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Phase 3 SEND Improvement Board Toolkit
Continuity and Succession Guidance 
1. Purpose
To ensure a smooth, transparent, and strategic transition from the more formal improvement elements of the Priority Action Plans, SEND Improvement Boards (including the role of Independent Chair), and Monitoring Inspections to creating governance that enables the whole Local Area system to be understood and developed as business as usual, whilst maintaining organisational stability, governance integrity, and stakeholder confidence throughout the process.

2. Transitioning from intervention to continuous improvement until the three-year SEND and AP full inspection
A monitoring inspection will typically take place within approximately 18 months of the previous full inspection. These monitoring inspections will evaluate and report on whether or not the Local Area Partnership has taken ‘effective action’ on the areas for priority actions (APAs). The findings will be shared with the Local Area within 30 days, and it’s expected that the discussion with the DfE about the status of the Improvement Notice will take place within this time frame.
In relation to the Improvement Notice, there are three possible outcomes: 
· Effective action against all APAs: Improvement Notice is stepped down, however DfE and NHSE regional monitoring and engagement will continue up to the full inspection, which should be scheduled 18 months after the monitoring inspection
· Effective action against some of APAs; Improvement Notice remains in place
· No action against any APAs taken, and leadership poor/failing, escalation to a statutory direction to be considered
If the outcome is that the Local Area has taken effective action, there is an expectation that the role of the Chair will move from being independent to being within the Local Area. This process will need to be tailored to the circumstances of the Local Area. 

While it is recommended that the Independent Chair remains in post for two or three Board meetings to ensure effective handover to the incoming Chair following an effective action outcome, the duration of this phased transition should be agreed with each Local Area.
If the result of the monitoring inspection is not effective action across all Areas of Priority Action then there needs to be discussion and careful consideration as to next steps between the existing Chair, DfE, NHS, Local Authority and health. The Chair needs to seriously consider as part of this whether they are still the right person to continue leading the partnership to make the improvements needed. 
Inspections should be viewed as one milestone on the journey toward a self-sustaining Board and Local Area governance. 

3. Chair Successor Planning
It is important that succession planning is considered well in advance of the monitoring inspection, which takes place at 18 months.  Ideally identification of the successor should take place 6 months before the monitoring inspection so that an effective governance and transfer process is evident and achievable.
Some Local Areas have identified a Vice-Chair with a plan for that individual to take on the chairing role; it is important to understand that the key task is to hand sovereignty of the Board back to the Local Area Partnership. Therefore, the Chair need not be independent. 
It is key that regional DfE and NHSE advisers have confidence in these arrangements.
As part of the succession planning, there will be a fully developed handover process, which may include a set of briefings as well as the monitoring inspection report which will frame the next stage of the improvement journey.
Any post-exit involvement from the Independent Chair would need careful consideration. If future input is required, such as providing advisory support or mentoring a successor, it is necessary to have a contract setting out the nature of this new relationship. 




4. Communications Plan                                                                              
As part of the ongoing communications and engagement plan, it will be important to co-produce the Local Area’s response to the monitoring inspection and actions related to it. This will include the change from an Independent Chair to the new Chair of the reconstituted governance arrangements.
The following are the key stakeholders to engage with, with suggested approaches for communication:  
Board – Joint agreement between the Chief Executives of the Council and ICB and Chair, validated by the Board about the changed arrangements
External Stakeholders – Blog, press release, website update, LinkedIn post. Clearly communicate that changed governance arrangements is part of the improvement journey and use the opportunity to celebrate the improvements achieved

Appendix 1: Sustainability Plan
	Milestone
	Description
	Date/Deadline
	Responsibility

	Successor identification
	Begin/continue process of appointing a successor

	[Insert Date]
	Chair with 
Board and CEOs 

	Formal notification following the Monitoring Inspection
	Agree timeline for withdrawal Agreement of what 
governance will be put in place

	[Insert Date]
	Chair and CEOs 

	Communication plan agreed
	Internal and external messaging aligned

	[Insert Date]
	Chair & SROs/CEOs

	Handover sessions: format depends on successor 

	Outline key issues, risks, priorities
	[Insert Date]
	Chair

	Final Board meeting as Chair
	Attend and hand over responsibilities

	[Insert Date]
	Chair

	Transition support (optional)
	Available post-departure for advisory input

	[Insert Date]
	Chair



Appendix 2: Risk Mitigation
	Risk
	Mitigation Strategy

	Difficulty in appointing a new Chair 
	Early search for successor or interim appointment, including consideration of potential candidates from within the Board


	Stakeholder uncertainty
	Clear, timely, and consistent communication


	Loss of institutional memory
	Board to write account of decision-making; documenting the reasoning behind decisions
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