SECURING OUR TOMORROWS

Clermont County Health Department
Batavia, Ohio
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Succession planning identifies leadership or mission-
critical roles, therefore determining the knowledge, skills,
abilities, and competencies required in correlation to the strategic goals of the
organization. It is a process that ensures organizational talent needs are identified
and aligned with strategy and objectives, key positions are identified, and a pipe-
line of new leaders is developed by taking into account data and trends that affect
turnover and retention and providing a development program for identified talent
with the desire and aptitude for the next role.

—Succession Planning Course Guidebook, NACCHO University

Overview

The Clermont County Health Department serves a population of approximately
20,000 residents in a rural Appalachian county in Batavia, Ohio. CCHD provides
essential public health services with approximately 50 staff members in 5 divisions:
Administration, Environmental Health, Nursing, Plumbing, and Water and Waste
Division.

When Tara Jimison joined the health department as an epidemiologist in 2016, the
department had already initiated discussions of needing more updated Standard
Operating Guidelines (SOGs), which includes descriptions of a staff member’s key
job functions and how to perform them. When Tara was promoted to Director of
Nursing in 2020 during the COVID-19 pandemic, she was handed a thick paper
resource binder from the previous Director. However, she soon discovered the doc-
uments were outdated and didn’t detail the full scope of her responsibilities. With
the support of other supervisors, the health department undertook an organiza-
tion-wide effort to modernize training plans that accurately detailed responsibilities
for each position to improve onboarding and knowledge transfer upon a position’s
vacancy.
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National Association of County & City Health Officials



https://nacchouniversity.maplelms.com/login/index.php
https://ccphohio.org/

Actions Taken

e Critical positions and job duties were iden-
tified, resulting in the creation and updates
of Continuity of Operations plans, plans for
job duty tertiary coverage and profession-
al development, relevant job descriptions
(requirements, duties, competencies),
and real-time training plans for each
staff person.

e Supervisors developed training plans that
are issued to every position across the entire
agency as part of onboarding and updated
as needed with managerial support.

e The health department transitioned from

paper to electronic copies of training plans.
The adaptation of an Excel template was
created based on the needs identified and
historically utilized with paper training doc-
umentation. Through the Plan, Do, Study,
and Act cycles, Clermont County adapted
the template to best meet the needs of staff.
For each position, each employee and their
supervisor reviewed and updated SOGs.
Once staff achieved proficiency within their
job duties by completing their training plan,
it was their responsibility to maintain the
plan as a living document.
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“A review of best practices and available resources for succession planning was
conducted through online review and reaching out to local health departments
to understand current practices to maintain continuity of operations. Succes-
sion planning is a process that comprises multiple steps and moving parts. We
reviewed the available information and highlighted critical pieces of succession
planning. All staff are working on this related to the possibility of unforeseen cir-
cumstances of employment, extended leave, or termination. However, an agen-
cy can prioritize based on known upcoming extended leave or retirements.”

Challenges

e The health department recently experienced high staff turnover without notice or time to prepare for
transition.

e Before undergoing this process, the health department was using outdated paper documents that
weren’t comprehensive or easy to edit.

e Aresidual sense of urgency from the COVID-19 pandemic still lingered.
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Unique Resource Developed

Title: Electronic Training Plans

Description: A training plan that details the daily and weekly tasks and responsibilities for each role, along with
a contact list of partners, to facilitate onboarding, to ensure staff coverage of essential activities, and to facilitate
a transition when position is vacated. These training plans functioned as “living succession plans,”as a standard-
ized reference point on how to conduct individual job duties and responsibilities.

tive areas.

Impact: The updated training plans improved onboarding of staff members and provided an easy reference

to ensure structural support by identifying gaps and barriers in roles and responsibilities. By updating these
training plans to be comprehensive and descriptive of day-to-day tasks, staff who transitioned into new posi-
tions felt more equipped to fulfill the responsibilities of their new role. Clermont County Public Health has also
implemented cross-training for all program-critical tasks to ensure that there is coverage to serve in the respec-

Key Takeaways

+ In order for your employee to succeed in their
position, building the foundation during on-
boarding is key.

+ Regardless of the format, your training plan
should be a living document that can be edit-
ed, re-visited, and re-evaluated on a predeter-
mined basis to ensure the most impact.

« Get comfortable with change and drafts not
being perfect - “Finalize” the document even if
you know it'll need to be updated later!

Not sure where to start?

Remember, part of succession planning is implement-
ing strategies for transferring critical knowledge from
current leaders to their successors. Some potential first
steps may look like:

¢ Identify the knowledge, skills, abilities, and com-
petencies needed for each position. If you work
in a large health department, start small with
yourself, one team, or one department first.

e Review all existing documents needed for
onboarding or describe a position’s knowledge,
skills, abilities, and competencies in order to
identify what is missing and what is needed.

e Get buy-in from other leadership/management
positions. In this case, the seed of this effort was
sowed in monthly management meetings and
institutionalized through the collaboration of
supervisors and managers across all levels and
all departments of the organization.

e Gather data — whether formally through a
survey or focus group or informally through
feedback or in supervisory meetings — about
how employees feel about their onboarding,
their knowledge and confidence to execute
their role’s responsibilities, and their ability to
move into a new role.

Additional Resources

https://www.nalboh.org/page/SuccessionPlanning-
inPublicHealth

https://nnphi.org/resource/succession-plan-
ning-toolkit/
https://www.ruralcenter.org/resources/board-lead-

ership-module-5-succession-planning-and-em-
ployee-development

Contact Information

For more information, contact workforce@naccho.org
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Appendix

Training and Succession Plan Template
Clermont County Health Department

About this workbook

There are 8 worksheets in this workbook.

Instructions

Training Plan

Steps

Coverage Responsibilities
Access

Committees

Partner Contacts

Laws and Regulations

The instructions for each worksheet are included as a comment within the
respective column or row fields for data entry. A text box note is located to the
right of the information where applicable and can be removed when a training/
succession plan is saved. The training and succession plan framework can be
adapted to meet the needs of the staff and their supervisors. Each tab is a
suggested reference to consolidate resources to achieve job responsibilities and

duty competency and proficiency. Routinely reviewing and adapting the fields to be

applicable for real-time job coverage is critical to maintain this resource as a
succession planning reference for each respective position. Supervisors should
implement staff reminders for annual review and updates at minimum.
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The plan should be a source
to guide and

document professional
development and
competency achievement.
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(Position Title) Training Plan

Job Tasks and Learning Trainer(s) Competency Additional Training Progress Notes
Objectives Goal Date Resources

Employee Signature

Supervisor Signature
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Steps

A B C D E F G H

jDate  Task Assigned to Notes URL/ References

. The steps identified here will

. lay the framework or

itineraries for new staff

. orientation. This is specific
tasks that will need to be
achieved to reach overall

| competency in their job

| duties. This could be defined
by hour and work day for clear

' communication.

Coverage Responsibilities
JFrequency _ Name __ Coveragelevel URL/References MNotes |

Daily Each row should represent
one task or job duty. Add
rows where applicable to
identify critical tasks and job
duties related to their
occurrence frequency.

As Needed
Weekly
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Access

System URL or Point Of POC Email |Notes |Access Obtained (In-
|Link |Contact (POC) progress, Yes, No)
This tab should be a list of all systems locally, L
regionally, at the state, and national level that Il
the individual will need access to in order to e
complete their job duties and responsibilities. L
This list will assist in succession planning and I
deactivation where necessary. o
Committees
Meeting [Contact Contact [Current
Name of the Committee Date Name Email Role Notes

Committees of attendance that the
staff will need to attend or join through
their roles and responsibilities should
be documented here.
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Partners

Name Title/organization Phone # Email Notes

This tab can be utilized to capture
important partner contacts that
within the roles and responsibilities
that the staff will communicate
with. This list can help them to
establish their contact list within
their email server.
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Program

Listing of laws and rules that are in operation in and impact the Health District

Laws and Regulations

State Law 5
Permissive,

authorizing State Rules Local Rules/Provides For

program

contracts, etc.

Environmental Health

: . e 3701-21 OAC License, Inspection Food _ .
Food Service Operations 3717 ORC = N/A = T tate oversight ODH
o ce Lperations : 3717 OAC i services and Vending Ste DA
901 OAC License, Inspection Food
Food Establish t 3717 ORC N/A 1 Stat ight ODA
SR 3717 OAC / Establishments BEAEIRS
; ! 3 Li | ction Publi :
Public Swimming Pool 3749 ORC 3701-31 OAC N/A euse oRer oy e State oversight ODH
Pools, State approves plans
Bathing Beach program None
License, Inspection
Campgrounds 3729 ORC 3701- 25 & 26 OAC N/A Campgrounds, state approves | State oversight ODH
plans
Recraatinpal Vebicls Camps, Park 3729 ORC 3701-26 OAC N/A License, Inspection
Camps
_ License, inspection Mobile
Manufactured Home Parks 3733 ORC 3701-27 OAC N/A Home Parks, state approves State oversight ODH
plans
Agricultural Labor Camps 3733 ORC 3701-33 OAC N/A License, inspection ODH conducts program
Permits, i ti I id thority t
Tattoo and Piercing 3730 ORC 3701-9 OAC N/A SRR B R RTINS
training of employees LHD

This tab references laws and regulations
in the state of Ohio as they relate to the
operations of health districts in Ohio. The
rules and regulations in this table should
be reviewed and updated routinely to
include any relevant updates. The laws
and regulation list is only a list reference.
For guidance, the rule and regulation
should be referenced on the legislative
service commission page.

For a complete list of the laws and rules, click here.
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This document was made possible through cooperative agreement # 6NU38PW000037-01-01
from the Centers for Disease Control and Prevention. The content and methods used to

develop this document are solely the responsibility of the authors and do not necessarily
represent the official views of the CDC.
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