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Purpose
Understanding your department’s current and future challenges is critical in effective succession planning. Start by reviewing your department’s strategic plan to identify priorities, risks, and upcoming changes.
If a strategic plan is not available, consider the following factors when assessing your environment by considering industry trends, regulatory or policy changes, workforce shifts, technology impacts, and economic conditions.
Step 1: Identify Significant Business Challenges (1-5 years) 
Instructions 
Use the S.W.O.T Analysis below to identify strengths, weaknesses, threats, and opportunities that may impact your team/department.
1. Gather Input from your supervisor and key team members
2. Capture opportunities and threats across immediate, short-term, and long-term timeframes.
3. Department/Team S.W.O.T Analysis
· Strengths (Internal – Positive)
· Weaknesses (Internal – Negative) 
· Opportunities External –  Positive)
· Threats (External – Negative) 
Department Information 
Date: 


Supervisor: +
Department: 

Team Members: 


 
	Timeframe
	Strengths (Internal, Positive)
	Weaknesses (Internal, Negative)
	Opportunities (External, Positive)
	Threats (External, Negative)

	Immediately (1-3 months) 
	
	
	
	

	Short-Term Future (6-18 months) 
	
	
	
	

	Long-Term Future (2-5 years) 
	
	
	
	



Step 2: Identify Critical Positions 
Use the guidance below to identify positions that are essential to maintaining operations and achieving your department’s strategic goals.
Instructions
1. Review all filled and vacant positions in your department 
2. Identify roles that require specialized skills, are difficult to fill, have high turnover, or are essential to operations or strategy
3. Rate each position for Impact and Vacancy
· Role Impact
4. 
· High = Role is essential to operations or strategy
· Medium = Important, but could be temporarily absorbed
· Low = Minimal disruption if vacant 
· Role Vacancy Risk
· High = Likely vacancy soon (retirement, turnover, high demand role) 
· Medium = Possible vacancy within 1-3 years 
· Low = Stable role with low turnover risk 
· Prioritize positions with High Impact/High Vacancy for succession planning

Identify Critical Positions
	Position Title:
	Position Status (Filled/Vacant):
	Impact Rating (High/Low/Medium):
	Vacancy Risk (High/Low/Medium):

	
	
	
	

	
	
	
	

	
	
	
	



Step 3: Identify Critical Success Factors 
Instructions
1. Utilize the job description as a starting point, then identify what is truly required for success in the position 
2. Focus on the competencies, technical skills, and institutional knowledge that would be the hardest to replace 
3. Complete this section for EACH critical position 
Position Information
	Position Title
	Required Education
	Required Experience 

	
	
	



Core Competencies (How work is performed)
	 ☐Communication
	☐Teamwork/Collaboration
	☐Customer Focus

	☐Adaptability/Flexibility
	☐Accountability / Reliability
	☐Problem Solving/Critical Thinking

	☐Attention to Detail/Accuracy
	☐Time Management /Prioritization
	☐Cultural Competence/ Inclusion

	☐Stress Management/ Resilience
	☐Leadership/Developing Others
	☐Other:



Technical Competencies (What work is performed)
	☐Clinical Skills/Patient Care (if applicable)
	☐Equipment/ Tools/Technology
	☐Documentation & Recordkeeping

	☐Data Analysis/Reporting
	☐Regulatory / Compliance Knowledge
	☐Process/Workflow Management

	☐Training/Knowledge Sharing
	☐Budget/Financial Processes 
	☐HR Processes

	☐Project/Program Coordination
	☐Policy Development & Analysis 
	☐Other:




Institutional Knowledge
	Critical Knowledge
	Shared Knowledge? (Yes/No)
	Who else has the knowledge? 

	
	
	

	
	
	



Step 4: Identify High Potential Employees
Instructions
1. Consider employees who demonstrate strong performance and potential to grow into the target role 
2. Utilize performance reviews, observed behavior/results, career interests, and a 9-Box Employee Potential Framework
3. Document strengths, development needs, and readiness
Employee Information
	Employee Name
	Current Title
	Department 
	Years in Current Role
	Target Position Title:

	
	
	
	
	



Employee S.W.O.T Analysis 
	Strengths (Internal, Positive)
	Weaknesses (Internal, Negative)
	Opportunities (External, Positive)
	Threats (External, Negative)

	
	
	
	

	
	
	
	

	
	
	
	



Employee Readiness Assessment 
	☐Ready Now
	☐Ready in 3-6 months
	☐Ready in 1 Year

	☐Ready in 2 Years
	☐Ready in 3 Years
	☐Ready in 3–5 Years


Step 5: Create a Career Development Plan
After identifying high potential employees, the next step is to create a comprehensive career development plan to prepare employees for future roles.
Instructions
1. Identify priority skill gaps and strengths to build on
2. Set realistic development actions and knowledge transfers that support readiness for the target role
3. Review progress regularly and update the plan as needed
4. Utilize support and resources 
Development Focus Areas
	Competency/Skill to Develop
	Type (Core/Technical/Knowledge)
	Priority (High/Medium/Low)

	
	
	

	
	
	

	
	
	



Development Actions
	Development Actions
	Target Timeline
	Owner (Employee, Supervisor, Both) 

	
	
	

	
	
	

	
	
	



Knowledge Transfer Plan
	☐SOPs/Process Documentation
	☐Job Aids/Reference Guides
	☐Recorded Demonstrations

	☐Job Shadowing
	☐Mentoring/Precepting
	☐Cross-Training/Job Rotation

	☐Shared Drives/Knowledge Repositories
	☐Checklists/Protocols
	☐Other:



Progress and Follow-Up Plan
	☐Weekly Check-Ins
	☐Monthly Check-Ins
	☐Quarterly Check-Ins

	☐1:1 Meetings with Supervisor
	☐Informal Check-Ins
	☐Skills/Competency Checklist

	☐Milestone Tracking 
	☐Shared Document/Tracker
	☐Other:



Support and Resources 
Visit the Manager Toolkit – “Develop Your Team” website to access helpful resources, including the Career Development Plan, S.W.O.T. Analysis Reference Guide, and the 9-Box Employee Potential Framework.
· Submit a Request for an Individual Consultation
· Or reach out to the Training and Organizational Development team at HRTraining@utoledo.edu 
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