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Abstract

This article presents the process of developing a managerial development succession plan in nursing, as developed at a mental health hospital. There 
is a shortage of comprehensive and systematic research on the integration of the nursing sector in management positions at the hospital and the public 
sector. In light of the above, a managerial succession plan was developed for the hospital nursing staff. Participants took part in the program until their 
eventual placement in managerial positions model till the affiliation of managerial positions. The process is highly recommended for other hospitals or 
organizations in the public sector.  
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Introduction 

Managerial succession planning is a mean for achieving high 
performance, filling key positions and meeting current and future 
talent needs [1]. To meet this goal, organizations must develop 
formal programs to enable a core managerial succession plan for their 
organizational activity [2].

Studies demonstrate the importance of developing a managerial 
succession plan in general and specifically a nursing succession plan 
[3]. The critics argue that there is a lack of essential knowledge and 
skills required for a management position [4]. This is crucial in nursing, 
as the transition from a nursing to a managerial position involves the 
integration of leadership and managerial skills that were not part of 
their daily routine [5,6]. These employees are required to commit to 
the organization’s goals, technology and management challenges [7]. 
Managerial positions require the development of appropriate skills 
that will help meet management challenges along with the challenges 
of nursing [8]. They further require the acquisition of communication 
skills, flexibility, adaptability and commitment to strategy [9], human 
resources skills and political wisdom which are all essential to effective 
management in the field of nursing [10].

Promoting untrained employees to managerial positions may 
cause organizational and personal damage such as a decrease in 
employee motivation, stress and burnout, dysfunction and a lack 
of organizational effectiveness [11]. To reduce negative impacts, 
organizations recruit candidates for managerial succession and 
prepare them for management positions in a structured program [3].

The Robert Wood Johnson Foundation developed a management 
program for nurses. It was developed in the United States and intended 
to guide, develop and train nurses to cope with the challenges of the 

future [12]. This leadership training was intended for nurses who 
served in senior management positions in hospitals and clinics in 
order to improve their managerial skills. There was no emphasis on 
preparation for junior managerial positions or to succession planning. 

In nursing, employees are promoted to managerial positions 
based on intuition or objective constraints without proper training 
[3]. In fact, until 2012, there was no relevant training for junior 
level managers nor was there a succession planning program for the 
nursing sector.

Case Study

Considering the inconsistency of the process in the field of 
nursing, we found it appropriate to deal with this issue in terms of 
human resource development processes in hospitals. Since there is 
no training track for succession planning in nursing, such a track 
was developed at a mental health hospital. The program was based 
on stages of location, training and placement in nursing managerial 
positions.

A comprehensive managerial program was formulated in order 
to locate candidates, train them in the managerial track and placing 
them in management positions. The program included a number of 
stages, as detailed below.

Candidate location:

 The first stage entailed building a process for locating candidates. 
The main principles were transparency and fairness. The process was 
as follows:

•	 Call for candidates, 

•	 Requesting supervisors to identify committed employees, 
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•	 Candidate files,

•	 Assessment interview,

•	 Acceptance/rejection letter.

After formulating the main idea of ​​the nursing succession plan in 
the hospital, a call for candidates was published through all internal 
communication channels at the hospital, describing the assessment 
process to the candidates. The department heads were provided an 
explanation of the process and their possible contribution. Those 
responsible supervisors were asked to locate candidates in their 
departments and to encourage them to apply. The candidate portfolio 
consisted of a supervisor recommendation based on a structured form 
built by the steering committee. The supervisors were asked to explain 
their choice of candidates, emphasizing clinical and managerial skills. 
The employee evaluation form was attached as well. 

The steering committee met and reviewed the candidates’ portfolios 
based on pre-determined criteria, rating each aspect on a scale. The 
candidates were invited for a personal interview with the steering 
committee. At the end of the interview, each member of the steering 
committee rated the candidate and a final grade was determined after 
discussion. Applicants with high scores were accepted to the course. 
The rejected candidates were given an explanation for their rejection.

Building a training program

In the second phase, a training program was constructed. The 
program focused on clinical and managerial skills. 

The clinical skills taught throughout the course included 
communication with families, legal formulation of administrative 
records, rehabilitation and innovative treatment methods geared 
toward psychiatric hospital implementation.

The managerial skills were leadership, teamwork, decision-making 
and creativity.

The candidates worked on self-analysis and building a program 
for personal and professional development. Each candidate received 
feedback on his personal development throughout the course.

The training program was conducted through multiple learning 
strategies, ranging from ODT (Outdoor Training) to lectures, 
workshops, questionnaires, self-analysis tools, peer learning, project 
preparation and simulations. The training processes focused on 
the self-development of each candidate regarding his strengths and 
weaknesses.

One of the course requirements, which was an indicator of 
whether or not to promote the employee to a managerial position, 
was to lead an improvement project in the department or hospital. 
The team project aimed to improve department performance and thus 
improve hospital performance. The participants select a relevant topic 
from a range of hospital activities. The teams received academic and 
clinical support during the preparation of the projects. The projects 
were presented as part of a seminar on the final day of the course.

Assigning employees to management positions

The third phase, at the end of the course, was based on an evaluation 
prepared for each participant. It presented the development process 

throughout the course, the skills developed and the skills requiring 
further development. All candidates were invited to a personal 
interview with the Nursing Director. The candidate was presented 
with feedback on his performance as well as a decision regarding 
his professional career in the hospital. Some of the candidates were 
immediately assigned to junior management positions at the hospital, 
some were notified of future promotions, while the others were 
assigned to continuous training on a personal level.

Evaluation, feedback and building a continuous plan

In the final phase, as part of the steering committee’s learning curve, 
all participants were subject to an assessment and evaluation process 
in terms of training program, its contents and future development. 
The feedback demonstrated an expectation for a continuation course 
which would place an emphasis on communication skills, conflict 
management, and teamwork with a supervisor and project leadership. 

A follow-up program is currently being prepared, as part of a 
continuously learning process.

Discussion
Succession planning is a central organizational process that 

seeks to achieve long-term effectiveness by ensuring the recruitment 
of employees who will be able to fulfil managerial positions in 
their organization. There is no structured process for identifying, 
developing and placing employees in nursing managerial positions. 
This paper presents a model developed by the authors, which was 
implemented as a pilot in one of the largest psychiatric hospitals in 
Israel. Despite initial apprehension of this new process (both managers 
and employees), the candidates completed the program. Within two 
years, half were appointed to managerial positions as deputy heads 
of various departments, others were promoted to supervisory roles, 
coordinating the accreditation and quality of the hospital. Feedback 
compiled after several years demonstrates high motivation to fulfill 
the role successfully and to contribute in other areas (such as research, 
improvement teams). 

Conclusion
To conclude, the goal of setting a succession planning program 

was achieved. A precedent was set in the hospital at the organizational 
level as well as in the sectoral level for succession planning. The entire 
process aroused great interest among all employees, even from other 
sectors, awarding prestige to those chosen for the program. The 
process shows that it is possible to rise above prejudicial stigmas about 
employees who work in the organization for decades. It is possible 
to develop a structured and professional succession program for the 
next managerial generation that will lead the hospital to a high level 
of performance. It appears that the process, in its current format, has 
succeeded and should be expanded to other hospitals in the future.
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