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The Glasgow and West of Scotland Forum of Housing Associations (GWSF) is the leading membership and campaigning body for local 
community-controlled housing associations and co-operatives (CCHAs) in the west of Scotland. The Forum represents 66 members who together 
own around 28% of all RSL housing in Scotland. Our members provide decent, affordable housing for almost 85,000 households in west central 
Scotland and also provide factoring services to around 20,000 owners in their neighbourhoods.

GWSF would like to thank staff, committee/board members and 
other sector colleagues who contributed to this research and who 

generously shared their time, knowledge and experience.
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Overall findings
There was a general acknowledgement amongst research 
participants that because of the way that it came into 
being the CCHA sector faces a unique set of challenges 
at this point in its history: many of the original cohort 
of senior staff and board members of a similar age 
demographic are preparing to retire or to step away from 
volunteering on boards.

The majority of the research participants indicated that 
whilst potential challenges exist in relation to succession 
planning for both staff and board members the most 
concerning issue was in relation to recruiting and retaining 
new board members.

The picture in relation to succession planning for staff 
was more mixed with a range of opinions expressed 
in relation to recruitment of senior staff, and to 
development of staff coming through. There were also a 
variety of views on what types of effective sector-wide 
approaches could be taken moving forward.  

Succession planning for board members
The sector appears to have risen to this challenge with 
almost all of the research participants having already put in 
place or currently considering strategies which will enable 
them to: 

• identify particular skills which they want to add to 
their board/committee

• obtain a better demographic mix (e.g. age, ethnicity, 
gender) and to target particular groups accordingly

• devise approaches to attract and retain new board 
members. 

This was backed up by other interviewees (professional 
bodies who deal with the CCHA movement) who 
indicated that they have seen a lot more activity to 
attract new members than there was a few years ago. 

Nevertheless, others cautioned that the sector should 
not get complacent and that the issue of attracting new 
board members is one which is not going to go away and, 
as such, should be taken seriously.

As well as the more traditional methods of attracting 
and retaining new board members, respondents are also 
finding innovative and creative ways to do so, and are also 
keen to share their approaches and to hear what others 
are doing.

Succession planning for staff
For the majority of research participants the issue of 
succession planning for staff was seen as being less of an 
issue overall than that of succession planning for board 
members, with most respondents indicating that their 
organisations had robust plans in place to deal with 
senior staff retirement.

Respondents held a range of views on the issue of 
external versus internal recruitment for the role 
of senior officer. However, the consensus was that 
whatever approach was taken it needed to be robust and 
transparent. Overall, the majority of respondents believed 
that the sector was robust and strong enough to cope 
with senior staff changes, and that the CCHA ethos would 
not be diluted as a result of this movement.

Several respondents suggested that a sector-wide 
approach to supporting and developing ‘second –tier’ 
staff and those at middle to senior management level was 
the most important measure that the sector could take in 
terms of succession planning for staff.

Most participants also believed that there could be 
an enhanced role for SHARE in relation to succession 
planning for staff – by providing more sector-specific and 
competencies-based training, targeted at middle to senior 
management staff.

Similarly, most participants felt that there could be an 
enhanced role for EVH in terms of succession planning for 
staff – through its existing Leaders Course and also with 
other activities, for instance a coordination role for staff 
secondment opportunities (e.g. identifying opportunities 
for acting up to cover maternity leave in another 
organisation).

One participant suggested that the best way forward 
was to have a pool of senior staff volunteers who could 
act as coaches and/or mentors for staff coming through 
the ranks, and that this activity could be co-ordinated by 
sector bodies who could match potential candidates with 
coaches/mentors.

Moving forward – next steps
The overall majority of research participants indicated 
that they believe the key to success in relation to both 
staff board and staff succession planning is a sector-wide 
approach where new ideas and innovative strategies are 
widely shared. 

This report is the first step in opening an ongoing 
dialogue within the sector on succession planning, and 
hopefully it can act as a catalyst for the continued sharing 
of ideas amongst members. GWSF can act as a conduit 
for doing this.

Executive Summary
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1. We recognise that many CCHAs have ‘committees’ rather than ‘boards’. However, for convenience and ease of reading, we use the term ‘board’ to refer equally to both throughout this report.

1. Background
The idea for this research and report 
initially stemmed from discussions 
with staff and board members in 
GWSF’s membership. From these 
conversations it was clear that there 
were some areas of concern around 
a number of issues in relation to 
succession planning, including: 

• the changing nature of the role of 
volunteering in society in general

• the age demographic of many 
board1 members and who would 
replace them

• the cohort of Senior Officers 
approaching retirement age.

As other key membership bodies for 
the CCHA sector, EVH and SHARE had 
also picked up on these concerns. 
This collaborative research project 
was conducted to explore the key 
issues in more depth.  

The overarching research aims were twofold:

• To find out what members are doing in terms of 
succession planning for their boards. To allow us 
to get a better idea of what approaches individual 
associations are taking and to share these with 
members.

• To get a sense of what members are doing with regard 
to succession planning for staff and again to share 
different approaches across the membership. 

This report is the first step in opening an ongoing 
dialogue within the sector around succession planning for 
both board/committee members and for staff. The report 
has three intended outcomes:

• To raise awareness of key issues;

• To highlight key examples of good practice, and to 
share these with members;

• To consider future steps that the sector can take 
around approaches to succession planning

We sent a research survey with key questions on both 
board and staff succession planning out to all 66 GWSF 
members.

We carried out follow-up interviews with 11 member 
associations.

We also interviewed colleagues from other professional 
bodies in the wider housing sector including: SHARE, EVH, 
SFHA and the Scottish Housing Regulator.

We received 24 survey responses from members and 
many of these provided in-depth answers to the 
questions asked, both in relation to what was happening 
within their own organisations and also on the key issues 
for the sector overall. The survey responses highlighted 
that members saw succession planning as being a big issue 
for the CCHA sector.

The survey findings presented us with a valuable snapshot 
of members’ views and will be explored in more depth 
in the following sections, alongside data from the 
interviews, to allow us to capture a fuller picture.  

4.  Members survey 

3. The research strategy - 
what we did

2. Aims of the research
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5. Key issues around 
succession planning 
for board members

5.1 Introduction
The majority of participants strongly believed that 
succession planning for board members was a key 
challenge for both their own organisation and for the 
CCHA sector as a whole.  

“In relation to succession planning for 
board/committee members, the most 
important thing is that, as a movement, 
we can’t afford to become complacent. 
Every Association is just as good as its 
last AGM. Every CCHA will approach 
this differently, and that’s fine…it’s always 
been a broad church.”

One sector colleague was keen to point out that the 
CCHA sector had already done a lot of work to respond 
to the situation and that this had reaped rewards in 
terms of attracting new board members.

“The potential ‘crisis’, if there ever really 
was one, is already over, and the CCHA 
sector, as it tends to do with threats 
and challenges, has ‘headed it off at 
the pass’…it certainly seems to be the 
case that committees are now more 
populated and that CCHAs have put 
a lot of work into thinking about how 
to attract a range of new committee 
members.”

Participants highlighted a range of factors which they 
felt were significant in relation to succession planning 
for board members.  

5.2 The changing nature of the role of 
volunteering

Volunteering is in the DNA of the CCHA movement.  
Volunteers started the movement and have campaigned 
throughout the last forty years, firstly to build decent 
affordable housing, and subsequently to improve the 
physical and social environments of their communities.  

The volunteering spirit of board members has sustained 
the CCHA movement and the sector is continually 
working to ensure that it is doing all it can to attract 
and to retain new board members. However, several 
respondents did highlight the changing nature of 
volunteering in society overall, and the fact that CCHAs 
were operating in different times, where individuals 
now had different lifestyles, and the subsequent 
implications of these factors on people joining boards.  

“I think that all voluntary sector 
organisations face an increased difficulty 
in attracting volunteers to participate 
in what is a very traditional format, 
particularly in areas of governance. 
Lifestyles are very different as are 
the pressures on people and it makes 
participation more difficult for those 
individuals who work (especially shifts), 
those with care responsibilities etc.”

“Since there isn’t the same amount of 
people involved now to ‘fight the cause’ 
this could leave the CCHA movement 
fragile and potentially more vulnerable 
to threats.”
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The survey results demonstrate that a clear majority of 
respondents’ boards are composed of a mixture of local 
residents and others (21 of the 24 respondents). In some 
cases this includes people from the wider local area or 
professionals (some of whom may come from outwith 
the area) with a particular skill-set. A few boards have 
a combination of all three, and some Associations have 
amended their rules to allow for this balance. For all 
respondents the balance on their boards always favours 
local people, with the majority of board members being 
from the local area. 

Respondents recognised that different CCHAs had 
different policies on board membership but most were 
keen to emphasise that the important thing was that 
the CCHA ethos was preserved whatever the approach. 

“As long as people have links to the 
CCHA movement and ‘get’ the ethos then 
we are happy. It means that they then go 
out and promote it, our objectives…and 
what we do in other areas of their lives.”

“Targeting professional people with a 
particular interest, knowledge or set of 
skills is fundamental to our approach. 
This totally complements the knowledge 
that local residents bring to the Board.”

Some respondents stressed the long history that boards 
made up of local people had in decision making and 
how they had proved their effectiveness over the years.  

“Although every association is 
different, and for some the addition 
of professionals to their Boards is 
beneficial, I believe that local people 
are best qualified to make decisions as 
board members who live in and have 
unique knowledge and understanding of 
the local area…and they have the skills 
required to make important decisions 
and can be trusted with these. Just to 
give an example… with ‘rent-setting’ in 
the 1980s when Boards proved their 
mettle and didn’t decide to set rents 
artificially low, as some were concerned 
might happen.”

In both survey responses and in interviews the majority 
of respondents demonstrated a proactive approach to 
targeting new types of board members. In particular, 
Associations are keen to ensure that they have a 
balanced demographic mix on their boards certainly 
in terms of age but also in relation to gender and 
ethnicity. In some cases this targeted activity is focused 
on augmenting board membership with new members 
who have specific skills, for instance in relation to 
finance. For some members the solution is to recruit 
professional board members from outwith the area; for 
others the answer is to try to  recruit local people who 
possess the relevant skills.

“We do look at the profile of our 
Management Committee on an ongoing 
basis and evaluate what groups we 
want to proactively target as potential 
new members, for instance in terms of 
ethnicity, gender, age etc.”

“We are always on the look-out for 
Board Members who have a background 
in finance, if that’s someone from the 
local area – great! But equally so if it’s a 
professional from outside the area who is 
happy to join and share their expertise.”

5.4 Targeting new members

5.3  Composition of boards - membership criteria
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5.5 No tangible ‘hook’ to attract board members

Although they described it in different ways, 
respondents agreed that nowadays there was less of a 
tangible ‘hook’ for residents to get involved with their 
local CCHA. Participants referred back to the beginning 
of the movement when local people had got involved 
to campaign for their communities and to ensure that 
they got decent housing and better neighbourhood 
environments. Without this impetus it seemed harder 
to attract people to boards.

“It’s definitely more difficult, because the 
houses are better, and so is the area…and 
sometimes people want to get involved 
for the ‘wrong reasons’ – out of nosiness 
[about neighbours] or they have their 
own agenda.”

“I mean there was always a degree of 
self-interest…people wanting their new 
house, whatever…but you could literally 
see the difference you were making to 
the area. It’s harder now with some of 
the social regeneration things we do. But 
when people get that, they are all for it.”

“Although you might say that there 
aren’t the same big ‘do or die’ issues there 
are still lots of others – that’s why I’m 
involved. The DWP’s welfare reforms, 
poverty in our communities, just trying to 
make sure that it doesn’t go back to how 
it used to be years ago. But…it’s getting 
people galvanised enough about these 
and how they can make a difference as a 
board member that’s the difficult bit.”

The vast majority of members referred to the role of 
developing new homes as being a major catalyst for 
engaging with local people and for them joining the 
board. One member was convinced that this was the 
reason it had a waiting list for its board. 

“Developing makes a big difference in 
terms of interest from potential board 
members, we have regular development 
information days/consultation days and 
these are well attended. We’ve got a high 
profile in the local press because we are 
always developing somewhere. People 
want to know what’s going to happen 
so they come along. A few of our board 
members are always there to chat to 
people, and explain what it means to be 
on the board and they encourage people 
who are interested to come along and 
observe a meeting.”

A few respondents wondered if the new development 
programme, with more CCHAs involved in building new 
houses, would generate more interest from potential 
board members.

“You never know, well you would 
hope that people would be a bit more 
interested. Even if they come along 
initially to hear what’s happening in their 
bit of the area, and then hear what else 
we do.” 
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As well as issues we have previously discussed around 
barriers for potential board members (e.g. around time 
commitments etc.) some respondents, including current 
board members, raised the issue of turnover of new 
board members in relation to perceptions of boards. 
Respondents were aware that within their communities 
the CCHA board was sometimes perceived as being a 
‘closed shop’ or a ‘clique’ and that this could be off-
putting and intimidating for potential new members.

“Because a lot of committee members 
have been on for a long time, it can 
be seen [by others in the community] 
as ‘that housing lot’ and people might 
feel a bit intimidated. Our Board have 
thought about this a lot, as in the 
past, when people have come along to 
observe a meeting, it’s maybe not been 
as welcoming an environment as it might 
have been. Board members have made a 
conscious effort to change this.”

“There can be issues about ‘outsiders’ 
coming onto Boards, for instance when 
an owner joins a Board made up only 
of tenants. There can be an attitude 
from existing board members around 
having their ‘norms’ challenged or even 
threatened.”

“It can often be the case that there 
is a long-standing core of the same 
board members, with the turnover only 
involving a minority who may never feel 
properly accepted as being full-time 
board members, and who may not last 
because they don’t feel part of the inner-
circle or clique.” 

Several respondents indicated that their boards had 
thought about this issue carefully and had taken steps 
to address it. 

“We started the pre-meeting to give 
committee members the chance to talk 
among them-selves. We found that, 
especially for new members…they were 
often quite intimidated and this meant 
that they didn’t want to ask questions 
during the meeting, in case they looked 
stupid. Just being able to have a chat 
with other committee members helps, 
they can ask anything and get advice, 
and that helps with building up their 
confidence.”

“Having a peer-mentor on the Board 
right from the beginning has really 
helped people to settle in and also to 
build up their confidence.”

5.7 Model Rules

5.6 Turnover of new board members 

None of the participants felt that changes to the Model 
Rules were required to provide more flexibility and 
therefore make it easier to attract/retain board members. 

“I really don’t think there are any 
restrictions in the Model Rules that 
prevent Housing Associations from 
attracting new members from a range of 
sources.”

“There is enough flexibility with co-
options…being able to change your 
membership policy.” 

“I can’t see what is restrictive in the Rules 
to prevent us attracting new members 
from a range of sources.”

Two respondents did make specific reference to the 
nine year rule and to what they felt was its lack of value 
to CCHAs. 

“The nine year rule works against CCHAs 
since board members need to put in the 
time to build up the skills they need...”

“The nine year rule is of little value…in 
fact it is of little benefit to CCHAs.”
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6. Age demographic of  
board members

6.1 Current issues

From the survey responses it was apparent that most 
respondents’ boards are in the upper age bracket with 
most serving board members aged between 40–70 
years old, with an average age of 62. 

The majority of participants commented on the value 
that older board members brought to the CCHA sector 
in terms of commitment, passion, knowledge and 
experience. Indeed, there was wide acknowledgement 
that without that cohort of original board members 
who had been there from the beginning, the movement 
would not have the longevity it does.

“The skills and confidence that Board 
Members had built up were apparent 
30 years ago when they sat around the 
table with architects and accountants 
and they are still apparent today. All of 
that has created a wealth of experience.”

In terms of succession planning for their boards the 
issue of attracting younger board members to replace 
older current members was the one which the majority 
of Associations highlighted as being of the most 
significance. It is important to note that some of the 
interviewees who contributed to these discussions were 
older committee members themselves. 

“It’s a massive issue for the sector…we 
have to keep getting new and younger 
people coming through: the next 
generation - and even the one after that 
- to keep the sector fresh.”

“We [older committee members] won’t 
be around for ever. People are already 
going and we need to think about ways 
that we can get young people engaged. If 
that means doing things differently, using 
other ways of communicating, then we 
need to do that.”

Three key issues were fed back via survey responses and 
in the interviews. These were: 

• the nature of volunteering for younger people in 
society now;

• potential barriers for getting young people involved;

• approaches to attracting younger board members.

Several respondents thought it was useful to consider 
the issue of attracting young people to boards in 
the wider context of societal change. They pointed 
out that as society had changed so had the nature of 
volunteering and crucially how young people both 
perceived it and did it.  Key issues highlighted here 
were that society, in general, was less collective, that 
there were fewer opportunities for young people to get 
involved in volunteering, and that many young people 
were more likely to get involved with online campaigns 
etc. 

“That’s just what it was like for our 
generation. People joined things – sports 
clubs, the Cubs or Brownies when you 
were younger. Then when you got older 
you got involved in activism or Trade 
Unions. It’s different now, and we need to 
recognise that and think about how we 
can reach and then engage with young 
people.”
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6.1 Current issues

As well as the implications of the wider societal 
context respondents also identified some key factors 
which they considered to be barriers to young people 
coming on to boards.  The first of these was around a 
lack of awareness amongst young people about what 
CCHAs do and how they have helped transform their 
local communities, particularly in relation to housing 
and physical environments. One respondent described 
it as CCHAs being ‘almost a victim of our own success, 
since the young ones have not really got any idea of 
how it used to be and how bad it was’.  

Another potential barrier for young people which 
respondents acknowledged was the older age 
demographic of board members in general, and which 
might be off-putting or even daunting for young 
people.

“We’ve had a couple come on to the 
Board but they haven’t stayed. I think 
they looked around and saw us as the 
‘golden oldies’ and thought ‘no chance – 
I’m off!’ But, to be serious, I do think that 
younger people have got a lot of other 
commitments.  Either work – long hours 
or shifts, or studying, children and young 
families and it’s too big a commitment 
for a lot of them. 

On the other hand, a younger board member who was 
interviewed saw the opportunity of working alongside 
older people who had a wealth of knowledge and 
experience as a real advantage.

“I have learned so much from them 
[older committee members] about the 
local area, the campaigning history of 
the Association, along with the practical 
skills of being a board member.”

Another potential impediment to younger people 
becoming involved was the ‘traditional’ way that 
boards operate with regular meetings that members 
are required to attend in person. Several respondents 
indicated that they were thinking ahead about how they 
might do things differently to make the role of board 
member more attractive to younger people. 

“We need to rethink how we do things…
young people interact differently, with 
the use of social media etc. and right now 
the cohort of board members are happy 
to come out and attend a board meeting. 
But moving into the future should we be 
thinking about using Face-Time, Skype, 
email chains. I don’t think anything 
should be off the table.” 

“I think it’s a hard sell to get it over to 
younger people…with the traditional 
board meeting format and the notion of 
governance…not exactly easy to do that.”  
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6.2 Attracting younger board members

It was encouraging to find that Associations are 
proactively using a range of fresh approaches to try to 
attract younger people to their boards. These include: 

• Offering a bursary to a young local student which is 
paid for the duration of his/her period of study, with 
the stipulation that he/she serves on the board for 
this period.

• Working with the Duke of Edinburgh Award Scheme 
to offer a young person a volunteering opportunity 
as a board member.

• Working with local secondary schools to engage 
with young people and inviting them to observe 
board meetings.

• Having a dedicated co-optee place on the board for 
a young person on an ongoing basis.

• One Association highlighted Napier University’s ‘Get 
on Board’ programme which aims to place students 
on the boards of local charities, voluntary sector 
organisations or public bodies. The Association is 
speaking to a university in the west of Scotland to 
discuss the possibility of liaising with them on a 
similar type of programme. 

Ardenglen supports i ts youth commi t tee “T EEN Zone” to deliver programmes that mat ter 
to them and to make sure that young people are given the opportuni ty to contribute 
their opinions. 

The overall aim of T EEN Zone Youth Commit tee is to promote and enhance youth 
act ivi t ies and events in the local communi ty.

Its key object ives are: to secure funding that allows the Youth Commit tee to cont inue 
delivering i ts own projects; to contribute to decision making in the communi ty; to develop 
and up-skill members of the Youth Commit tee and the young people who use i ts 
programmes; to partner wi th young people who do not engage in exist ing youth provision; 
to challenge negat ive percep t ions about young people; and to create an environment that 
is welcoming and fully inclusive.

T EEN Zone has run a number of youth act ivi t ies over the years and is current ly 
focussing on dance, mountain-biking and music tui t ion. 

CASE STUDY:
ARDENGLEN HOUSING ASSOCIATION’S - 

YOUTH COMMITTEE - TEENZONE
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Although many Associations are specifically thinking 
about ways to attract young people onto their boards 
they are also concentrating on the issue more generally.  

What came through really strongly in the research 
was that CCHAs are already thinking innovatively and 

creatively about new approaches. In many cases these 
strategies are already up and running, and in others they 
are in the process of being adopted.

The range of approaches is captured in the table below.

7. Attracting and retaining  
 new board members
7.1 Attracting new board members - a range of approaches

Word of mouth 
– staff ‘talent 

spotting’ potential 
board members, or 
recommendations 
from committee 

members

Other 
community 
networking 

events

Development/
improvement 

information sessions 
in local areas 

AGMs and other 
events – open 

days, dedicated 
recruitment days

Via CCHAs’ 
other 

volunteering 
projects 

Through working 
with local schools/

letting pupils 
observe meetings

Advertising in 
newsletters, housing 

press, wider press, 
local facilities – 
schools/health 

centres

Through 
CCHAs’ own 

development 
trusts

Resident 
consultation 

group meetings
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• As part of a recent review of succession planning for management commi t tee 
members Spire View and Copperworks Housing Associat ions both adop ted a new 
commi t tee recrui tment strategy.

• As well as looking at training needs for current commi t tee members the strategy 
focused on ident ifying skills gaps on the commi t tees, and on how to at tract new 
members (ei ther from wi thin or out-wi th the communi ty) to address these gaps. 

• The Associat ions advert ised for new commi t tee members asking for anyone who was 
interested to get in touch for an informal chat.

• As a resul t Copperworks now has 3 new co-op tee commi t tee members (including a 
qualified chartered planner and a former housing professional) wi th the appropriate 
skills that the Associat ion was seeking.

• Spire View were not as successful this t ime around and plan to re-advert ise for 
new commi t tee members.

(Another CCHA also indicated that i t had recent ly advert ised for commi t tee members and 
had been successful in recrui t ing four new co-op tees).

CASE STUDY:

“I’m really glad that we [the CCHA 
movement] have resisted the payment 
of board members. I know that some 
other housing associations do this, but 
for me it’s totally against the ethos of our 
movement.”

“The movement came out of 
volunteering, and that spirit continues to 
be at the heart of it. I’m proud of the fact 
that we’ve not went down the route of 
paying board members.”

It is worth noting that some respondents raised the 
issue of payments for board members, and in their view 
this approach did not align with the ethos of the CCHA 
movement. This group were convinced that offering 
payment was not a beneficial strategy for attracting new 
board members.
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Background 
to CTF

• The CTF has been 
running since 1999 
and was init ially set 
up to target potential 
Committee Members 
(CMs) from an ethnic 
minority background.

• Having achieved 
diversity within the 
Management Committee 
(MC), GW  then 
opened up the CTF, to 
all potential CMs

• Tradit ionally (and 
particularly following 
stock transfers),GW 
has been in the 
fortunate posit ion that 
they have always had 
a full committee so it 
has been easier to 
run the CTF on the 
basis that there is 
no commitment from 
participants that they 
have to join the MC.

• Recent ly, it has been 
necessary to hold 
more regular CTFs, 
to address turnover 
and particular areas 
where there is under 
representat ion, including 
female tenants.

CASE STUDY: 
GLASGOW WEST HOUSING ASSOCIATION’S 

COMMITTEE TRAINING FORUM (CTF)

7.1 Attracting new board members - a range of approaches

CTF – what is it? And how does it operate?
• CTF is a flexible, transparent in-house programme for 

prospective committee members and an opportunity for 
exist ing MC members to refresh their skills and understanding 

• Gett ing people interested init ially in taking part in the CTF 
happens on a number of fronts, including: when new tenants 
are signing up; through newsletters, tenants groups, at AGMs; 
and at GW’s Annual Tenants Conference.

• Potential part icipants then meet with GW’s Chief Execut ive 
who provides background on CTF and a basic induct ion. 
This meeting also allows the Chief Execut ive to gauge an 
individual’s level of interest, and motivat ions for gett ing involved. 

• Exist ing CMs also access it at any point for refresher 
sessions and to support new members in their transit ion onto 
the MC

• Participants decide at the first session how it is going to work 
for the group/they decide the pace (this is usually once a 
month). 

• It has been running since 1999 1-3 yearly depending on 
demand, and is run with a minimum of 3-4 participants but 
ideally runs with between 5-6.

• CTF aims to sustain GW’s high governance standards by 
providing potential co-optees and new CMs with a greater 
understanding of GW (at both strategic and operational level), 
the work of the Management Committee, and the role of a 
CM.

• The programme has structured, clear object ives for 
participants and incorporates SHARE’s Introduct ion to Housing 
Associat ions e-learning Modules, supplemented by contextual 
GW governance, strategy, policy and practice.  

• It consists of SHARE delivering an introduct ion to housing 
associat ions and the e-learning modules, with a member of 
GW’s Execut ive Team delivering other SHARE modules over 
5-6 bespoke session, as well as the opportunity to attend a 
MC meeting as an observer. 
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Chief Execut ive’s comments
• CTF is intensive in terms of resources, 

however, it is now part of GW’s rout ine 
and they look at it in terms of ‘we can’t 
afford not to do it’.

• CTF is a transparent, proact ive approach 
to ensuring that GW has a diverse MC, 
with an appropriate balance between long 
serving and new members, as well as 
CMs into the future. 

• CTF members find the transit ion to 
MC less daunting and have a level of 
competence and confidence which enables 
them to make early posit ive impacts.

CTF - Advantages for CTF participants
• An opportunity to take part in a robust 

training programme which increases their 
knowledge and understanding of the CCHA 
movement and also of the work of GW.

• The programme allows participants to learn 
at their own pace and gives them time to 
make up their mind about the possibili ty of 
joining the MC.

• The programme prepares participants for 
the role of CM.

• At the end of the programme participants 
get a certificate. 

CTF – implicat ions for GW
• High level of time/staff resource goes into 

making the CTF successful (Execut ive 
Team and Corporate Staff)

• Logist ics of scheduling and delivering the 
programme 

• Not all part icipants go on to become CMs

• Sometimes  CTF members are ‘poached’ 
from other GW resident engagement 
groups and this can have negative impacts 
on sustaining these groups.

CTF - Benefits for GW
• 50% of GW’s current Committee came 

through the CTF.

• From each CTF programme usually around 
a third of participants move on to the MC.

• Even those participants who choose not to 
come on to the MC go back out into the 
community more informed about the work 
of GW and can share this knowledge 
with others.

• All part icipants usually commit to coming 
along to GW’s Annual Tenants Forum.

• New CMs who come on via the CTF 
already have a high level of knowledge 
and understanding of how the MC 
operates and about their own role

• These new CMs are also familiar with 
staff and exist ing CMs.
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7.2 Retaining board members

Respondents indicated that the issue of retaining board 
members was just as much of a challenge as attracting 
new members.  They were keen to highlight the 
complex nature of the role of board members.

“We ask an awful lot of lay members. 
CCHAs as businesses are much more 
complex than in the past and this asks for 
much more from committee members.”

“To support sustainment, we have a very 
lean governance structure and structured 
reporting to help members readily digest 
information.”

The key issue which respondents highlighted here 
related to the ‘burden of bureaucracy’ and level of 
commitment required from board members and how 
they can potentially be worn down by this. 

Approaches to retaining board members included: 

• Placing a value on the role of voluntary board 
member and clearly demonstrating what the 
benefits are 

“For instance, associations could develop 
‘Committee Benefit Statements’ that 
outline the advantages. The statement 
would capture the advantages of being 
a board/committee member – working 
for a socially responsible organisation, 
volunteering in a meaningful way, 
making a real difference in your 
community, and building up a set of new 
skills.”

• Good induction processes (including opportunities 
to observe board meetings) – make new members 
aware of what the role involves from the outset.

• Ongoing training and appraisals

• Peer mentoring (an established board member 
mentoring a new board member)

• Encouraging new board members to get out and 
meet with others in the sector (attend conferences 
etc.) 

• Regular meetings/joint training days with board 
members from other boards in the local area.

“We have a half day event every summer 
with other local Associations where our 
board can hear from a range of speakers 
and just meet up and hear from other 
board members, what they’re doing, their 
views on key issues. They really get a lot 
out of it.”

• Restructuring of boards (reducing the number of 
sub-committees).

• Reducing the frequency of meetings/and or training 
sessions and introducing summer/Xmas recesses.

• Reducing the length of meetings (one Association 
tries to keep its main board meeting between 1 – 1 
¼ hours, but does have sub-committee meetings 
more regularly).

• Reducing the amount of papers for each board 
meeting and also making these more accessible (e.g. 
easy-to-follow PowerPoint format with key bullet 
points/infographics to capture more complex 
information).

Ultimately, though, respondents recognised that an 
Association could only go so far down the route of 
presenting information in an accessible format and that 
this was where training and experience proved crucial. 

“At the end of the day you can offer 
all of that, making papers as accessible 
as possible, jargon-free, and not over-
loaded with too much information, 
but it’s not possible to change the 
governance and regulatory requirements 
for board/committee members. That 
takes training and experience and that’s 
what contributes to good governance.”
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Aside from the work of board members CCHAs also 
help to foster the volunteering spirit through myriad 
wider role activities. These include: social committees; 
community centres; cooking/baking; older people’s 
lunch clubs; children and young people’s activities; 
community gardens and allotments; time-banking, and 
many more.

This volunteering activity is not unique to CCHAs but it 
is certainly a resource which many other organisations 
struggle to tap into at a local level 

A key finding to emerge from the research from both 
survey responses and in interviews was the wealth 
of other volunteering opportunities provided by 
CCHAs for people in their communities. However, it 
was apparent that there did not appear to be a lot of 
‘progression’ or cross-over where volunteers involved 
in other CCHA wider role activities then became board 
members. 

“This hasn’t happened to date [other 
volunteers coming onto the Board] – 
most people enjoy the project/group 
that they are involved in but managing 
the Association is either not their interest 
or is too much responsibility.”

“Sometimes staff that run our other 
projects will say that we’re ‘poaching’ 
volunteers from them…it’s difficult 
because it’s a small pool of volunteers 
really.” 

“Somebody maybe enjoys coming 
out and helping in the hall or with the 
café, and that’s enough…that’s their 
contribution, and they are already doing 
their bit for the community, so aside 
from making the usual overtures about 
coming on the Board if they want to…
that’s it…we can’t force people, and we 
never would…”

One Association reported that it was ‘playing a long 
game’ in this respect and that it was confident that 
it was laying the ground-work for this to happen by 
providing a range of volunteering opportunities.

“We are helping to build up people’s 
confidence, getting them to the stage 
where they will think that they do have 
the skills to be a board member. It’s 
all about that capacity building and 
investing in people.” 

7.3 Links with other volunteering opportunities provided by CCHAs



Page 18

CASE STUDY:

• Cassil toun supports a range of 
volunteering act ivi t ies in a variety 
of ways, including lifelong learning 
ini t iat ives, the development of skills, 
training, and employment, and the 
creation of and support to social 
enterprises.

• Examples include: The Cast lemilk Park 
Project funded by the Associat ion and 
the People and Communit ies Fund. 
The project has developed a group of 
adult volunteers who also work on the 
community garden. The key aims are to 
break down social barriers, encourage 
physical act ivity, and encourage access 
to local green space. 

• The ‘Paths to Employment’ 8-week 
employabili ty project which saw its 100th 
volunteer complete the project in 2016.

• Stables Studio art project – which 
helps older people to develop arts 
related skills (drawing, paint ing, jewelry, 
text iles). There is no set programme 
and participants are encouraged to 
decide for themselves what they want 
to achieve at any given session. Even 
if that is just to interact with other 
members by dropping in for a cup of 
tea.

• Cassil toun’s Child Development Officer 
works with volunteers of all ages in a 
variety of activit ies and also delivers 
Salt ire Awards.

Cassil toun Housing Associat ion   

• General volunteering in the café, 
and health and social care projects, 
childcare, youth work and administrat ion.

• A range of courses with recognised 
training certificates (including Food 
Hygiene, Health and Safety, First Aid, 
Customer Care, Alcohol and Drug 
Awareness), some of which are 
delivered in partnership with Glasgow 
Kelvin College.

• The Associat ion also supports individuals 
in further education (offering work 
based placements for the relevant 
courses)

• Provision of a one day per week Job 
Club service.

Easthall Park Housing Cooperative in partnership  
supports a range of volunteering activit ies, including -

7.3 Links with other volunteering opportunities provided by CCHAs
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8. Succession planning  
 for staff
8.1 Introduction
Overall, the issue of succession planning for staff was 
viewed by the majority of respondents as being less of 
an issue than succession planning for board members.  
A small number of respondents viewed succession 
planning for staff as being ‘a potentially very serious 
problem for the CCHA sector’. 

“I believe succession planning for senior 
staff and the issue of recruiting the right 
people is sufficiently serious to represent 
a significant risk to the whole sector.”

“The potential for departing senior staff 
(especially if it’s more than one) to have a 
destabilising effect is very much an issue 
for the sector.”

At the other end of the spectrum one respondent  
did not think it was an issue at all.

“I don’t think there is a problem, or any 
need to do things differently. Promotions 
have been successful in the movement 
for over 30 years, if it ain’t broke, don’t fix 
it!”

Although the majority of other respondents did not 
share this perspective they did nonetheless raise some 
key issues in relation to succession planning for staff. 
These included: the age demographic of many current 
Senior Officers; internal versus external recruitment 
processes for new Senior Officers; the development 
of second-tier and other staff; and the importance of 
a collective, sector-wide approach to supporting and 
developing staff.

8.2 The age demographic of Senior Officers
As the report alluded to in the previous chapter there 
was a general acknowledgement amongst respondents 
that the CCHA sector is at a unique point in its history. 
Alongside the issue of the original cohort of board 
members getting older many senior officers (and other 
senior staff) are now approaching retirement age.  
Several respondents stressed that the CCHA movement 
was different from other sectors in this regard and that 
subsequently this brought distinct challenges. 

“Senior staff leaving is not an issue that 
is unique to the CCHA movement but 
because of the way that the movement 
started…the creation of these first wave 
of Associations all around about the 
same time…means there will be a cluster 
of retirements over the next few years.”

Other respondents were sanguine about the situation, 
and believed that the sector would come through this 
phase unscathed and deal with the challenges robustly.

“Not every Senior Officer will be leaving 
at exactly the same time, this will be 
staggered and will occur over a ‘churn 
period’ over the next five years or so…but 
the sector will survive, it will recalibrate 
and go on.” 

There was reflection amongst some respondents about 
the potential dilution of the CCHA ethos, and the loss 
of core principles and values, as a result of original 
Senior Officers moving on. 

“CCHAs have a legacy to protect… and 
at this Association we want someone 
[as SO] who embraces the CCHA ethos 
and who will take it forward – we are 
not prepared to hand it over to someone 
who doesn’t ‘get it’.
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Others felt that whilst taking forward the ethos of 
the CCHA sector was crucial, this was not totally 
dependent upon the incumbent Senior Officer. 

“If a CCHA can’t survive a new Senior 
Officer then the model doesn’t work…the 
legacy is in the whole organisation – the 
committee, the staff – and that’s how it’s 
carried forward.”

“We [Senior Officers] are not 
indispensable, although we sometimes 
feel that! There is a real commitment 
to the cause and a ‘fire in your belly’ if 
you’ve been involved for a long time, but 
at the end of the day, we have plenty 
of people in the sector who also have 
that ethos and can step up and take an 
Association forward.”

Since the sector is at that point in its history where 
many Associations have recently recruited for a new 
Senior Officer or will be doing so in the near future, 
the approach taken to doing so was a key emphasis 
for many respondents. A key issue discussed here 
was around the question of internal versus external 
recruitment strategies. 

Internal recruitment
For several respondents, including one Association 
which had recently made an internal appointment 
for the post of Senior Officer, the key motivation for 
taking this approach was linked to the importance of 
preserving the ethos of the Association, and to ensuring 
continuity and stability for the organisation. This group 
stressed that for their own Associations the best way 
to do this was to appoint a senior member of staff 
who knew the Association ‘inside out’ and who was 
committed to its long-term vision.

“It’s about carrying on the work that 
we do, and for that we need someone 
who has been here to see the changes, 
someone who is at the heart of 
the Association, someone who has 
contributed to that vision, and can take it 
forward.”

However, these respondents were absolutely clear that 
they had appointed the best person for the job, and 
confident in their internal recruitment strategy. 

“It’s not about ‘shoe-horning’ someone 
internal into the role who is not up to the 
job. It’s about developing someone over a 
long-period of time, letting them expand 
upon their knowledge and skills, and then 
giving them the opportunity.”   

“The Committee are absolutely sure that 
they have the right person in the role 
and they’re totally confident that the 
Association will go forward as strong as 
ever with a Senior Officer at the helm 
who understands the vision for the 
Association, and will work with them to 
achieve this.”

One respondent also emphasised that appointing 
internally had created opportunities for other  
staff in the Association.

“If people move up at the top it leaves 
opportunities for people lower down 
the chain…to step up. In our case for new 
junior members of staff to come into the 
sector, and that’s always a good thing.”

It was also pointed out that some Associations may use 
the Senior Officer’s retirement as a catalyst for carrying 
out a rationalisation process in the senior management 
team.

8.2 The age demographic of Senior Officers

8.3 Senior Officer recruitment
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“In the current climate, and where there 
has been a Depute and a Director, an 
Association might see it as a good business 
case for rolling the posts into one.”

Internal recruitment - getting it right
There were clear messages from some respondents 
about the importance of getting the internal 
recruitment process right. These included:

• Engaging in early and clear communication with 
SHR every step of the way;

• Ensuring that the recruitment process is very 
rigorous, despite being internal only;

• Using experts to work alongside the Board and to 
liaise with SHR and answer specific questions where 
necessary – e.g. on legal, financial matters;

• Ensuring that the departing Senior Officer does 
not have an inappropriate role in the recruitment 
process.

External recruitment
The majority of respondents recognised that some 
Associations would always want to recruit internally for 
the role of Senior Officer, but felt that going to external 
recruitment was the best approach. The over-riding 
rationale for this was expressed in terms of fairness and 
in fulfilling equal opportunities and diversity criteria. 

“There is nothing to prevent existing staff 
with appropriate skills from applying 
for a Senior Officer post but open 
recruitment is a healthy thing.”

Respondents also indicated that external recruitment 
was the sign of a ‘healthy’ sector and that an influx of 
‘new blood’, either through appointments from outwith 
the sector or from other CCHAs, was a positive thing 
for the CCHA movement overall.

“But I think sometimes we are a bit 
precious…someone with the right ethos, 
skills and approach from…say…the third 
sector could easily come and do a senior 
officer post. I think the CCHA movement is 
big enough, strong enough, robust enough 
to withstand this, an influx of new blood.”

“Even if a new Director comes from 
somewhere else in the sector, then I think 
this is a good thing for the whole sector, 
this movement supports everybody, and 
adds something to the sector.”

“I am not convinced that spending one’s 
entire working life in one organisation is 
ideal if one is seeking a senior position as 
I believe wider experience helps form and 
shape the individual and their thinking.”

Many associations use recruitment consultants for 
senior officer appointments. One view expressed on 
this was the importance of working with the right 
outfit.

“Associations should avoid handing over 
the recruitment process to consultants 
who don’t have any real knowledge and 
understanding of the CCHA sector and 
who drive inappropriate approaches (e.g. 
head-hunt the ‘wrong’ candidates).”

The Scottish Housing Regulator also commented on the 
recruitment process for  Senior Officers and offered the 
following observations:

• SHR’s position on open recruitment is that unless 
you test the market, how do you know for sure 
that you’re getting the right person and that you’re 
respecting diversity/equality opportunities?

• SHR has no wish and no plans to offer recruitment 
guidance. Engagement with HAs over senior officer 
recruitment would centre around how the HA is 
meeting regulatory standards in terms of ensuring 
that they have the right Senior Officer.

• SHR can’t veto an appointment, of course, but if 
they believe that an appointment raises issues of 
risk, they will engage with the HA.

• SHR would ask that in cases of internal 
appointment, how are conflicts of interest relating 
to the appointed person handled?

• SHR is aware of the argument that advertising then 
recruiting internally can make other candidates 
feel that the process was a waste of time, but not 
testing the market has reputational implications, 
both within and out-with the sector.

• SHR notes that most recent appointments have 
been external, and that internal appointments have 
been the exception.

• In terms of using recruitment consultants, SHR 
would argue that if this isn’t being done, then 
the concern is that the departing Senior Officer 
may be playing an inappropriate role in the new 
appointment.
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The importance of developing staff
Unsurprisingly, there was a general acknowledgment 
amongst participants that staff ‘coming through the 
ranks’ needed to be supported. 

“The sector needs a vibrant, bubbling, 
second-in-line cohort who can step 
up to the top jobs when they become 
available.”

“There are a lot of really good people 
coming through, a lot of good managers 
in their 30s and 40s with skills, 
knowledge and experience and as a 
sector we need to support them.”

However, the view amongst the majority of respondents 
was that more could be done to support and develop 
staff. 

“Sometimes I think we don’t have enough 
faith in them, some committees and 
Directors see this cohort as being too 
young and inexperienced. I think that we 
need to trust them and to help them in 
any way we can to make the step up to 
senior posts.”

“It’s happening [cultivating talent] but 
not systematically enough. The housing 
sector should look to other sectors and 
organisations to see what they are doing 
to attract and develop talent.”

“Turnover is relatively low. More job 
swaps would be beneficial, enabling 
people to see how they adapt to 
a different organisation/different 
geographic region.”

Barriers to developing staff
Respondents did highlight a number of key barriers 
which they felt impeded staff development in both 
their own organisations and also sector-wide. These 
were:

Time and resource implications, especially in smaller 
organisations)

“With the best will in the world we just 
don’t have the capacity to do it, we 
obviously encourage people, and staff 
know that we value them, and we do 
all the usual CLD stuff but beyond that 
there’s not a lot more we can do.”

• No ‘career’ ladder, especially in smaller 
organisations

“There is nowhere to go really, because 
we are so small, so if staff do want to 
move up, then they have to apply to 
other Associations…go somewhere else in 
the sector.”

“I think there can be a reluctance for 
senior staff to move…especially if 
they are considering their final salary 
pension…and this can lead to stagnation.”

• Staff happy to stay in the position they are 
currently in - linked to good pay scales in the 
sector.

“Some staff maybe feel that they are 
on a decent wage anyway and that by 
stepping up a level they are not going 
to be making that much more…and just 
don’t want the ‘hassle’ that would bring. I 
think our pay scales are partly to ‘blame’ 
for this, we are more generous than other 
sectors.”

8.4 Developing staff
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“I think it’s ‘horses for courses’ with some ambitious staff always going to be 
proactive about their career development, and then others who are very good at 
what they do and just want to keep doing it. But for all staff the key thing is that 
we need to have the opportunities there for them as a sector.”

Supporting staff with 
regard to developing 
their skills (further/

higher education, 
sector-specific courses)

Working with neighbouring 
associations to discuss 
using temporary posts 

and backfill opportunities 
as secondments along 
with shared leadership 
training and other staff 
development initiatives.

Encouraging staff to ‘get 
out there’, for instance by 
volunteering on another 

Association’s board (where 
there are reciprocal benefits 

for the staff member and 
the relevant board)  

Encouraging staff to 
attend at least one 
conference a year   

Developing staff - What associations are doing
Despite these potential barriers to staff succession planning respondents did indicate that they were employing a 
range of strategies to develop and support staff.

Encouraging staff to 
get involved in external 

activities (e.g. GWSF 
networking groups)
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Milnbank’s Talent Management Strategy 
focuses on at tract ing highly skilled 
workers, integrat ing new workers, and 
developing and retaining current workers 
to meet current and future business 
object ives.   

The aim of Talent Management is to 
ident ify the potent ial of each individual 
and, wi thin the workforce as a group, 
to allow MHA to manage training and 
development to maximise the internal 
talent to the full. Also, to encourage 
Senior Management to consider the wider 
issues associated wi th Talent Management 
including the future business requirements 
of MHA.

The benefi ts of Talent Management are 
to ensure that the Associat ion cont inues 
to develop i ts people and their personal 
competencies to match future needs 

in terms of organisat ional requirements. 
This applies throughout the Associat ion; 
however specific emphasis is on 
ident ifying those individuals wi th potent ial 
to assume greater responsibili ty and to 
ensure that those individuals wi th further 
potent ial are developed.

Line managers should, as part of 
every annual review, ident ify the main 
development areas necessary to prepare 
individuals for possible future posts and 
potent ial achievers who are capable of 
performing at a higher grade should 
an opportuni ty arise. Line managers 
must take responsibili ty for managing 
performance and for ident ifying and 
developing talent in their own areas and 
also see talent as a corporate rather 
than a local resource.

CASE STUDY:
MILNBANK HA - SUCCESSION PLANNING 

POLICY - TALENT MANAGEMENT STRATEGY

Milnbank’s Emerging Leaders Programme 
There are current ly 7 employees who are part of this programme. The programme is 
aimed at developing the key skills, knowledge and behaviours to effect ively lead, support 
and develop staff in line wi th individual, team and MHA goals and object ives to achieve 
high performance. The employees who are part of the programme will regularly meet 
wi th an external consul tant to help them to - understand the role of a manager, how 
to implement key people management pract ices, take ownership of cont inuous improvement 
to lead, manage, develop and support people to achieve high performance and involve 
people and ensure they understand the role of the manager and “Walk the Talk”.

8.4 Developing staff
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Most respondents believed that a sector-wide approach 
to succession planning, delivered in a co-ordinated and 
formal manner, would benefit the whole sector, and 
that the key to doing so lay in a joined-up approach 
involving the key sector bodies (SHARE, EVH, GWSF, 
SFHA and CIH Scotland). 

“I do believe that as a whole sector we 
could do more to encourage movement 
in and out of Associations to ensure 
a broad range of experience for the 
individual and so that people’s skills are 
recognised, developed and retained.”

Several respondents suggested that an enhanced role 
for SHARE could prove to be valuable in relation to 
providing more sector-specific and competencies-based 
training, targeted at middle to senior management staff.

Similarly, several respondents also suggested an 
enhanced role for EVH, through its existing Leaders 
Course and a potential coordination role for 
staff secondment opportunities (e.g. identifying 
opportunities for acting up to cover maternity leave in 
another organisation).

“I just think it’s really important, firstly, 
to know what’s available for staff and 
then for them to know that there are 
opportunities available through the 
sector bodies that can help to develop 
them throughout their career.”

One Senior Officer who is involved in coaching and 
mentoring second-tier staff suggested that this could 
be a valuable approach for the sector. 

“I get referrals from within the sector 
through SHARE and EVH and I just think 
it would be a great idea if this could be 
extended throughout the sector with a 
pool of senior staff volunteers ‘signing 
up’ to be coaches/mentors for managers 
etc. who are coming through. This type of 
approach is really effective for managers 
(even senior managers) who are at that 
point in their career and can find it 
daunting to think about stepping up to 
the next level.”

The overall consensus amongst respondents was 
that that whatever approach was taken in individual 
Associations, having an overarching, sector-wide focus 
on developing staff and on succession planning was the 
most effective way forward.

“I think a collective approach, sharing 
ideas, even having something like 
development days, where Associations 
can talk about the key issues, is what we 
need to be doing as a sector.  We need to 
ensure that we have a pipeline of staff 
with the talent, skills and experience 
feeding through.”

8.5 A sector wide approach
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We can draw some key conclusions from the feedback 
we have had from members and other sector colleagues 
who took part in this research.

Firstly, it appears that there is a high level of confidence 
about staff succession planning. Although, the CCHA 
sector will experience a ‘churn’ period over the course 
of the next few years as many of the original cohort 
of directors and other senior staff retire the general 
consensus is that the sector is robust enough to 
withstand this change. 

Furthermore, in terms of staff development the overall 
view is that with individual associations continuing to 
think creatively about ways to develop and support 
staff, alongside a sector wide focus on sharing ideas, the 
outlook is good.    

“It’s the key strength of the movement – 
whatever gets thrown at us we always 
manage to evolve/adapt and move on.”

The more imperative issue for the sector is succession 
planning for board members. The CCHA movement 
is founded on volunteers giving their time, energy 
and commitment over a sustained period. Although 
the sector is being proactive in relation to succession 
planning and Associations are adopting a range of 
innovative measures to attract and retain new board 
members it is clear that this is the real challenge for the 
CCHA movement moving forward. 

In the current context this concern is more important 
than ever. With increased austerity and higher levels of 
poverty and inequality many CCHAs are playing more 
of a community anchor role than ever before and are 
involved in a range of activities which help to sustain 
their neighbourhoods. All of this activity is driven by 
voluntary members who want to make positive changes 
to their communities and to ensure that their work 
continues the sector needs to have new board members 
coming through so that the ‘baton can be passed on’.  

“The CCHA movement is not ‘broken’ 
or in imminent danger from any of this 
yet…but it makes sense to be aware of 
potential threats that are bubbling under 
the surface…and to address them before 
they get to be a danger.”

9. Conclusion
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