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Succession Imperative.

The Nigeria Network of NGOs (NNNGO) represents the premier generic membership body for
civil society organizations in Nigeria. Established in 1992, the network has experienced
exponential growth, expanding its programmatic footprint to encompass over 4070 diverse
organizations, ranging from grassroots community initiatives to expansive national and
transnational networks. Operating as a critical nexus between the third sector, governmental
regulators, and international funding bodies, NNNGO facilitates extensive advocacy on poverty
eradication, the protection of the civic space, and the attainment of the Sustainable Development
Goals (SDGs). As the organizational footprint has grown, the complexity of its operational,
regulatory, and financial environment has deepened profoundly, necessitating robust,
institutionalized internal governance mechanisms.

At the core of NNNGO's operational success and formidable global advocacy footprint is its long-
serving Executive Director, Oyebisi Babatunde Oluseyi. With over two decades of civil society
experience, the Executive Director has become deeply intertwined with the organization's identity,
holding critical international portfolios, including steering committee roles with the CIVICUS-
Affinity Group of National Associations, former Board member CIVICUS, Boad Member and
Secretary to the Board International Center for Not-for-Profit Law (ICNL), and functioning as the
International Steering Committee Member of C7 (Civil Society engagement platform, with the G7),
and Citizens Engagement Technical Working Group Co-Chair of the Open Government
Partnership in Nigeria.

While this sustained leadership has generated unprecedented stability and global visibility for the
network, it simultaneously introduces acute organizational vulnerabilities. The transition of a long-
term executive or founder-figure introduces the specific organizational dynamic often categorized
within the nonprofit sector as the "Founder's Syndrome Spectrum". In organizations where a
single leader has driven the strategic vision and managed crucial external relationships for an
extended period, the departure of that leader whether planned or unforeseen poses a severe
existential risk.



The necessity for a comprehensive succession framework is further compounded by Nigeria's
increasingly stringent and punitive regulatory environment. The introduction of the Companies
and Allied Matters Act (CAMA) 2020, specifically Part F, grants the Corporate Affairs Commission
(CAC) expansive powers to suspend trustees and appoint interim managers in cases of
suspected mismanagement or operational paralysis.

Furthermore, the implementation of the 202 tax filing reforms administered by the Federal Inland
Revenue Service (FIRS) and the stringent Anti-Money Laundering and Combating the Financing
of Terrorism (AML/CFT) regulations enforced by the Special Control Unit Against Money
Laundering (SCUML) demand uninterrupted administrative continuity.® A leadership vacuum or a
poorly managed executive transition could instantly trigger regulatory non-compliance, exposing
the organization to statutory penalties, financial freezing, and direct state intervention.

Therefore, succession planning for NNNGO is not merely a localized human resources exercise;
it is a fundamental risk management imperative, and a strategic necessity designed to protect the
broader Nigerian civil society ecosystem. The framework developed herein synthesizes
established nonprofit succession theories, NNNGO’s endogenous succession policies, and the
complex statutory realities of the Nigerian civic space to produce an actionable, exhaustive
continuity protocol.

Theoretical and Operational Underpinnings of
Nonprofit Succession

Succession planning in the nonprofit sector fundamentally diverges from traditional corporate
succession models. Rather than solely identifying a single hierarchical heir to assume profitability
mandates, nonprofit succession requires safeguarding the organizational mission, retaining
deeply personal community trust, and ensuring the uninterrupted delivery of services during
periods of extreme leadership volatility.

Long-term leaders often bring unparalleled vision, energy, and credibility to their cause, acting as
the primary focal point for institutional knowledge. However, their prolonged tenure can
inadvertently inhibit healthy organizational growth if roles are not clearly defined, delegation is
minimized, or strategic planning is systematically avoided. The psychological attachment of the
leader to the organization, coupled with the staff and board's over-reliance on the leader's
charismatic authority, can create a fragile operational ecosystem that is highly susceptible to
external shocks. To dismantle these risks, succession must be approached not as a discrete,
reactive event, but as a continuous cycle of organizational capacity building that systematically
transfers authority from the individual to the institution.

The Annie E. Casey Foundation, alongside governance research from Imagine Canada, models
nonprofit succession across three distinct yet interconnected approaches, which form the
theoretical basis of this comprehensive framework:



The first approach, Strategic Leader Development, operates as a proactive, ongoing practice that
aligns the organization's strategic vision with the continuous cultivation of internal talent. It
involves identifying the specific managerial competencies required for future operations and
institutionalizing professional development. This ensures that a deep reservoir of leadership
capability exists across all departments, mitigating the reliance on a single charismatic leader. By
embedding professional development into the organizational culture, nonprofits ensure that mid-
level managers are continuously prepared to assume elevated responsibilities.

The second approach, Emergency Succession Planning (ESP), is designed to mitigate the
immediate fallout of an unplanned or sudden departure of critical personnel. This protocol focuses
exclusively on rapid business continuity. It pre-identifies internal backups, defines interim authority
limits, and establishes emergency communication protocols to prevent operational paralysis
during a crisis. The ESP functions as a regulatory and financial safeguard, ensuring that statutory
filings and financial disbursements are not interrupted by the sudden incapacitation of the chief
executive.

The third approach, Departure-Defined Succession Planning, is tailored specifically for long-term
executives anticipating a planned departure within a two-to-three-year horizon. This highly
sensitive methodology requires rigorous capacity building, the deliberate redistribution of external
relationships, the execution of a comprehensive sustainability audit, and the psychological
preparation of the board, staff, and the departing executive for the impending shift in power
dynamics. It acknowledges the emotional toll of leadership transitions and creates a structured
runway for the outgoing leader to systematically disengage while empowering their successor.

For NNNGO, integrating these three pillars ensures that the network is insulated against sudden
shocks, actively develops its specialized mid-level management, and meticulously prepares for
the eventual, inevitable transition of its highly visible Executive Director.

Current Governance Architecture and Leadership
Dynamics at NNNGO

A successful succession framework must map directly onto the existing structural architecture of
the organization, leveraging established hierarchies to distribute transitional responsibilities.
NNNGO operates through a sophisticated, multi-tiered governance model designed to balance
overarching strategic oversight with agile operational management.

The Board of Trustees (BOT) functions as the ultimate policy-formulating and fiduciary body of
NNNGO. Comprising eminent personalities such as Chairman Olufemi Lijadu, Ms. Yemisi
Ransome-Kuti, Dr. Abiola Tilley Gyado, and experts across finance, health, and environmental
sustainability, the BOT is legally accountable to the network's members and the wider civil society
community.'! The Board's primary mandate includes agreeing upon and monitoring the
achievement of the strategic plan, overseeing the performance of the Executive Director, and
ensuring stringent fiduciary compliance. In the context of succession, the BOT holds the exclusive
legal authority and fiduciary duty to recruit, vet, and appoint a new Executive Director, ensuring



that the selection process aligns with the long-term strategic vision of the network.

Bridging the gap between the Board of Trustees and the operational Secretariat is the Executive
Council. This council comprises the Executive Director, all State Focal Persons, and the
Management Committee, possessing delegated authorities to make critical decisions that cannot
reasonably be deferred until a full BOT convening. Concurrently, the Advisory Council operates
as a civil-society-led forum that influences membership decisions and debates pressing national
issues, ensuring that the network remains highly responsive to grassroots realities. Both councils
serve as vital mechanisms for maintaining institutional stability, stakeholder engagement, and
democratic consensus during a leadership transition at the Secretariat level.

The Secretariat itself implements the Board's policies and drives the daily operational imperatives
of the network. Led by the Executive Director, the Secretariat features a concentrated but highly
specialized management team. Barrister Ayo Adebusoye serves as the Programmes Manager
and the Network's Secretary General. Functioning as a de facto deputy, he holds significant
domestic public health and procurement advocacy portfolios, including serving as the Co-
Chairman of the Lagos State Accountability Mechanism for Maternal & New Born Child Health.
Timothy Odion heads finance, bringing critical financial control experience from the forex and
audit services sector, while Oluwatobi Akande leads membership. Olaife llori leads
Communications and Mathew Afolabi heads IT, Web Development, and cybersecurity
infrastructure.

This current configuration reveals a high degree of departmental specialization. While this drives
operational efficiency, it also highlights potential vulnerabilities regarding information siloing. The
succession framework must leverage this existing talent matrix, utilizing aggressive cross-training
initiatives to broaden the leadership competencies of these key personnel, thereby supporting the
Strategic Leader Development mandate and ensuring that no single operational vertical is entirely
dependent on one individual.

Functional Role Current Office | Core Succession
Holder Competencies and | Implication /
Portfolios Cross-Training
Requirement
Executive Director Oyebisi B. Oluseyi Global diplomacy | High  flight risk
(ICNL, CIVICUS), | impact; requires
FATF negotiations, | immediate
strategic vision. relationship
redistribution  and
interim backup
designation.




Programmes Barrister Ayo | Domestic policy | Primary candidate
Manager / Sec. | Adebusoye advocacy, legal | for Interim
Gen. compliance, health Executive; requires
procurement exposure to
frameworks. international donor
management.
Finance Lead Timothy Odion Financial controls, Crltlc.:al.for statut.ory
regulatory continuity; rgquwes
compliance. a designated
backup to ensure
SCUML/Tax
compliance
continuity.®
Membership Lead Oluwatobi Akande 3900+ member Cruc@ for memper
oversight, network retentlon. e
engagement. Ieadgr§h|p
transitions.®
Communications Olaife llori Public relations, SEEEmiE] o]
el il stakeholder .
communication, reass.grance durlng
reporting. trap§|t|on; requ.lfes
training on transition
messaging.'®
Web & IT Lead Mathew Afolabi Digital .Safeg.uards dgta
infrastructure, SEO, mtegrlf[y durlng
data security. transitions; requires
protocols for
transferring  digital
access and
ownership.®

The Statutory and Regulatory Ecosystem: The 202
Landscape

In the Nigerian context, leadership transitions are highly sensitive periods that attract profound
regulatory scrutiny. The succession framework must act as an impenetrable shield against
statutory non-compliance, which could result in the freezing of assets, suspension of operations,



or the imposition of state-appointed interim managers.

The Companies and Allied Matters Act (CAMA) 2020 introduces unprecedented oversight
mechanisms for Incorporated Trustees, which includes NGOs. Under the controversial Section
839, the Corporate Affairs Commission holds the expansive power to suspend trustees and
appoint interim managers if it identifies mismanagement, fraud, or actions deemed contrary to the
public interest. During a leadership transition, any administrative lapse, communication
breakdown, or delay in statutory filings could be legally misconstrued as mismanagement, inviting
devastating external intervention.

To mitigate this existential risk, the Board must ensure strict compliance with CAC notification
protocols. Any changes to the Board of Trustees, the organizational constitution, or the registered
operational address must be formally communicated to the CAC within a strict 28-to-0-day
window.'* Furthermore, if a trustee's term expires and a replacement is appointed, the statutory
process requires public advertisement in two daily newspapers for 28 consecutive days. The
Secretariat must maintain pristine records of these proceedings, including formalized board
resolutions and meticulously drafted meeting minutes, to prevent any structural alterations from
being declared legally void under Clause 83. The organization must also diligently file its annual
returns, alongside audited financial statements, within 42 days following the Annual General
Meeting to maintain good standing.

Compounding the corporate compliance requirements are the aggressive fiscal reforms enacted
for the 202 tax filing cycle. The Federal Inland Revenue Service (FIRS) has introduced significant
compliance adjustments emphasizing real-time digital transaction reporting, mandatory e-
invoicing frameworks, and stringent alignment between VAT filings and audited financial
statements.

During a leadership transition, the organizational focus on executive recruitment cannot
overshadow fiscal compliance. The incoming executive and the Board of Trustees must ensure
that NNNGO complies impeccably with the taxation of NGOs under the Companies Income Tax
Act (CITA) and the Personal Income Tax Act (PITA). This includes maintaining accurate
transactional receipts, remitting Pay-As-You-Earn (PAYE) taxes for staff, and rigorously
deducting Withholding Tax (WHT) for independent consultants. Given that regulatory penalties for
non-compliance now range significantly and target organizations operating outside the
compliance framework, the Internal Audit and Finance unit must operate with absolute autonomy
and precision during the transitional window. The 2025 NNNGO AGM explicitly highlighted the
necessity of strengthening internal financial systems to meet global compliance standards,
making this a strategic priority during any succession event.

Equally critical to the organization's survival is compliance with the Anti-Money Laundering and
Combating the Financing of Terrorism (AML/CFT) statutory requirements. As a designated Non-
Governmental Organization, NNNGO falls under the classification of Designated Non-Financial
Institutions (DNFIs) and is subject to rigorous, continuous oversight by the Special Control Unit
Against Money Laundering (SCUML) under the Economic and Financial Crimes Commission
(EFCC).1® NNNGO has historically maintained excellent AML/CFT compliance, leveraging its



independent finance department to train other nonprofits.

However, any change in executive leadership or the composition of the Board of Trustees
fundamentally alters the organization's ultimate beneficial ownership and control structure in the
eyes of the regulator. Upon the appointment of a new Executive Director or new Trustees, the
organization must promptly update its SCUML portal, submitting the new officers’ Bank
Verification Numbers (BVN), Tax Identification Numbers (TIN),
identification documents. Failure to maintain accurate and updated SCUML registration can
render the organization legally ineligible to operate bank accounts in Nigeria, instantly paralysing
the network's operations, halting payroll, and eliminating its ability to disburse or receive global

and government-issued

grants.

Statutory Specific Primary Critical Deadline /

Authority Compliance Responsible Frequency
Mandate  During | Officer
Transition

CAC (CAMA 2020) Notification of | BOT Secretary / Vr\]/'th”? 28'_0 da:)ys 0;
structural changes | Legal Counsel i tlrlggerlng oar
in Trustees; resolution.
Newspaper

publications for new
board
appointments.

CAC (CAMA 2020)

Filing of
comprehensive
Annual Returns and

Audited  Financial
Statements post-
AGM.

Executive Director /
Finance Lead

Strictly  within 42
days of the Annual
General Meeting.

FIRS (202 Tax)

Updating authorized
digital  signatories;
Ensuring PAYE,
WHT, and VAT
alignment under the
new e-invoicing
framework.

Finance Lead

Continuous /
Monthly  statutory
remittance windows.




SCUML (EFCC) Updating DNFI | IT Lead / Finance | 'Mmediate  upon
registration withnew | Lead assumption of office
Executive/Trustee to prevent account
KYC documents freezes.
(BVN, TIN, ID).

Analysing the NNNGO Succession Planning Policy:
Internal Mechanisms

The Nigeria Network of NGOs possesses an existing, foundational internal framework formalized
in the "NNNGO Succession Planning Policy." This document establishes the internal legal basis
for mitigating the risks caused by both planned and unplanned human resource departures. A
critical analysis of this document reveals several powerful mechanisms that must be fully activated
to ensure a seamless transition.

The policy explicitly delegates the leadership responsibility for succession planning to the Board
of Trustees, with the daily execution of the framework delegated to the Executive Director. The
policy formally categorizes absences into three distinct operational states: short-term absence
(expected to last three months or less), long-term absence (expected to last more than three
months), and permanent absence (where it is firmly determined that the officer will not return).
This categorization is essential because it dictates the severity and permanence of the
organizational response.

A cornerstone of the NNNGO policy is the mandate for "Career Pathing." The organization is
internally bound to ensure that each staff member's potential is developed to its fullest extent,
mapping out career trajectories that prepare internal candidates to reach the seniority levels they
aspire to. To achieve this, the policy dictates the formation of a formal Succession Planning
Committee, chaired by the Executive Director and comprising the Secretary General, Department
Leads, and Human Resources. The core functions of this committee include carrying out frequent
employee satisfaction surveys, conducting continuous human resource audits, reviewing the staff
establishment, and addressing capability gaps through targeted training programs or strategic
outsourcing.

The policy requires the Executive Director, supported by department leads, to conduct an annual
assessment of the current capability of the staff, comparing the network’s future capability needs
against the current departmental strengths. These capability gaps are then systematically
documented in a formal Succession Chart, which must be reviewed and approved by the Board



annually. This internal mandate provides the exact administrative machinery required to execute
the broader, theoretical concepts of Strategic Leader Development. By utilizing the existing
performance appraisal systems to identify individuals capable of assuming future leadership
responsibilities, NNNGO ensures that the succession process remains meritocratic, transparent,
and aligned with its strategic objectives.

Executing the Comprehensive Succession Framework

Building upon the theoretical models of the Annie E. Casey Foundation, the statutory
requirements of the Nigerian state, and NNNGO's internal policy documents, the execution of the
succession framework is divided into three distinct operational protocols.

Protocol 1. Emergency Succession Planning (ESP) Mechanics

The Emergency Succession Plan is the organization's immediate defence mechanism against
sudden destabilization. In the event of an unplanned, temporary, or sudden permanent absence
of the Executive Director, the Chairman of the Board of Trustees must be notified immediately by
the most senior available staff member. The Chairman is subsequently required to convene an
emergency Board meeting to formally affirm the ESP protocols and stabilize the organizational
narrative.

Per NNNGO's internal policy, the acting executive role defaults structurally to the Programme
Lead or the Secretary General. Given the current organizational structure, Barrister Ayo
Adebusoye, who occupies both the Programmes Manager and Secretary General roles , is the
legally designated primary backup. Upon activation, the acting appointee assumes the full,
unencumbered authority for independent action and decision-making to prevent operational
bottlenecks and ensure that relationships with critical funders and regulators are maintained. To
ensure equity and acknowledge the massive assumption of risk and labor, the acting appointee
shall receive all allowances accorded to the substantive office holder, including a specialized
acting allowance.

Crucially, this interim appointment is strictly capped at a maximum duration of six months. During
this window, the Board of Trustees must either welcome the returning executive (in the case of a
resolved health or personal crisis) or launch a competitive, formalized external search for a
permanent replacement. Simultaneously, the ESP must extend beyond the Executive Director.
Should department leads, such as the Finance Lead, become suddenly unavailable, their lateral
colleagues must be pre-authorized to assume acting capacities to ensure SCUML and FIRS
compliance is never interrupted. The Board must also immediately execute a communications
plan, led by the Communications Lead, to transparently inform all stakeholders—ranging from
grassroots members to the United Nations Country Team—of the temporary leadership structure,
thereby averting rumours and maintaining institutional credibility.

ESP Trigger Event Immediate Action | Secondary Action | Long-Term Action
(0-48 Hours) (1-4 Weeks) (1- Months)




Sudden
Incapacitation  of
ED

Notify BOT Chair;
Activate  Secretary
General as Interim

Execute crisis
communication plan
to donors/members;

BOT evaluates
permanent status;
initiates  executive

ED; Secure | Update search if absence is
physical/digital SCUML/bank deemed permanent.
assets. mandates.

Sudden Loss of | Appoint lateral staff | Audit current tax | Launch recruitment

Finance Lead (e.g., IT Lead) for | remittance status; | for permanent
basic oversight; | ensure PAYE/WHT | finance officer;
retain external | compliance is | complete external
accounting firm | uninterrupted. audit of the
temporarily. transition period.

Protocol 2: Strategic Leader Development and Internal Capacity
Building

While the ESP addresses sudden crises, Strategic Leader Development operates as a proactive,
continuous mechanism to cultivate an internal talent pool capable of assuming future executive
responsibilities seamlessly. NNNGO'’s policy explicitly prioritizes internal staff when filling key
vacant leadership positions, necessitating a robust, well-funded "career pathing" infrastructure.

To build deep bench strength, the Executive Director and the Board must continuously map the
future competencies required to achieve the NNNGO 2023-2027 Strategic Plan. This plan
prioritizes poverty eradication, the localization of philanthropy, the attainment of the SDGs, and
the aggressive defence of the civic space against restrictive regulations. Consequently, future
leaders must possess a highly complex, hybrid skill set: aggressive domestic policy advocacy,
high-level international diplomacy, and rigorous digital data management.

The internal performance management system must undergo an epistemological shift from being
strictly evaluative to becoming fundamentally developmental. The human resource’s function
should mandate that the Secretary General, Communications Lead, and Finance Lead engage in
executive coaching, formalized mentorship programs, and targeted delegation exercises. The
Executive Director must intentionally delegate high-stakes, highly visible tasks to subordinate
leaders. For example, presenting at the Open Government Partnership, negotiating with the
Financial Action Task Force (FATF) evaluators, or addressing the United Nations must transition
from being the exclusive domain of the Executive Director to being shared responsibilities. This
exposure is critical for demystifying the executive role, building the confidence of the internal
candidate, and validating their competence to external stakeholders and funders.

A highly effective, yet often underutilized tool within Strategic Leader Development is the planned
sabbatical. The Board of Trustees should formally mandate a four-to-six-week sabbatical for the



Executive Director every few years. This exercise serves a critical dual purpose: it significantly
mitigates executive burnout, and it forces the organization to operate under the Emergency
Succession Plan in a controlled, non-crisis environment. Upon the Executive Director's return, the
Board and the management team must conduct a thorough debriefing, identifying operational
friction points, specific knowledge gaps, and unexpected successes. These insights are then
utilized to refine the formal succession framework and identify areas where cross-training must
be intensified.

Protocol 3: Departure-Defined Succession and Transitioning the Long-
Term Executive

The most complex and emotionally fraught phase of the succession framework surrounds the
planned departure of a long-term, highly influential founder-figure or executive. When the
Executive Director formally decides to transition, the process requires a substantial 18-to-3-month
runway to ensure absolute organizational stability and to systematically mitigate the pervasive
risks associated with the Founder's Syndrome Spectrum.

The transition initiates with a period of intense reflection and alignment (typically 24-3 months
prior to departure). This begins with confidential discussions between the Executive Director and
the Chairman of the Board of Trustees. The Executive Director must be supported in confronting
the psychological barriers of transition, which often include the potential loss of professional
identity, status, and international influence.[, ] Simultaneously, the Board must ensure that the
Executive Director is supported through a fair, comprehensive transition or retirement package,
recognizing their nearly two decades of exceptional service and averting any financial anxieties
that might cause them to delay the departure artificially. Once total alignment is achieved, a
definitive, immovable departure date must be set. This critical step transitions the succession
process from a theoretical exercise to an actionable timeline.

During the subsequent phase of preparing the way and knowledge transfer (12-24 months prior),
the "leadership of letting go" becomes the primary organizational objective. The Executive
Director must systematically and deliberately extract themselves from unilateral decision-making
processes, actively empowering the Executive Council to drive operational strategy
independently. A critical component of this phase is the institutionalization of external
relationships. The Executive Director must actively introduce the Programmes Manager and key
Board members to pivotal philanthropic partners (such as Luminate, Ishk Tolaram, and the
Commonwealth Foundation) and international regulatory bodies. The objective is to transform
personalized, individual trust into enduring institutional trust. Furthermore, all unwritten
operational history, political nuances regarding NGO legislative advocacy, and historical funding
agreements must be documented meticulously into a centralized, highly accessible organizational
repository.

In the final phase (-12 months prior), the Board of Trustees assumes absolute, exclusive control
over the executive search and recruitment process. A formal Succession Planning Committee
must be activated, comprising the BOT Chairman, selected trustees, and ideally an independent
organizational development consultant. Crucially, the departing Executive Director must be



explicitly excluded from this committee to ensure an entirely unbiased process that is free from
historical influence.[, ] The Board must determine whether the heavily cultivated internal candidate
(e.g., the Secretary General) will be directly appointed or subjected to a rigorous, competitive
external search. If an external search is pursued, the job description must be fundamentally
recalibrated to reflect the future strategic needs of the organization, not merely replicating the
outgoing Executive Director's historical profile. The Board may prioritize candidates with
advanced digital compliance expertise, local philanthropy mobilization skills, or specific
governmental negotiation backgrounds, aligning perfectly with the evolving challenges highlighted
at the 2025 NNNGO Annual Conference.*

If the sustainability audit reveals that the organizational culture is too deeply attached to the
outgoing Executive Director, or if factions exist within the staff, the Board should strongly consider
appointing a specialized Interim Executive Director for a period of six to twelve months. An interim
leader acts as a vital organizational palate cleanser, allowing the staff, network members, and
funding partners the necessary psychological time to emotionally separate from the long-term
leader's specific style. The interim leader focuses exclusively on structural realignment, policy
enforcement, and preparing a neutral, highly functional ground for the permanent successor,
thereby drastically reducing the historical failure rate of incoming executives following long-term
founders.

Transition Phase Strategic Timeline Core  Objectives | Primary

and Deliverables Responsible Entity
1. Reflection & | 24-3 Months Prior Establish firm | BOT Chairman &
Alignment departure date; | Outgoing ED

Negotiate transition
package; Conduct
sustainability audit
to map relational
and financial
vulnerabilities.

2. Preparation & | 12-24 Months Prior Institutionalize Outgoing ED &
Transfer funder relationships; Executive Council
Document

operational history;
Empower Executive
Councll in
autonomous
decision-making.




3. Search & | -12 Months Prior Activate Hiring | BOT Hiring

Selection Committee Committee
(excluding ED);
Finalize future-
focused job
description;

Conduct interviews;
Decide on Interim
VS. Permanent
appointment.

4. Handover & | 0O- Months Prior Execute formal | Board of Trustees &
Compliance onboarding; New ED

Outgoing ED steps
back entirely; File all
mandatory updates
with CAC, SCUML,
and FIRS; Host
legacy appreciation
event.

Mitigating Founder's Syndrome and Ensuring Board of
Trustees Renewal

A profound risk during any transition of a long-term leader is the manifestation of Founder's
Syndrome. This syndrome exists on a spectrum, characterized by a leader's psychological
resistance to sharing authority, the monopolization of critical external relationships, and the deep
intertwining of the organization's public identity with the founder's personal image. If left
unchecked, this dynamic stifles internal innovation, causes high staff turnover, and ultimately
threatens the organization's survival post-transition.

To dismantle these risks proactively, the Board of Trustees must assert its independent oversight
role vigorously. The Board must insist on implementing comprehensive 30-degree performance
reviews for the Executive Director, gathering candid feedback from staff, partners, and external
stakeholders. This process provides objective data on the leader's delegation abilities and
highlights specific areas where control must be relinquished. Furthermore, the Board must ensure
that a culture of open dissent and debate is fostered within the organization, preventing the



formation of an echo chamber that solely validates the outgoing leader's perspectives.

Crucially, succession planning is fundamentally incomplete if it neglects the governance tier itself.
The Board of Trustees must maintain an independent, dynamic, and highly skilled composition to
enforce management accountability and navigate regulatory complexities effectively. NNNGO’s
constitution mandates that elected officers hold office for a specific term of four years and may
not hold the same office for more than two consecutive terms.?’ This statutory limitation is a
crucial, structurally embedded defence against governance stagnation. However, board turnover
must be meticulously planned and staggered. If multiple long-serving trustees—particularly those
who share deep historical ties and loyalties with the outgoing Executive Director—exit
simultaneously, the organization risks a catastrophic loss of institutional memory and fiduciary
oversight during its most vulnerable transitional period. Corporate governance best practices
recommend an optimal maximum tenure of nine consecutive years to balance institutional
knowledge with necessary fresh perspectives.

The Board must implement a continuous, forward-looking recruitment matrix, identifying specific
skill gaps created by departing members. Given the current punitive regulatory climate, the Board
must prioritize recruiting individuals with specialized expertise in Nigerian corporate law
(specifically navigating CAMA 2020 Part F), digital tax administration, and AML/CFT compliance.
Newly inducted board members require rigorous, formalized orientation to fulfill their fiduciary
duties of care, loyalty, and obedience. They must be thoroughly briefed on the NNNGO 2023-
2027 Strategic Plan, the organization's detailed financial health, and the precise intricacies of the
succession framework.® Furthermore, the Board must institutionalize its own self-evaluation
mechanisms, assessing both collective board performance and individual director contributions
annually. This ensures that the highest standards of governance are continuously maintained and
that the Board remains capable of guiding the organization through the turbulence of executive
transition.

Aligning the Transition with the 2023-2027 Strategic
Plan

A successful transition is ultimately measured by the organization's ability to maintain its strategic
trajectory without losing momentum. NNNGQO'’s 2023-2027 Strategic Plan is deeply anchored in
the ambitious goals of poverty eradication, reducing systemic inequalities, and fostering a highly
enabling operational environment for nonprofits across Nigeria.® The succession framework must
ensure that the new leadership is perfectly positioned to execute these mandates.

The new executive leadership must seamlessly inherit the management of complex, multi-year,
transnational initiatives. These include the critical activities on strengthening regulatory
frameworks, Universal Periodic Review advocacy regarding human rights, advocacy on the
Sustainable Development Goads and the highly sensitive ICNL FATF Recommendation-8
project.* These projects require a leader who possesses advanced technical knowledge of civil
society regulations and exceptional diplomatic tact to negotiate with state actors. Therefore, the
onboarding process for the new Executive Director must include exhaustive, granular briefings on



these specific strategic activities and their deliverables.

The transition period should ideally feature overlapping tenures—a carefully managed brief
window where the outgoing Executive Director formally introduces the successor to the grant
officers at pivotal institutions supporting the Network. This guarantees that donor confidence
remains entirely unshaken, ensuring the financial stability required to execute the 2030 long-term
outcomes mapped in the strategic vision. Furthermore, as highlighted extensively in the 2025
Annual Conference, the philanthropic landscape is rapidly shifting away from total reliance on
international aid towards domestic, trust-based philanthropy.'® The successor must be positioned
not merely as an effective manager of international grants, but as a dynamic, visionary mobilizer
of local resources, capable of navigating Nigeria's evolving corporate CSR landscape and high-
net-worth individual networks to generate sustainable, unrestricted funding for the network.

Conclusion

The transition of a long-term, visionary leader presents one of the most profound and complex
challenges a nonprofit organization can face. For the Nigeria Network of NGOs, the eventual
departure of an executive who has deeply shaped the domestic and international civic space over
two decades requires a flawless orchestration of strategic, cultural, and regulatory manoeuvres.
However, succession must never be viewed solely through the anxious lens of crisis
management. Rather, as established in the foundational principles of advanced nonprofit
governance, the ease, transparency, and positive outcome of an executive transition serves as
the ultimate, defining metric of a leader’s success and the organization's institutional maturity.

By adopting a sophisticated, multi-tiered approach—institutionalizing Emergency Succession
protocols to avert sudden paralysis, embedding Strategic Leader Development deeply into daily
operations to build internal capacity, and executing a meticulous, multi-year Departure-Defined
transition—NNNGO can systematically dismantle the pervasive risks associated with the
Founder's Syndrome spectrum.[, ] Concurrently, unwavering, proactive vigilance regarding CAMA
2020 Part F compliance, the complex 2025 digital tax requirements, and SCUML's stringent
AML/CFT mandates will shield the network from catastrophic state intervention during its most
vulnerable operational phase.

Ultimately, the rigorous implementation of this succession framework ensures that NNNGO does
not merely survive a leadership transition but utilises the process as a powerful catalyst for
institutional renewal. By securing its robust governance architecture, protecting its invaluable
relational capital, and maintaining absolute statutory compliance, the Nigeria Network of NGOs
will seamlessly continue its vital, historic mandate of protecting the civic space, eradicating
poverty, and empowering the thousands of civil society organizations that rely implicitly on its
unwavering, sustainable leadership.



Annex 1: Comprehensive Succession Framework Summary

Framework Trigger / Timeline Core Actions & Objectives Primary
Component Responsible Entity
1. Emergency | Sudden/unplanned Notify BOT Chair; Activate pre-designated Interim | BOT Chairman,
Succession absence of Executive | (e.g., Sec. Gen or lateral peer); Secure | Interim Appointee,
Planning (ESP) Director or Key Staff physical/digital assets; Execute crisis | Lateral Peers
communication; Update statutory mandates
(SCUML/Bank).

1 to Months post-absence

BOT evaluates permanent status of absence;
Initiates competitive external search if absence is
permanent; Conducts transition audits.

Board of Trustees

2. Strategic Leader
Development

Continuous / Ongoing

Map future competencies against 2023-2027
Strategic  Plan; Shift to developmental
performance management; Mandate executive
coaching and cross-training.

Executive Director,
HR, Department
Leads

Periodic

Delegate high-stakes tasks (e.g., FATF, donor
negotiations) to subordinates; Mandate ED
sabbaticals to test ESP in non-crisis environments.

Executive Director,
Board of Trustees

3. Departure-

24-3 Months Prior

Confidential discussions; Establish firm departure

BOT Chairman,




Defined date; Negotiate transition package; Conduct | Outgoing ED
Succession sustainability audit.
12-24 Months Prior Institutionalize external funder relationships; | Outgoing ED,
Document  operational history; Empower | Executive Council
Executive Council for autonomous decisions.
-12 Months Prior Activate Hiring Committee (excluding outgoing | BOT Hiring
ED); Finalize future-focused job description; | Committee
Decide on Interim vs. Permanent appointment.
0- Months Prior Execute formal onboarding; Outgoing ED steps | Board of Trustees,
back entirely; File all mandatory updates with | New ED
CAC, SCUML, and FIRS; Host legacy
appreciation.
4. Statutory | Transition Window Notify CAC (within 28-0 days) and advertise in | BOT Secretary,

Compliance Shield

newspapers; File Annual Returns (within 42 days
of AGM); Update FIRS e-invoicing/VAT; Update
SCUML DNFI registration immediately.

Finance Lead, IT
Lead
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