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Executive Summary

Succession planning has become significantly more complex than simply identifying replacements for
a handful of leadership roles. As organizations navigate workforce transitions, leadership turnover,
evolving skill requirements, and increasingly distributed business structures, maintaining visibility into
leadership readiness has become both more difficult — and more important.

At the same time, many organizations continue to manage succession planning through
spreadsheets, disconnected systems, static documents, and periodic talent reviews that quickly
become outdated as roles, people, and business priorities evolve.

Modern succession planning software is designed to help organizations move beyond static tracking
toward continuous visibility, accountability, and leadership risk management. But not all succession
planning platforms are built to support mature, scalable succession processes.

This guide outlines the key capabilities HR leaders should evaluate when selecting succession
planning software, including leadership risk visibility, readiness tracking, accountability workflows,
scalability, integrations, executive reporting, and Al-driven insights. It also highlights common
warning signs organizations should watch for when evaluating succession planning tools.

For HR leaders, the goal is no longer simply documenting successors. It's building a sustainable,
organization-wide process that supports leadership continuity, reduces succession risk, and
strengthens long-term talent pipelines.
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Succession Planning Has Changed

For many organizations, succession planning used to mean maintaining a replacement chart for a
few senior roles. Today, the challenge is much larger.

Organizations are navigating increasing leadership turnover, aging workforces,
evolving skill requirements, and more complex organizational structures — all
while trying to maintain continuity across distributed teams and business units.

At the same time, many succession planning processes still rely heavily on
spreadsheets, static documents, and annual talent reviews.

The result? Visibility breaks down over time.

" DID YOU KNOW?

In 2025, a record 4.18 million Americans reached age 65, contributing to growing workforce
and leadership transition pressure across organizations. At the same time, only 22% of
organizations report having formal succession plans in place.

HR leaders are also facing broader workforce challenges:

e 61% say succession plans are often too focused on senior leadership roles, neglecting
other business-critical positions

e The U.S. labor force participation rate is projected to decline from 62% in 2023 to
roughly 58% by 2030, increasing pressure on talent pipelines and leadership readiness

Canada is experiencing similar demographic shifts. Roughly one-third of Canadians are
now aged 55+, and approximately 2.7 million Canadians are expected to exit the workforce
by 2030. Mature workers have also become the fastest-growing_workforce segment over
the past two decades.

At the executive level, turnover is accelerating as well. CEO succession announcements
among top-performing S&P 500 companies increased significantly from 7% in 2024 to 12%
in 2025, while external CEO hiring nearly doubled year-over-year.

This is why succession planning is evolving from a static HR exercise into an ongoing leadership
continuity strategy. The question is no longer: “Do we have a succession plan?” It's: “Do we have
visibility into leadership readiness and risk across the organization?”

That’s where modern succession planning software comes in.
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https://www.limraconsumer.com/the-peak65/
https://www.shrm.org/topics-tools/research/2025-talent-management-executives-benchmarking-insights-to-align-talent-with-business-goals
https://www.shrm.org/topics-tools/research/2025-talent-management-executives-benchmarking-insights-to-align-talent-with-business-goals
https://www.gartner.com/en/human-resources/topics/succession-planning
https://leowealth.com/insights/what-is-the-impact-of-accelerating-baby-boomer-retirements/
https://leowealth.com/insights/what-is-the-impact-of-accelerating-baby-boomer-retirements/
https://ca.finance.yahoo.com/news/canadians-55-reshaping-spending-trends-142400469.html
https://www.rbc.com/en/economics/canadian-analysis/featured-analysis/insights/canada-faces-peak-aging-as-final-boomers-retire-and-population-growth-slows/#:~:text=largest%20retirement%20wave%20yet
https://magnetnetwork.ca/older-workers-canada/#:~:text=Over%20the%20past%20two%20decades%2C,about%20one%20in%20five%20%5B1%5D.
https://www.conference-board.org/press/ceo-succession-2025
https://www.conference-board.org/press/ceo-succession-2025
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Why Succession Planning Fails

As organizations scale, succession planning becomes increasingly difficult to manage across
spreadsheets, disconnected HR systems, org charts, talent review documents, and manual updates.
Roles evolve, employees leave, readiness changes, and business priorities shift — making succession
plans difficult to maintain without a centralized process.

Many organizations also struggle with inconsistent accountability, limited executive visibility, unclear
ownership, and disconnected development planning, especially across multiple business units or
regions.

Modern succession planning software should help organizations move beyond static tracking toward
continuous visibility, accountability, and leadership risk management.

What HR Leaders Should Evaluate in Succession Planning Software

€ Lccdership Risk Visibility

A modern succession platform should help organizations

identify: Questions to Ask:
) e Can leadership risk be
« roles with weak bench strength visualized across departments?
e succession gaps . _ _
« leadership vulnerability e Can we identify roles without
 areas with no ready successors successor coverage?
¢ Does the system provide
Goal: Identify leadership vulnerability and succession executive-level visibility?

gaps before they impact business continuity.

e Readiness Tracking Over Time

One of the biggest limitations of spreadsheets is that
readiness becomes static. Modern succession planning

requires continuous tracking. Questions to Ask:
Organizations should be able to: * How is_reodiness updated and
maintained?
e track readiness progression e Can development progress be
 distinguish “ready now” vs. “ready later” tracked inside the platform?
e connect development plans to succession readiness ] o ] ]
e monitor movement over time * Is readiness visible historically
over time?

Goal: Maintain accurate visibility into successor readiness
as roles, people, and business needs evolve.
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https://www.successionhr.com/resources-blog/why-succession-planning-fails-and-how-to-fix-it

e Accountability & Workflow Ownership

Many succession plans fail because ownership is
unclear. Strong succession planning software should
operationalize accountability by enabling:

role ownership

manager participation
follow-ups and action tracking
governance workflows
recurring reviews

Goal: Ensure succession planning remains active, owned,
and consistently maintained across the organization.

0 Scalability Beyond Spreadsheets

Processes that work for 10 leadership roles often break
down at 25+. Organizations should evaluate whether the
platform can scale across:

departments
regions

business units
enterprise structures

Goal: Support consistent succession planning processes
across departments, regions, and growing organizational
structures.

e Integration with Existing HR Systems

Succession planning should not live in isolation. Modern
platforms should integrate with HRIS systems as a risk
intelligence layer and complement:

e org chart software
o workforce planning platforms
¢ talent systems

Goal: Reduce manual administration and maintain
accurate succession data through connected HR
systems.
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Questions to Ask:

¢ How does the platform support
accountability?

e Can ownership be assigned to
specific leaders or Key Role
Owners?

e How are updates and follow-
ups managed?

Questions to Ask:

¢ Can the system support
organization-wide succession
planning?

* How easily can plans be
updated at scale?

e Does visibility remain
centralized as the organization
grows?

Questions to Ask:

e Which HR systems does the
platform integrate with?

e How frequently is data
synchronized?

¢ Does the platform reduce
manual data maintenance?

SUCCESSIONHR.COM


https://www.successionhr.com/integrations
https://www.successionhr.com/resources-blog/the-key-role-owner-model-the-future-of-succession-planning-and-the-shift-hr-has-been-waiting-for

S SuccessionHR

e Executive Reporting & Decision Support

Executives need visibility quickly — without manually
building reports or PowerPoints. Strong succession Questions to Ask:

planning software should support: ] ]
e What reporting exists out of

o leadership dashboards the box?

e succession coverage reporting e Can leadership risk be

e readiness visualization visualized clearly?

¢ pipeline analysis _ _

« executive-ready summaries e How quickly can executives

access succession insights?

Goal: Provide executives with clear, accessible visibility
into leadership readiness, pipeline strength, and
succession risk.

0 Al & Strategic Insights

Al should support decision-making without replacing
leadership judgment. Modern succession platforms Questions to Ask:
increasingly use Al to help organizations:

e How does Al support
succession planning decisions?

prioritize development focus
support more informed planning conversations

o surface leadership gaps
. !dentify su_c_ce_s_sion risk e Does the platform provide
e improve visibility actionable insights?

e How are recommendations
generated?

Goal: Support more informed succession decisions
through proactive visibility into leadership gaps and
development priorities.
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https://www.successionhr.com/our-software
https://www.successionhr.com/resources-blog/the-future-of-the-bench-2025-talent-trends-and-5-predictions-for-2026
https://www.successionhr.com/resources-blog/the-future-of-the-bench-2025-talent-trends-and-5-predictions-for-2026

Red Flags & Warning Signs to Watch For

Not all “succession planning” tools are built for mature
succession management.

Some platforms are primarily:

These systems often struggle to support continuous
succession planning at scale.

org chart tools with basic successor fields
talent databases without operational workflows
static replacement grids

disconnected planning modules
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Potential Warning Signs:

succession planning exists as a
minor add-on feature

no readiness tracking over time
limited reporting visibility

no accountability workflows
difficult executive reporting

no leadership risk visualization

manual maintenance remains
high
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The Bottom Line

Succession planning software should
do more than store names beside roles.
Modern organizations need systems
that provide ongoing visibility into
leadership readiness, operationalize
accountability,  support  continuous
development tracking, and help identify
succession risk before leadership gaps
emerge.

As workforce transitions accelerate
globally, organizations that modernize
succession planning will be better
positioned to maintain stability, reduce
leadership risk, and build stronger
leadership pipelines for the future.

Evaluate Your Current Succession Is your organization’s succession planning

Planning Process

process still dependent on static spreadsheets?

See how modern HR teams are building
continuous visibility into leadership readiness,

Book a Demo succession risk, and pipeline strength with
SuccessionHR.
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