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YES NO

Only

25%
of organizations believe they have an adequate successor ready for their 

top leadership role.

1

2

3



4/22/2026

2

75%
of leaders stated that appointed boards and commissions (which often 

feed into top leadership) struggle to find willing participants.

01
The Generational Workforce Shift

Why now — and why county government feels it first

T H E  G E N E R A T I O N A L  S H I F T

Four generations — one workforce

Baby Boomers

1946–1964

Exiting leadership

Decades of institutional 
knowledge walking out the 
door

Generation X

1965–1981

The bridge

Stable, change-savvy — but 
a smaller cohort

Millennials

1982–1994

Ready to lead

Motivated by autonomy & 
trust. Largest workforce 
share.

Generation Z

1995–2012

Entering service

Collaborative, 
entrepreneurial, want clear 
advancement
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T H E  C O U N T Y  C H A L L E N G E

Why county government feels this differently

The constraints

• Rigid job classification systems
• Limited compensation flexibility
• Slower hiring timelines vs. private sector
• Competing for the same talent pool
• Retirements often predictable — transitions still chaotic

The opportunity

• Intentional culture outcompetes salary
• Development creates loyalty
• Planning prevents crisis
• Strong onboarding retains new leaders
• Counties that invest in people keep people

The numbers behind the urgency

50%+
State and local government 

workers over age 45

15%
have a formal

succession plan

25%
believe they have an

adequate successor for top 
leadership roles

37%
of leaders plan to
exit in 5-10 years

02
Operational Resilience

Building county operations that survive leadership change
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O P E R A T I O N A L  R E S I L I E N C E

The Risk Control Culture Matrix

VALUE CULTURE
Safe by choice

RULES CULTURE
Compliant but fragile

REACTION CULTURE
Good intentions, poor systems

INJURY CULTURE
Reactive, high riskO
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O P E R A T I O N A L  R E S I L I E N C E

Typical Thinking

When external / compliance forces drive Thinking / Behavior.

Regulation
s

Results / 
Success = Environment Thinking /

Behaviors
Luck +X X

Typically, Static

Compliance Issues

O P E R A T I O N A L  R E S I L I E N C E

Cultural Thinking

Regulation
s

Results / 
Success = Environment Behaviors / ThinkingLuck +X X

Typically, Static

Compliance Issues

When internal / culture forces drive Thinking / Behavior
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S A F E T Y  C U L T U R E  &  C O N T I N U I T Y

Safety culture is a workforce continuity 
strategy

It's systemic, not individual

When safety is embedded in 
culture and process, it 
survives leadership change. 
When it lives in one person's 
head, it doesn't.

Turnover creates safety 
gaps

New employees don't have 
experienced colleagues to 
model behavior from. 
Consistency erodes. Incident 
risk rises.

Engagement drives 
outcomes

High-engagement counties 
see lower incident rates, 
lower turnover, and stronger 
institutional knowledge 
retention.

Culture attracts the next 
generation

Millennials and Gen Z choose 
employers with clear values 
and operational integrity. 
Safety culture is a recruiting 
tool.

O P E R A T I O N A L  R E S I L I E N C E

When people leave — what actually breaks?

The knowledge cliff

Undocumented processes

Vendor relationships & history

Informal workarounds

Institutional memory

Network of trusted contacts

The resilience response

• Document before someone announces retirement
• Unify HR, risk, compliance into coherent systems
• Reduce single-person process ownership
• Build administrative redundancy intentionally
• Treat fragmentation as a risk — not just inconvenience

YES NO
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P a u s e  &  r e f l e c t

County Workforce
Readiness Assessment
Rate your county on 10 key dimensions — 1 (not started) to 10 (fully in 
place).

A  Succession & leadership pipeline Items 1–3

B  Institutional knowledge & documentation Items 4–5

C  Workforce & generational readiness Items 6–7

D  Operational resilience & safety Items 8–10

Use the scoring sheet provided

O P E R A T I O N A L  R E S I L I E N C E

What resilient county operations look like

Document now

Don't wait for a retirement announcement. Map one critical 
process this quarter.

Cross-gen mentorship

Boomers mentoring Millennials before they leave is the most 
efficient knowledge transfer available.

Audit fragility

Every process one person manages alone is a continuity risk. Find 
and reduce them.

Budget for development

Leadership development in the budget, not just in the aspiration.

Manage EPLI risk

How you communicate through transitions — generational and 
otherwise — creates legal exposure.

Annual plan review

Succession plans become stale. Schedule a review every 12 
months, not every decade.

03
Succession Planning for Counties

Most counties haven't started. Here's how.
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YES NO

S U C C E S S I O N  P L A N N I N G

A practical framework for county leaders

1 Start now Begin 5+ years before anticipated transitions. Identify your 3–5 most critical roles today.

2 Assess honestly Look at management readiness, not just org charts. Who could step up — and what do they 
need?

3 Choose successors Leadership capability, cultural fit, institutional knowledge. Not always the most senior person.

4 Write it down A written plan with timeline, development milestones, and a communication strategy for staff.

5 Plan the transition Successor transitions take 2–3 years. Allow time for observation, adjustment, and knowledge 
transfer.

S U C C E S S I O N  P L A N N I N G

Questions to ask when choosing a successor

About the person

• Do they genuinely care about this organization?
• Can they lead and manage relationships at all levels?
• Are they aligned with the county's mission and 

values?
• Will they be supported by their own family or 

personal network?

About the plan

• Are they willing to do the unglamorous work of 
leadership?

• Will they respect what came before while evolving it?
• Have they been developed — or are we setting them 

up to fail?
• Do we have a realistic transition timeline for them?
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YES NO

Three things to do this month

01
Identify your top 3 critical roles

Ask the question: is there a successor ready? If not, what would it take to get one?

02
Have one honest conversation

Talk to a long-tenured employee about knowledge transfer before they transition out.

03
Audit one fragile process

Find one administrative process only one person fully understands — and document it.

Thank you.
Questions & discussion
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