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Abstract

This study on succession planning and organizational survival examines the relationship
between succession planning and organizational survival of bakeries in Rivers State, with
leadership style as the moderating variable. This study adopted Cross-sectional survey research
design. The population of the study consisted 380 respondents from the bakeries in Port
Harcourt. The study adopted simple random sampling technique. The structured questionnaire
was used for data collection for this study. Descriptive tools such as the mean and standard
deviation were used in assessing the univariate distributions for the three variables. The
inferential statistical tool, the Spearman’s rank order correlation coefficient (Rho), was used in
the test for the bivariate hypotheses of the study, while the partial correlation technique was
used in the test for the multivariate hypotheses of the study using SPSS version 22. The study
revealed that leadership style significantly moderates the relationship between succession
planning and organizational survival of bakeries in Rivers State. The study concluded that there
is a positive relationship between succession planning and organizational survival of bakeries in
Rivers State. The study recommended among others that bakeries should implement formal
mentoring programs to transfer knowledge and improve employee skills, thereby enhancing
both production and financial stability.

Keywords: Succession Planning, Organisational Survival, Leadership Style,
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INTRODUCTION

It is imperative to note that employees leave their jobs either voluntary (retirement or pursue
new aspirations) or involuntary (relieve of appointment, death). Organizations are therefore,
faced with vacancies in leadership or inadequacy or lack of competent and capable successor
to fill the vacancies. Organizations are to act now and begin to plan for succession before top
managers are ready for retirement (Korn, 2007). Charan, et al. (2001) argue that it is essential
for organizations to train successors before the vacancies are created. Manpower planning is
argued to be a straightforward and direct concept, which does not deal with individual or any
particular employee (Ekamper, 1996). While on the other hand, Succession Planning is a sub-
level approach regarding individual employees on an individual basis, should the incumbent
vacate his position, which is uncertain and probably indefinite (Harter, 2008; Landeta, et al.,
2009). However, it is therefore essential, for organizations to survive, there is need to plan for
succession of older (outgoing) employees (Hazarika, 2009). Succession planning is the process
that ensures the stability of tenure of personnel. It is perhaps best understood as any effort
designed to ensure the continued effective performance of an organization, division,
department or workgroup by making provision for the development replacement and long-term
retention of talented individuals (Akani, 2015). Management succession planning is the process
of assessing and auditing the talent in the organization in order to answer three fundamental
questions. First, are there enough potential successors available? Second, are they good
enough? Third, do they have the right skills and competences for the future? (Armstrong,2009).
Therefore, securing and retaining skilled employees plays an important role in management
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succession plan that would not only focus on those who might be candidates for current
positions but also, attempt to plan for possible changes in those positions as well as the
promotion and development needs of subordinates (Milkovich &Boundreau, 1988; Obadan,
2013; Akani, 2015; Fapohumda, 2015).

The objective of succession planning is to ensure that the organization is prepared to fill key
positions when the incumbents leave for any reason. For employees, succession planning
provides useful information about the direction their career is likely to take if they continue to
work in the organization. Furthermore, succession planning is based on information about
managers gleaned from supply and demand forecasts talent audits and performance and
potential reviews. To keep track of their top talent, many organizations maintain a talent pool.
A talent pool is a list of employees who have been identified as having high potential for
advancement, usually because they are top performers in their current positions. The employees
in a talent pool are those whom the organization is especially interested in retaining and
developing. Charan, (2001) argues that it is essential for organizations to train successors before
the vacancies are created. Ensuring that employees in the talent pool are considered when job
openings occur is one tactic for successful long-term staffing of the organization (Wener, et al,
2012; Eshiteti, Okaka, Maragia, Odera, & Akerele, 2013).

Succession planning plays a critical role in ensuring the solvency and long-term survival of
businesses, particularly in the bakery industry, which is marked by high competition and
operational challenges. Solvency refers to an organization's ability to meet its financial
obligations as they become due, maintaining a stable financial position over time (Nwankwo &
Eze, 2022). In bakeries, where profit margins are often slim due to rising costs of raw materials
and fluctuating consumer demand, the absence of an effective succession plan can exacerbate
financial instability. When key personnel leave or retire without a clear plan for replacement,
the organization may face operational disruptions, declining productivity, and financial deficits
that could threaten its solvency. For bakeries in Rivers State, ensuring a smooth transition of
leadership and key roles is essential for maintaining solvency and competitive advantage, as
these businesses often rely on unique recipes, specialized skills, and strong customer
relationships that can be difficult to replace without prior planning.

Hypothesis
Hoi: There is no significant moderating impact of leadership in the relationship between
succession planning and survival of bakeries operating in Rivers State.

Succession Planning

Succession planning is defined as a process whereby the companies make sure that employees
are being recruited and continuously developed to fill the competent key roles in the
organization (Armstrong, 2003). It is also defined as the process of identifying successors for
key posts and planning of career moves further for the probable successors. Hence, career
management is corresponding to the management of succession planning (Armstrong, 2012).
In a study, succession planning was defined as the process under which companies recognize
and establish internal individuals with the objective to fill the key job positions within the
workplace (Casceo, 2006). It is the process where the company makes sure to supply future
key job successors in order to manage the career of the workers to cater for the organizational
needs and inspirations (Dessler, 2000). Another study defined the process of succession
planning management as the process of evaluating the right talent in the workplace with the
objective to seek answers for the three main questions relating to need for potential successor
to cater organizational prolong needs, need for successor’s efficiency and need for the
successor’s right skills and competency for future necessities of the organization (Armstron,
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2012). Two types of succession planning were cited in one of the studies including formal and
informal succession plans where the previous manager recognizes his own replacement and the
company then assess that individual by means of examining strategic plans and incorporation
of promotion from within policy (Baum, 1999).

Succession Planning Practices

According to Berthal (1999), succession planning practices involves having a support system
with senior management and involving the line managers in recognizing potential candidate and
integrating the succession management plans with the business strategies (Stadler, 2008). In
another study, it was identified that succession planning practices must be implemented after
recognizing the individual needs and then incorporating it (Aswathappa, 2013). Some of the
most common practices identified by previous studies under succession planning include self-
development, talent development, diversity management, and job rotation.

It has been founded by one of the scholars that seeking for the preferred replacements comes
under the procedure which needs a complex design along with an accurate strategy (Mathur&
Agarwal, 2013). It has been further suggested that there must be the three stage model for
the companies in terms of categorizing their succession planning and development practices.
The first phase over here is recognizing the primary roles for the succession and replacement
planning and then identifies the skills and competencies needed to fulfill that role. The second
phase involves the evaluation of people under the criterion. The last stage is addressing the
talent pool that will help to fill those roles and establish the employees to get into the advance
stage of their career. In view of these stages, it has been asserted by other scholars that some
other practice scan also be adapted in attaining the succession planning that are adequate
enough for the firm (Ramthun & Matkins, 2014). These practices include making the aims clear
and demonstrating the needs of the present performance of the employees.

Organizational Survival

Organization survival is successful organizations, which are capable of achieving their objectives
and goals and maintain it over a long period of time (Nwosu 2014). The goal of organizational
survival underpins all goals (Adewale 2011). Paying attention to this goal contributes to the
satisfaction and execution of other organizational goals as Gross (1968) posits the concept of
survival as an unwritten law of every organization. He suggests that every organization must
regard survival as an absolute prerequisite for serving any interest whatsoever and those that
does not have survival as a primary objective or goal should have re-think .The most objective
way to measure survival in organizations is to observe their continuing existence (Sheppard
2016). Survival of the organization in a vibrant and competitive business environment depends
on how effectively the organizations learn to adapt itself to the environment and capitalize on
its resources fully both human and material (Lee 2006 in Akani 2015).

According to Jones and Bartlet (2008), organizational survival and growth are implicit
organizational goals requiring the investment of energy and resources. Therefore, the goal of
organizational survival underpins all other goals (Gross, 1968). Organization that doesn't have
survival as a primary objective or goal should have re-think. Survival of the organization in a
vibrant and competitive business environment depends on how effectively the organization
learns to adapt itself to the environment and capitalize on its resources fully (Lee, 2006 cited in
Akani, 2015). Gross (1968) argues that the concept of survival is an unwritten law of every
organization. This suggests that every organization should see survival as an absolute
prerequisite for its serving any interest whatsoever. Therefore, long-term survival of
organization and not the financial performance should indicate success of the organization.
Moreso, organizations attempt to maintain the existing state of affairs, but essentially the larger
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part of their efforts is tilted toward survival (Adewale et al., 2011). In the context of this study,
organizational survival is seen as a continued existence of an organization especially in a difficult
or dangerous condition. Thus, when making decision about higher wage, higher dividend, and
decision to invest in growth of the organization needs to come into consideration as the survival
of the organization should come first (Michael, 2011; Akani, 2015; Akinyeleet al., 2015).

Concept of Leadership Style

Leadership style refers to the approach or method a leader adopts to influence, guide, and
motivate followers to achieve organizational goals. It encapsulates the leader’s behavior,
communication strategies, decision-making processes, and how they interact with their team.
Leadership styles can range from autocratic to democratic, laissez-faire, transformational,
transactional, and servant leadership, among others, and each has a profound impact on
organizational performance, employee satisfaction, and overall productivity (Northouse, 2018).
Effective leaders typically adapt their style to suit the specific needs of their organization,
employees, and the external environment. In the context of bakeries in Rivers State, Nigeria,
selecting an appropriate leadership style can mean the difference between operational success
and failure, as leaders must manage day-to-day operations while also ensuring long-term
sustainability. Studies have discovered that leadership styles significantly affect not only
employee morale and productivity but also the overall operational efficiency of an organization.
For example, a transformational leadership style, which emphasizes vision, innovation, and
employee empowerment, can lead to higher employee engagement, creativity, and job
satisfaction (Bass & Avolio, 1994). On the other hand, an autocratic leadership style, where
decisions are made unilaterally without input from subordinates, may lead to high productivity
in the short term but can cause employee dissatisfaction and high turnover over time (De Hoogh
et al., 2015). Thus, the choice of leadership style must align with the organization’s goals, the
nature of the workforce, and the prevailing market conditions to ensure both operational
efficiency and employee retention.

Leadership Model Succession Theory

There have been many framework and models proposed by researchers related to leadership
succession plan.

The Leadership Pipeline Model developed by Charan (2001) examines the development of
leaders at every level. According to Charan, the leadership pipeline should be kept “fully primed”
at all times to avoid possible shortage of managerial talent in situations where managerial
positions are vacant. In this particular model, emphasis is given to the aspect of “climbing the
corporate ladder”, where aspiring executives have to successfully pass through a number of
stages in the development. Further development and training will be provided from one level
to the next warranting the executives to assume greater responsibilities with higher positions.

In this model of succession, there is a proposal that suggests that in order to make sure that
there is proper succession in leadership; the company should make sure that there is
redundancy in the structure of management. This will see to it that succession of leadership is
covered and ensures that successors of retiring employees are mentioned before the dismissal
of the outgoing leaders. The company should also mentor potential candidates under the wing
of incumbent leaders. To prevent conflicts that may arise during this process, they should
ensure that there is a swift transformation in leadership without hitches and questions. (Ibrahim
Soufani, & lam, 2001). Planned succession of leadership in an organization will promote
continued operation of businesses even if its founders are no longer actively involved in its
operation. It is a concept that explores how effective leadership development and succession
planning can lead to sustained organizational success. This theory emphasizes the importance

19|Page



ISSN: 6654 — 6750
Volume 10, Number 2, 2025
The Canada Journal of Entrepreneurship and Management

of identifying and grooming potential leaders from within the organization to ensure a smooth
transition of leadership roles.

The Leadership Pipeline Model is comprehensive in its display and progress, due to the self-
awareness and competencies needed to be mastered by the prospective organizational leader.
One has to recognize and be able to execute the tasks and responsibilities associated with each
rank in the managerial hierarchy before proceeding to the higher levels. In the same vein,
Bratianu and Orzea (2011), highlighted the importance of organizational members to be well-
equipped with adequate knowledge in relevant fields, including leadership. This is similar with
the suggestion given by Appelbaum et. al. [17], who promoted knowledge transfer in succession
plans as a critical component to boost the future leader’s breadth of understanding of internal
operations and external considerations.

The theory suggests that a proactive approach to leadership development contributes to
improved organizational survival. When bakeries invest in identifying and nurturing potential
leaders, these individuals are likely to receive focused training and mentorship. As a result, they
develop the skills and competencies required not only for leadership roles but also for enhancing
organizational survival in their current positions. Ibrahim (2001). Leadership model succession
theory emphasizes the importance of seamless transitions in leadership roles. Applying this
theory to bakeries, a well-structured succession plan ensures that leadership changes do not
disrupt bakery operations. A well-prepared successor can step into the leadership role without
causing interruptions, maintaining organizational survival levels and overall bakery success. The
theory's focus on leadership development aligns with employee engagement and development.
Employees who see opportunities for growth and development within the organization, as
highlighted by the succession planning efforts, are more likely to be engaged and motivated.
This, in turn, positively impacts their performance and commitment to bakery success. Hall-
Ellis, (2015)

METHODOLOGY
Design of the Study
This study utilized a cross-sectional research design.
Population of the Study
The population of the study was three hundred and eighty (380) staff of the twenty-two (22)
selected bakeries in Rivers State. The above information was obtained from the Administrative
Offices of the bakeries.
Sample and Sampling Technique
The sample size of the study was one hundred and ninety five (195) respondents. The above
sample was obtained using Taro Yamane's formula.

Instrumentation

The instrument for data collection in the study was a questionnaire.

Method of Data Analysis

The Spearman’s rank order correlation was adopted in testing the hypothesis

Results

Ho1: There is no significant relationship between succession planning and survival of bakeries
operating in Rivers State.
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Table 1: Correlation Analysis Showing the relationship between succession planning
and survival of bakeries operating in Rivers State.
Correlations

succession
planning survival

Spearman's succession Corre'la'tlon 1.000 502"
rho planning Coefficient

Sig. (2-tailed) . .000

N 162 162

survival Correlation .

Coefficient 202 1.000

Sig. (2-tailed) .000 .

N 162 162

**_Correlation is significant at the 0.01 level (2-tailed).

Source: Researcher survey data (2024) via SPSS Output V.22

Hoi: There is no relationship between succession planning and survival of bakeries operating
in Rivers State. The result reveals a significant relationship between succession planning and
survival of bakeries operating in Rivers State. (where rho = .502, p = 0.000). and based on the
decision rule of p < 0.05 for null rejection; we reject the null hypothesis and accept the
alternative hypothesis: 7hat there is a relationship between succession planning and survival of
bakeries operating in Rivers State..

Succession Planning and Survival

The results of HO7 reveal a significant relationship between succession planning and the survival
of bakeries operating in Rivers State, with a correlation coefficient (p = 0.502) and a p-value p
= 0.000. The correlation coefficient of 0.502 suggests a moderate positive relationship,
indicating that as succession planning efforts are strengthened, the likelihood of business
survival also increases. Given that the p-value is well below the 0.05 threshold, we reject the
null hypothesis, which proposed no relationship, and accept the alternative hypothesis,
confirming that succession planning is crucial for organizational survival.

This finding supports previous research, such as Nicholas (2012) and Mundia & Iravo (2014),
who similarly argued that succession planning plays a critical role in ensuring business
continuity. Nicholas emphasized that succession planning helps organizations prepare for
leadership transitions by identifying and grooming potential leaders from within the company.
This proactive approach ensures that businesses are not caught off guard by leadership
vacuums, which can disrupt operations and threaten the long-term survival of the organization.
Mundia and Iravo further elaborated on how effective succession planning also facilitates the
transfer of critical knowledge and skills, ensuring that the organization retains its expertise and
continues to operate effectively even as leadership changes.

In the context of bakeries in Rivers State, succession planning ensures that future leaders are
well-prepared to manage the business’s operations, maintain production levels, and make
informed decisions about its growth and sustainability. With a strong succession plan, bakeries
can avoid the risks associated with leadership transitions, such as operational disruptions,
decreased morale, and a lack of direction. Instead, by having a pipeline of qualified leaders,
these businesses can sustain their operations and adapt to changing market conditions with
minimal disruption.

Moreover, succession planning is a vital strategy for knowledge transfer. As senior employees
retire or move on to other roles, they take valuable organizational knowledge with them.
Succession planning ensures that this knowledge is passed down to the next generation of
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leaders, ensuring continuity and stability in operations. In bakeries, where operational expertise,
customer relationships, and quality control are crucial, ensuring that new leaders are well-
versed in these areas is essential for maintaining competitive advantage and ensuring survival.

CONCLUSION

The findings suggest that bakeries that invest in these human resource practices tend to
experience improved operational efficiency and financial stability. Succession planning plays a
vital role in the survival of bakeries. Effective succession planning ensures continuity by
preparing employees for future leadership roles, which ultimately supports the long-term
sustainability of the organization.

RECOMMENDATIONS
Based on the study findings, the following recommendations are proposed:
1. Bakeries should implement formal mentoring programs to transfer knowledge and
improve employee skills, thereby enhancing both production and financial stability.
2. Retention strategies, including professional development and employee engagement
initiatives, should be prioritized to reduce turnover and ensure continuous production.
3. It is recommended that bakeries establish clear succession plans to ensure smooth
leadership transitions, which will safeguard the survival of the business in the long term.
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