of

the company, but it is also an important time to review

the succession plan.

It can be di#cult to achieve a successful succession plan

in a family business. It’s an evolution; it is constantly

changing and being revised as the owners and the

company mature. Documenting the owner’s vision

regarding how they see the company operating once they

are no longer there is the ultimate goal of any succession

plan. The owner, key employees, and the owner’s family

are all crucial participants in the creation of the plan.

Communication among all participants is imperative and

&

By Sean Killgoar  – Managing Partner, Citrin Cooperman

Jun 18, 2020

RECOMMENDED

COMMERCIAL REAL ESTATE

Midtown East office

tower will get new

amenity floor, renovated

storefronts as owner
looks for tenants !

PROFESSIONAL SERVICES

PWCampbell shifts to

new generation

PHILANTHROPY & NONPROFITS

Catholic Charities of St.

Paul and Minneapolis

CEO will step down

GREATER BOSTON SMALL BUSINESS RESOURCE GUIDE

Local, state and federal resources to help your business "

LIMITED TIME OFFER

Subscribe Now

SELECT A CITY#

 INDUSTRIES & TOPICS  $% NEWS LISTS & LEADS PEOPLE & COMPANIES EVENTS LEADERSHIP TRUST MORE…

YOUR ACCOUNT

Sign In #

https://www.bizjournals.com/boston/news/professional-services/
https://www.bizjournals.com/bizjournals/bio/40220/Sean+Killgoar
https://www.bizjournals.com/bizjournals/bio/40220/Sean+Killgoar
https://www.bizjournals.com/newyork/news/2020/06/18/529-fifth-avenue-silverstein-renovations.html
https://www.bizjournals.com/pittsburgh/news/2020/06/16/pwcampbell-shifts-to-new-generation.html
https://www.bizjournals.com/twincities/news/2020/06/12/catholic-charities-of-st-paul.html
https://www.bizjournals.com/boston/small-business-resource-guide
https://www.bizjournals.com/boston/subscribe?iana=csnav&csrc=6310
https://www.bizjournals.com/boston
https://www.bizjournals.com/boston
https://www.bizjournals.com/boston/news/leadership-trust


it’s probably the most important aspect of any successful

succession plan.

The bad combination of unforeseen events and no plan

It can be di#cult and time consuming to make the

necessary decisions needed to $nalize a succession plan.

Prior to $nalizing the plan, a company may be exposed to

risk and potential loss of value in the event of an

accident, especially for companies with a 100% owner.

Developing a succession plan is a recommended strategy

for any business. It can serve as a roadmap for the

strategic visions of the company to be carried out in the

event an owner exits the business, whether planned or

unforeseen.

In many family-owned businesses, the owner’s wish is for

future generations or other family members to someday

take over. The timing of this transition can be a hurdle, as

children may not be ready to lead the business especially

in the case of an unforeseen event. In these instances, it

is likely that the business leaders in place would be forced

to choose from one of the options below:



1. Sell to a strategic buyer.

2. Sell to key employees.

3. Wind down the business.

4. Family continues to own the company with the hiring

or promotion of key management personnel to run the

company, starting with promoting or $nding a

CEO/president.

No matter what choice the business selects, it can only be

accomplished with a documented plan.

The starting steps for creating a business succession plan

Creating an updated organizational chart, as it currently

exists today, is step one in the business succession

planning process. The owner needs to determine whom

they consider key components to the ultimate success of

the succession plan. As part of this process, the owner

needs to systematically chart the progression of each

person on this chart as if they no longer existed at the

company. This process identi$es weaknesses that may

currently exist within the organizational structure, helps

the owner identify the key current employees, and

determines if any speci$c individual is capable of taking

on another important role in the company. All sta#ng

weaknesses within the organization should be identi$ed,

documented and addressed before the plan can be

$nalized.

The most important thing to remember when creating a

succession plan is you are not going to be here to carry it

out. This statement is obvious but owners who have had

a say in every aspect of the business need to fully

understand that they will not be around coaching from

the side lines. Therefore, the following documentation

becomes critical to achieve the desired result.



1. Job descriptions: Create clearly de$ned job

descriptions for each position described within the

company’s organizational chart. Each description

should include the position’s title, role within the

organization and responsibilities. All $lled and open

positions should be listed as they will assist in the

future hiring process. De$ned job descriptions are

important because they will help to avoid conflicts and

to ensure everyone is on the same page regarding

responsibilities.

2. Employee handbook: The employee handbook

provides guidance to resolving conflict. The current

employee handbook should be evaluated and

con$rmed it is up to date.

3. Corporate governance: It is important to establish how

the corporation will retain order. This is especially

important when you potentially no longer exist at the

company. Without strong corporate governance, the

steps above cannot be completed, and the value of the

business will be greatly diminished. Business owners

should consider hiring an outside board of advisors as

they serve as a valuable resource to help guide the

business transition to the next management structure.

4. Training programs: Training programs should be

developed to ensure each employee is successful

within the described positions on the organization

chart. It will be important for each individual to grow

within their current position, and to gain an

understanding of the position above them so they are

ready to take on the next role if called upon. Soft skill

leadership training should be included in this program.

5. Successor: The business needs to determine if a

successor currently exists at the company and if that

person is ready for the position.



A strong corporate infrastructure will retain the value of

the business, and by putting the steps outlined above into

place, external business partners will be con$dent about

the successful continuation of the organization.

The plan must be fluid to achieve its objective. What the

business owner may want to see happen today may not

be what is appropriate a year from now. Over time, the

plan will need to evolve to adapt to the growth of the

company and its employees.

The actions above will move business owners toward

building an e&ective succession plan. Conversations

about succession within a family business can be

di#cult, but they are important to the ultimate success of

the business today and for future generations.

To help you navigate through the myriad of challenges you

are facing, Citrin Cooperman has developed a dedicated

COVID-19 Response Unit (CRU) to be leveraged as a

resource center. CRU contains critical, up-to-date

legislative developments, tax alerts, business guidance

articles, recorded webinars, and more.

Citrin Cooperman is a nationally recognized, full-service

CPA firm, currently ranked in the U.S. top 25. The firm

offers assurance, tax, and business advisory services to help

clients remain competitive in today’s market.

Sean Killgoar is a managing partner for Citrin Cooperman’s

Boston metro office with more than 18 years of experience in

the accounting industry. Sean’s technical expertise allows him

to work as a trusted advisor for his clients where he consults

on various aspects of their business strategy.
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