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Conservation Center for Art & Historic 
Artifacts 

In a typical year: 

•Preservation Services specialists complete over 50 survey projects.

•  Approximately 60 CCAHA-sponsored workshops, conferences, webinars, and training sessions are 
presented.

•  The Digital Imaging Services staff digitizes thousands of pages 
of fragile archival documents, books, and photographs.

•  Conservators assess and treat more than 6,000 individual 
artifacts, from over 400 clients.

•  Housing & Framing Services house approx. 75% of the artifacts treated (folder, sleeve, box, mat 
and frame, or sealed package).



Project Recap
• The Conservation Center for Art & Historic Artifacts (CCAHA) and Lyrasis are serving the 

country’s museums, historic sites, archives, libraries and arts organizations by creating a suite of 
resources focused on succession planning for collections care staff and arts administrators.

• CCAHA and Lyrasis have offered educational programs to present “good practice” strategies to 
prepare for inevitable staffing and volunteer transitions in the area of arts administration and 
collections care.

• Work completed includes listening sessions and a project survey to learn about the nuances of 
succession planning strategies that have—and have not—achieved positive results at arts and 
cultural institutions.

• A National Advisory Panel has supported the project team.  Reviewer volunteers have tested 
the resources and reviewed the legacy binder.



Timeline

4

❖ February-October 2023: listening sessions 

❖ September 2023:  Survey distributed throughout the field to collect data on current 
succession planning practices

❖ November 2023:  Survey and listening session analysis

❖ Fall 2023/Winter 2024: Resource development & testing

❖ Spring 2024: Website devoted to the project launched

❖ Summer 2024: Webinars, conference presentations to disseminate results/resources

❖ 2024:  Continuing development of resources, along with webinars and conference 
presentations to disseminate results

❖ December 2025: Legacy Binder and White Paper are published



Key Findings from the Listening Sessions
• Majority of participants/organizations had little experience with formal succession 
planning; lack of time seen as biggest barrier.

•Succession Planning is a low priority at many organizations, but a high priority 
personally for employees.  Many also say Board is not concerned.

•Need to recognize differences between Standard and Emergency Succession Planning

•Documentation on Succession Planning needed, but many respondents said that 
basic collection and operating policies also necessary

•Utilizing a “knowledge transfer process” for employee work experiences is key; there 
are opportunities presented by new technology to do this



More Listening Session Key Findings
•Issues of reduction in workforces and volunteer groups due to early retirement 
and COVID have caused succession problems at organizations

•Part-time staff & volunteer retention a concern; strong communications needed 

•Many cultural and arts organizations are focusing on DEIA issues, and an 
important aspect of these discussions is compensation and pay equity

•Emotional support for staff at organizations where succession has taken place 
should be provided

•Maintaining relations with partner organizations and the community important

•Shift succession planning from a finite task to a way of operating – many 
benefits seen



Access previous recordings here

Previous Recordings

https://www.youtube.com/playlist?list=PLUwal4tAEZjStacNyL7NX56rT9xFplXPY


8

https://ccaha.org/succession 
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SUCCESSION PLANNING 
ROADMAP
https://ccaha.org/resources/succession-
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Resources

• RACI Chart for Succession 
Planning

• Job Analysis for Succession 
Planning

• Succession Risk Advocacy 
Matrix

Tools and Templates Guides and Written Resources

• 5 Key Questions Board Members Should Ask About 
Staff Succession Planning

• Top 10 Things You Can Do NOW To Support 
Succession Planning & Staff Transitions

• Oral History Knowledge Transfer Guide

• Calendar for 30-60-90 Days After Starting a New Job

• File Naming Strategies to Aid in Succession Planning

• Essential Written Plans, Policies, and Procedures for 
Collections-Holding Institutions
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Additional resources
• Cultural Succession Planning Bibliography

• Collections Management Policy Toolkit

https://ccaha.notion.site/1059610a42554a54a48ff1631808243e?v=b519b8a0c6cc4047931209bb92259f8d
https://ccaha.notion.site/1059610a42554a54a48ff1631808243e?v=b519b8a0c6cc4047931209bb92259f8d
https://cmptoolkit.org/
https://cmptoolkit.org/


Legacy Binder
•Facilitate knowledge transfer of both objective data and 
subjective insights
o Contextualizes and assembles earlier tools/templates

o Starts with documentation of goals, rationale, plans for 
implementation/maintenance

•Individual, job-specific documentation of processes, 
responsibilities, etc. 

•Succession Planning as an organizational practice 
o Collaborative input

o Illuminates opportunities for change, additional needs

•Recommend regular updating – allows version tracking

•Prioritize as fits your needs

•Make sure colleagues know where information can be accessed!



Legacy Binder Templates
•Supports easy coverage in the event of 
unexpected absence/departure

•Prioritization insights and reflections

•Daily/weekly/monthly priorities of the role

•Reviewing actual job tasks against written job 
description – process can spur change
o Emergency notes may also encourage 

adjustments, cross training etc.

•Onboarding and Departure Needs
o Accounts, permissions, etc. 



Legacy Binder Templates

•Insider terminology, acronyms, etc.

•Process of documenting can lead to better 
contingency planning, organization, etc. 



Legacy Binder Templates

•History prompts (organization, department, 
role) can be useful for oral history exercise

•Plan Templates guide stakeholders through key 
questions about who will fill in, how to 
prepare, how to communicate

•Risk Matrix can help prioritize succession 
tasks/investment



How can small institutions adapt 
succession planning when facing 
sudden staff departures due to funding 
loss?

➢ What do these departures look like at your 
institution?
➢ If there’s time, are you able to have departing 

staff write down essential information?

➢ Are there any current processes in place to 
support succession planning already?

➢ When you have time, begin to prepare 
materials that will assist in the case of your own 
departure.
➢ Can spend small increments of time working on 

these materials, such as doing a page at a time of 
the legacy binder.



How can small institutions maintain collections care and 
management continuity during sudden leadership gaps caused 
by federal funding loss?

➢ Determine essential processes and figure out a schedule that can be divided up by 

staff

➢  Are there any processes that have come to a halt because of leadership gaps? Are there 

processes that cannot currently be carried out because of a lack of knowledge transfer?  (ie. 

missing passwords, contacts, additional information)?

➢  Has anyone in your department or organization been trained on specific processes or roles in 

case of emergency?

➢  Are you able to bring in board members to help with additional labor and leadership?

➢ Are there collections care and/or management projects that have come to a halt 

with departures or funding losses?

➢Make a list of these projects, establish priorities and who will be responsible



In environments where there is no national strategy for educating and retaining new professionals in 
conservation and collections care, while experienced staff continue to leave, can succession planning be 
used as an advocacy tool? Specifically, can it help institutions argue for investment in education, training 
programs, and policy reform, rather than remaining an internal managerial exercise?

➢  Several tools from this project can be helpful in advocating to succession planning at your 

organization – whether it is advocacy to managers/executives or board members.

➢ Succession Risk Advocacy Matrix – This matrix prompts thinking about the impact of departures on key 

measures of concern: organizational mission, organizational revenue and expenses, and the time and 

effort of staff.

➢ Job Analysis Template - This template supports succession planning by examining key job tasks, functions, 

connections, and expertise. You can fill out this template for your job role to show the key tasks that 

would be lost in the case of your departure. Additionally, this tool can help advocate for the additional 

training of staff in key tasks, such as emergency duties.

https://ccaha.org/resources/succession-risk-advocacy-matrix
https://ccaha.org/resources/succession-risk-advocacy-matrix
https://ccaha.org/resources/job-analysis-template-succession-planning


Contact Us
Conservation Center for Art & 
Historic Artifacts

Camilla Dawson

Preservation Services Coordinator

cdawson@ccaha.org

Michelle Eisenberg

Executive Director

meisenberg@ccaha.org

Dyani Feige

Director of Preservation Services

dfeige@ccaha.org 

Lyrasis

Tom Clareson

Senior Consultant

Tom.Clareson@lyrasis.org
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