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Succession planning is rarely blocked by strategy; it’s blocked by avoidance. Use this checklist for honest
assessment.

R O L E  C L A R I T Y

The responsibilities of my role are documented in a
way someone else could realistically step into.

Key decisions I make are made visible to others, not
trapped in my head.

The difference between my role and my personal style
is clear.

If you stepped away for 30 days, would the work continue or

stall?

K N O W L E D G E  T R A N S F E R

Critical information is documented, not just “known.”

Context lives in systems, not conversations.

There is at least one other person who understands
why decisions are made, not just what decisions were
made.

If someone asked, “Why do we do it this way?” would they need

you to answer?

C A P A B I L I T Y  D E P T H

At least one other person could cover my role
temporarily.

At least one other person is being intentionally
developed for broader scope.

Growth conversations include future responsibility, not
just current performance.

Succession isn’t about naming a replacement; it’s about building

range in the system.

D E C I S I O N  O W N E R S H I P

I am not the default escalation for solvable problems.

My team makes decisions without waiting for approval,
when appropriate.

Mistakes are used for learning, not control tightening.

If everything still routes through you, succession is impossible.

E M O T I O N A L  R E A D I N E S S  ( T H E  O N E  M A N Y  L E A D E R S  W I L L
S K I P )

I am comfortable being less central.

My identity is not tied to being the “only one who can
do this.”

I am more focused on the system succeeding than my
position within it.

If stepping back feels like loss, that’s information to study, not

failure.

C H E C K L I S T  R E S U L T S

Mostly checked
You’re building something that lasts.

Mixed
You’re at risk but can correct.

Mostly unchecked
You are the system.

#1 The Succession Readiness Checklist
Tick what’s true. Leave blank what isn’t. Honesty is the whole point.

BOXES CHECKED
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A P P E N D I X  V I F I L L A B L E  P D F  ·  P R I N T  O R  T Y P E

T H E
SUCCESSION READINESS
TOOLBOX
TWO DIAGNOSTIC TOOLS VI
Meant to make leaders slightly uncomfortable and then, much more
effective.
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This audit reveals where leadership has quietly become a single point of failure. Tick every statement that is true
today.

D E C I S I O N  D E P E N D E N C Y

People regularly say, “I’ll check with you, first.”

Meetings stall when you’re not present.

Decisions are delayed waiting for your input.

If progress pauses without you, dependency exists.

I N F O R M A T I O N  D E P E N D E N C Y

You are the primary source of context.

Others rely on you to explain decisions after they
happen.

Important information flows through you instead of
systems.

If you are the translator, you are also the bottleneck.

E M O T I O N A L  D E P E N D E N C Y

The team looks to you for reassurance during
uncertainty.

Conflict resolves only when you step in.

People hesitate to act without your validation.

If you remove anxiety personally instead of structurally, it will

return.

E X E C U T I O N  D E P E N D E N C Y

You regularly “jump in” to fix things.

Deadlines are safer when you’re involved.

Quality improves only when you touch the work.

This feels helpful but it isn’t scalable.

V I S I B I L I T Y  D E P E N D E N C Y

Stakeholders expect to hear from you, not your team.

Credit and accountability route to you by default.

Success is associated with your presence.

If leadership visibility isn’t shared, leadership isn’t multiplying.

D E P E N D E N C Y  S C O R E C A R D

Low dependency
You are building leaders.

Moderate dependency
You are stabilizing, but at risk.

High dependency
You are indispensable and that’s the problem.

Why these tools matter
Leaders often say they want to scale, step back, build successors, and reduce pressure. At the same time, their
behavior says:

“I don’t trust the system yet.” “It’s faster if I do it.” “No one else sees it the way I do.”

#2 The Leader Dependency Audit
How much does this organization rely on you, really? Dependency disguises itself as
dedication, expertise, and reliability.

BOXES CHECKED

out of 15
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T H E  T R U T H  U N D E R N E A T H  B O T H  T O O L S

Succession doesn’t fail because leaders don’t care. It fails because leaders

confuse importance with impact.

Real leadership impact multiplies itself. If you are indispensable, you are also immobile, and if the
organization can’t move without you, neither can you.

Y O U R  N E X T  S T E P

Turn what you noticed into one change you can make this month.

The dependency I will design out first The person I will develop to cover it

What I will stop doing to make room By when, and how I’ll know it’s working

Succession is about resilience, not replacement. The strongest leaders don’t

create dependency. They design themselves out of the center, on purpose.

And, when they do, something surprising happens. The organization doesn’t weaken. It gets stronger. So
do they.
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