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Introduction 

Workforce development and training 

constitute one part of Pima County Health 

Department’s (PCHD) comprehensive 

strategy to further staff  development and 

organizational goals.  PCHD’s workforce 

development program promotes a culture 

of learning and staff  development across the 

department.  The workforce development 

program seeks to enhance staff  training and 

capacity for practicing quality improvement.  

Trainings are identifi ed and developed to take 

advantage of opportunities and eliminate 

gaps in knowledge, skills, and professional 

development.  

Strategic planning allowed PCHD to align 

its resources with the priorities of Healthy 

Pima, a comprehensive community health 

assessment and improvement planning 

initiative. The health priorities identifi ed were: 

healthy lifestyles, health literacy, access to 

care, and health equity. One of the goals of the 

Strategic Plan focuses specifi cally on workforce 

development.

Workforce development planning began with 

the formation of the Workforce Development 

Team, a group comprised of PCHD staff  from 

varying job classifi cations and program areas 

representing each division of the department. 

The Director empowered the Workforce 

Development Team to provide operational 

leadership of workforce development eff orts 

within the department.

This document provides the comprehensive 

workforce development plan for PCHD.

Purpose & Introduction



Agency Profile

Location and population 
served 

Pima County, located in southern Arizona, 

covers 9,184 square miles and is home to 

approximately one million residents.  It is 

adjacent to six Arizona counties and shares 

132 miles of an international border with 

Mexico.  The majority of residents live in the 

Tucson metropolitan area.  Other population 

centers within Pima County include Green 

Valley, Marana, Oro Valley, Sahuarita, South 

Tucson, Vail, and the sparsely populated towns 

of Ajo and Sells, the capital of the Tohono 

O’odham Nation.  The U.S. 2013 Census 

Bureau reports the population of 

Pima County to be just over 996,000 

residents.  The median age of Pima 

County residents is 37 years old.

Governance

Pima County is governed 

by a fi ve member Board of 

Supervisors who appoint a 

County Administrator and three 

Deputy County Administrators.  

The Health Department is overseen 

by a Director and Deputy Director who are 

appointed by the County Administrator. The 

Board of Supervisors also appoint an eleven 

member Board of Health to serve as an 

advisory body to the Health Department and 

the Board of Supervisors.  In this capacity, it 

recommends rules and regulations, reviews 

and advises on public health issues, and 

monitors department operations including the 

budget for the protection and preservation of 

public health.  



Vision

Mission

The mission of the Pima 
County Health Department 
is to ensure the health, 
safety, and well-being of 
our community through 
leadership, collaboration, 
and education.

Aspirational Tenets

Client-focused
We use our abilities and resources to address 
our clients’ needs.

We treat the diverse populations we serve 
with compassion and respect.

Community-centered
We identify emerging health issues and 
priorities in response to stakeholder 
feedback.

We reflect community values by providing 
strong leadership and developing 
collaborative partnerships.

Evidence-based
Scientific knowledge is the foundation of our 
policies and programs.

Our decision-making is based on credible 
data grounded in the best available 
practices.

Integrated
We recognize the complexity of our clients’ 
lives and honor our responsibility to 
address their needs in a holistic fashion. 
Our programs, services, and community 
resources are seamlessly connected and 
accessible.

Pima County Health 
Department



PCHD Organizational 

Structure

PCHD is organized into functional and 

administrative divisions.  An organizational 

chart was developed to describe the 

administrative and program management 

structure (Appendix A).  The divisions 

collaborate in developing, implementing 

and coordinating department services and 

activities.    

Funding

PCHD programs and services are funded 

through a variety of sources.  In FY 2014-

2015, PCHD’s expenditure authority totaled 

$31,808,945.  In addition to Pima County 

General Fund support, PCHD sources of 

revenue are summarized in the following table.



Learning Culture

PCHD supports and promotes professional 

development for its staff . PCHD strives to 

be a learning organization where people 

continually expand their capacity to create 

a healthy community, where new and 

expansive patterns of thinking are nurtured 

and encouraged, where collective aspiration 

is set free, and where people are continually 

learning together. Trainings are available to 

all employees to maintain and enhance the 

quality of services provided and strengthen 

public health core competencies. PCHD’s 

workforce development program enables staff  

to be creative, resourceful, and strategic in 

fi nding solutions and collaborating with each 

other and community stakeholders to improve 

the health of Pima County residents.

Workforce policies 

Currently, there is a County Board of Supervisor 

Policy D 23.6 (APPENDIX B) in place to 

comply with the regulations applicable to 

the standards of a merit system of personnel 

administration as set forth by the Federal 

Offi  ce of Personnel Management and 

authorized in the Arizona Revised Statues.  

This policy outlines a variety of human 

resource approaches that are currently 

available to support training and development 

opportunities for all County employees.



Workforce Profile

This section describes PCHD’s current 

workforce profi le that helps the Workforce 

Development Team identify future workforce 

needs and training opportunities.

Current workforce 
demographics

The table below summarizes the 

demographics of PCHD’s current workforce.  

This table includes an analysis of total 

employees, gender, ethnicity, age and primary 

professional disciplines.  This analysis enables 

us to better understand our workforce and 

helps the Workforce Development Team 

identify opportunities and strategies for 

implementation of trainings and continued 

staff  development.

833 254

Total employees  337

Total full time equivalent 369
refl ects full- and part-time positions

Grant/contract funded  30%

Race* 

Hispanic          143

Asian             3

African American          16

Caucasian         173

More than one race            2

Age     
20 - 30    26 
30 - 39    59 
40 - 49   75
50 - 59    88
More than 60     89      

Primary Professional 
Disciplines/Credentials:

Degree/Credential*     Frequency

Associate of Arts   25

Associate of Science   11

Bachelor of Arts   29

Bachelor of Science   86

Dr. of Veterinary Medicine      1

Master of Administration     8

Master of Business Admin.      4

Medical Doctor       3

Master of  Education       3

Master of Public Admin.      3

Master of Public Health     9

Master of Science   12

Master of Social Work     2

Nurse Practitioner        3

Physican Assistant     2

Philosophy Doctorate       2

Registered Dietician     4

Registered Nurse   31

Certifi ed Nurse Midwife     1

Registered Environmental Health                    
Sciences /Registered Sanitarian  10

Other     49

*Data Source: Workforce Development Survey



Front line staff    20%

Public health professionals 57%

Managers and supervisors 20%

Directors and senior leaders   3%

Retention rate per 5 years Approx. 50%

Employees within 3 years or less from retirement: 

• Eligible now  37

• Over the next 3 years       28      

Future Workforce

Our future public health workforce will 

continue to be competent, focused, 

motivated and confi dent in public health 

practice.  Through increased training and 

staff  development, PCHD staff  will better 

understand implementation and evaluation 

of evidence-based public health practices and 

use innovative approaches to improve public 

health outcomes throughout the community.

PCHD is committed to a culture of 

learning and development, and creating 

those opportunities for all staff .  Through 

implementation of this Plan, PCHD is 

committed to enabling staff  to become a 

stronger public health workforce for this 

community.  

PCHD continues to enhance eff orts to adapt 

to the changing public health landscape 

by strengthening its ability to showcase a 

workforce that collaboratively improves policy, 

systems and environment to combat chronic 

disease and other public health concerns.   

PCHD’s workforce continually builds its 

capacity to promote disease prevention 

practices throughout the community and 

adapt public health strategies based on the 

needs from our community and stakeholders.



Assessing the current workforce environment 

is essential for the successful implementation 

of workforce development initiatives. The 

Workforce Development Team considered 

workforce trends, organizational structure 

and culture, department funding levels 

and community assets and collaborations 

that infl uence current and future workforce 

planning. 

Workforce Opportunities and 
Challenges

Several factors within PCHD may result 

in a loss of institutional knowledge and 

high demand of training resources. PCHD’s 

retention rate is 50% over a fi ve-year period 

and 37 employees are currently eligible for 

retirement, with 28 more becoming eligible in 

the next 3 years.  Furthermore, PCHD has an 

aging workforce with 53% of employees over 

the age of 50, which may present a challenge 

in fi nding qualifi ed applicants once these 

individuals retire.

Pima County has a centralized human resources 

department that works in conjunction with the 

PCHD Personnel Unit. County HR serves 6,000 

employees and issues standardized policies 

and processes that provide a strong framework 

for PCHD workforce policies and procedures. 

While this structure frequently benefi ts PCHD, 

it can reduce PCHD’s fl exibility in designing and 

implementing initiatives that meet the specifi c 

needs of its public health employees.  

Similar to national trends in public health 

funding, capacity in Pima County to off er 

professional growth opportunities for public 

health professionals has diminished.  These 

trends encourage PCHD to adopt creative 

solutions and partnerships to achieve PCHD 

workforce goals and objectives. PCHD benefi ts 

from a strong working relationship with the 

University of Arizona. In addition, PCHD works 

closely with the Western Regional Public Health 

Training Center housed at the University of 

Arizona. This Training Center is part of the 

National Network of Public Health Institutes, an 

organization dedicated to innovation, 

leveraging resources, and building 

partnerships across private and 

public sectors to improve public 

health. The Workforce Development 

Team partnered with the Training 

Center to develop PCHD’s workforce 

competencies and continues to 

Current Environment



PCHD Competencies & 
Education Requirements

leverage the Center’s resources and expertise. 

Finally, there is strong department leadership 

support and broad buy-in across all staffi  ng 

positions for PCHD workforce initiatives. Staff  

development and employee recognition 

were identifi ed very early in the department’s 

strategic planning process as key priorities. 

Strategies to improve PCHD’s workforce and 

culture have been incorporated into our 

Strategic Plan and as key indicators in the 

PCHD Performance Management Plan.

PCHD’s Workforce Development Program 

strives to address these challenges and 

leverage available opportunities and 

resources.

PCHD Competency 
Framework

Quality public health delivery by local health 

departments requires a workforce with diverse 

knowledge, skills and abilities. PCHD uses a 

three-level competency framework to ensure 

staff  have the tools to eff ectively perform all 

assigned 

duties.

PCHD 

Organizational 

Competencies

Organizational 

competencies are 

priorities identifi ed 

through PCHD’s strategic planning process 

and work to achieve national public health 

accreditation.  Additionally, personnel 

representatives from PCHD and the Pima 

County Human Resources Department have 

identifi ed trainings that are required for all 

staff .

a



PCHD Public Health Core 
Competencies 

The Core Competencies for Public Health 

Professionals were developed by the 

Council on Linkages to identify skills 

important for public health organizations. 

They serve as a starting point for 

organizations to understand, assess, 

and meet training and workforce needs, 

and for individuals to identify topics for 

professional development.  

The Council on Linkages designed 

three tiers based on staff  roles and 

responsibilities to facilitate the application 

of public health core competencies within 

an organization.  These diff erent levels 

include:  Tier 1 (entry level and public health 

professionals), Tier 2 (supervisors and 

managers), and Tier 3 (senior managers and 

CEOs).  

The Workforce Development Team recognized 

that over 20% of staff  held support level 

positions, which are not clearly represented 

in the standard Council on Linkages tiers and 

core competencies. To include these key front 

line positions the Workforce Development 

Team collaborated with the University of 

Arizona Western Regional Public Health 

Training Center to adapt the Council on 

Linkages’ core competencies to include a new 

tier and domain for support level positions.  

This process included reviewing the eight 

competency domains for relevance to support 

level positions and examining offi  cial County 

human resources job descriptions and 

department functional job descriptions to 

shape the language and content of a new tier 

and domain category.  The Team built upon 

the work of the accreditation and strategic 

planning teams to demonstrate the value 

of adopting the modifi ed public health core 

competencies to senior leadership.  The core 

public health competencies and addition of 

the fourth tier served as a strong foundation 



for a robust workforce development plan and 

program that is inclusive of all staff  positions. 

To create the new tier, competencies were 

added, modifi ed and deleted from the 

public health professionals tier and a new 

domain was created for Tier 1. PCHD aligned 

department positions into the following 

adopted core competency tiers: 

Tier 1. Front Line, Support Staff *

-Administrative Specialist

-Administrative Support Specialist

-Offi  ce Support (I,II,III,IV)

-Public Health Aide

Tier 2. Public Health Professionals*

-Animal Care Dispatcher

-Animal Care Field Offi  cer

-Animal Care Tech

-Case Manager

-Clinical Dietician

-Communicable Disease Investigator (I,II,III)

-Community Nutrition Specialist

-Contracts Manager

-Dental Assistant

-Driver

-Environmental Health Specialist (I,II)

-Epidemiologist

-Health Educator (Sr.)

-LPN

-Medical Claims Examiner

-Program Coordinator

-Program Services Specialist

-Public Health Nurse

-Regulatory Compliance & Lab Supervisor

-Special Staff  Assistant

-Supply Technicians

Tier 3. Managers and Supervisors

-Animal Care Enforcement Supervisor

-Animal Care Shelter Supervisor

-Community Health Dietetic Services 
Coordinator

-Environmental Health Supervisor

-Nutritional Services Coordinator

-Patient Care Services (I,II,III)

-Physician

-Program Manager

-Purchasing/Warehouse Supervisor

-Veterinarian

Tier 4. Directors and Senior Leaders

-Administrative Support Services Manager

-Administrative Services Manager

-Chief Medical Offi  cer

-Deputy Director

-Director

*Individuals with these job titles who supervise 
staff  are considered  to be in Tier 3.



PCHD Public Health Core Competencies



PCHD adopted a revised 

set of core competencies, 

which includes nine core 

competency domains.



PCHD Professional 
Competencies

Multiple public health-related disciplines 

require specialized competencies and 

continuing education for ongoing licensing 

or practice. PCHD 

has a number of 

positions that 

require staff  to 

have licensure, 

certifi cations or 

specialized training 

to perform job duties. These positions and 

associated continuing education requirements 

are summarized in the table below.



Determining Training 
Needs
PCHD identifi ed training needs through a 

department-wide tool that included a core 

competency self-assessment and a training 

preferences survey. Results from this assessment 

helped the PCHD Workforce Development Team 

determine staff  skills, knowledge, interest, and 

workforce development opportunities.

PCHD staff  were invited to participate in the 

PCHD Core Competency and Training Needs 

Self-Assessment the Spring of 2014.  The 

purpose of this survey was to establish a 

baseline of core competencies and to assess 

staff  preferences in training topic, format and 

delivery.  PCHD had an 89% response rate, with 

298 respondents of 334 total PCHD employees.  

All PCHD Divisions were represented among 

the respondents, with the majority (28%) 

working in Nutrition and Health Services.  Of 

the respondents, 50% self-identifi ed as Public 

Health Professionals, 29% as Support Staff , 18% 

as Managers/Supervisors and 3% as Directors/

Senior Leaders.  The complete survey results can 

be found in the PCHD Training Preference Survey 

and Core Competency Self-Assessment: Overview 

and Findings. (Appendix C ) The following table 

highlights results for staff  confi dence in public 

health core competencies by tier:

This 

assessment 

identifi ed a 

need to tailor 

trainings 

by core 

competency 

and tier to most eff ectively support staff  

development.

Identifying Training Needs 
and Resources

The Workforce Development Team used 

the results of this assessment to identify 

training needs and resources. In addition 

to the trainings mandated by Pima County 

Human Resources and the PCHD Compliance 

Offi  ce, the Workforce Development Team 

identifi ed several key training areas that would 

enhance organizational competencies. The 

Department-wide priorities and opportunities 

identifi ed were communication, cultural 

competency, quality improvement, customer 

service, leadership and staff  recognition. 

These subjects were incorporated into PCHD’s 

training curricula and schedule.

A variety of training sources and formats was 

considered by the Workforce Development 

Team to facilitate that a comprehensive set of 

trainings were available to all staff .  The Team 

reviewed in-house training resources, online 

trainings from reputable sources, and trainings 

available through our local, state, and national 

partners.



Goals, Objectives &    
Implementation Plan

Workforce Development in PCHD is guided 

by Goal 4 of our department strategic plan, 

which describes our training goals and 

workforce development activities.  Goal 4 of 

the department strategic plan identifi ed four 

objectives and associated strategies to further 

PCHD’s learning culture.

Goal 4: Reinforce a public health 
workforce that is prepared and 
knowledgeable

Objective 1 

By 2019, establish a baseline of PCHD 

staff  performance in public health core 

competencies as measured by the Arizona 

Public Health Training Center’s Public Health 

Core Competencies Self-Assessment and 

Training Preferences Survey

Strategy: Develop a competent PCHD 

workforce

Objective 2 

By 2019, establish a baseline of reported 

positive work environment and culture 

within PCHD

Strategy: Foster positive PCHD culture 

by routinely listening and proactively 

addressing employee concerns

Objective 3 

By 2019, 100% of PCHD managers and 

staff  will demonstrate fi scal responsibility and 

awareness to stakeholders

Strategy: Provide budget management trainings 

and resources to program and division managers

Objective 4

By 2019, establish a baseline of the number of 

interns, volunteers and other trainees within PCHD

Strategy: Implement a department level volunteer 

and internship program

Each year, specifi c activities with expected 

outcomes, completion dates, and responsible 

persons to lead these activities are determined.  

These activities are outlined in an annual work plan 

(Appendix D).



Roles and Responsibilities

Workforce development eff orts are guided by 

the Workforce Development Team and the core 

functions are to:

• establish the training curriculum and 
   schedule,

• review and update the work plan 
  annually,

• provide guidance, mentoring and     
coaching opportunities to managers,

  supervisors and PCHD staff  throughout 
  the implementation process, and

• promote a culture of learning within the 
  department.

Senior leadership and the Workforce 

Development Team ensure all program 

managers and supervisors have the proper 

tools and knowledge to facilitate participation 

in the Workforce Development program.  

Program managers and supervisors are 

responsible for orienting their staff  to the 

program, this Plan, our department Strategic 

Plan, and all available resources.

PCHD Staff  is responsible for understanding 

the Workforce Development curriculum and 

what trainings are available and which are 

mandatory for their respective Tiers.  PCHD 

Managers and Supervisors will work with 

employees to enhance personal development 

goals with associated trainings available 

through the Workforce Development Program. 

Pima County Human Resources works to 

ensure each employee participates in Pima 

County required trainings.  Pima County HR 

supports employee growth and development 

and helps enhance a healthy work 

environment. 

Pima County Board of Supervisors approves 

appropriate levels of funding to support 

workforce development activities.  PCHD’s 

Director is responsible to the Board of 

Supervisors and County Administration 

for eff ective implementation of workforce 

initiatives including priority setting and 

establishment of goals and objectives.

Communication Plan

 PCHD provides timely information about 

the Workforce Development Program, and 

its shared vision of a culture of learning and 

staff  development.  Moving this culture 

forward relies heavily on systematic sharing of 



information and knowledge, and discussing 

lessons learned.  

We use existing strategies outlined in 

our department communications plan to 

communicate our workforce development 

eff orts, such as training opportunities, training 

and development resources and training 

outcomes.  Regular formal and informal 

communication supports buy-in at all levels of 

PCHD, enhancing the culture of learning and 

achievement of strategic priorities.

There are many avenues we use to 

communicate information to our staff , 

stakeholders, and the community.  This 

multi-faceted approach involves meetings 

and presentations, trainings and workshops, 

newsletters, email, and memos and social 

media.  Through these avenues we:

• Promote Workforce Development 
   opportunities and resources

• Share updates on Workforce Development 
   eff orts

• Provide linkages between performance
   management, quality improvement, 
   strategic planning, the Healthy Pima 
   initiative, public health accreditation, and 
   workforce development

• Share successes and lessons learned

• Recognize staff  contributions to Workforce  
   Development eff orts 

Curricula 

PCHD strives to be a high performing health 

department that promotes training to improve 

the quality of our programs and services.  Senior 

leadership and the Workforce Development 

Team reviewed results from the assessments as 

well as other requirements and competencies 

to identify appropriate training opportunities 

for staff .  All training opportunities, materials, 

and resources are coordinated by the PCHD’s 

Workforce Development Team, and are tied to 

our department strategic plan.

Training opportunities are created to meet 

identifi ed needs and enhance the quality of 

staff  knowledge, skills, and practices within 

the department.  To assure a robust workforce 

development training program, a variety of 

opportunities is available to staff , including 

workshops developed in-house; coaching 

facilitated through the Workforce Development; 

online trainings from reputable sources; and 

trainings off ered by our local, state, and national 

partners.

The following table shows the trainings provided 

as part of the PCHD Workforce Development 

Program and how they align with the public 

health core competencies.  The list that identifi es 

who should participate, the level of the training, 

delivery method, and the purpose of the training 

can be found in Appendix E. 

A schedule for these trainings is provided in 

Appendix F Regardless of the stated frequency, 

all trainings are available as a refresher course.  
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Monitoring & Evaluation

Monitoring and evaluation of the Workforce 

Development Program allows PCHD staff  to 

identify  “how well we are doing” in developing 

our workforce to provide quality public health 

service.  It allows us to track and report on the 

strength and improvement of our workforce 

to County leadership, the community and 

stakeholders and its impact on public health 

service delivery within the community.  

There are a number of methods to consider 

when evaluating the implementation and 

success of the Workforce Development 

Program.  PCHD has chosen the Kirkpatrick 

Model (ASTHO) to help evaluate the 

eff ectiveness of the Workforce Development 

Plan and Program.  The framework for this 

analysis includes four levels for evaluation:

Level 1 Reaction: 

To what degree do participants react 

favorably to the training?

Level 2 Knowledge: 

To what degree do participants acquire 

the intended knowledge, skills, attitudes, 

confi dence, and commitment based on 

their participation in a training event?

Level 3 Behavior:  

To what degree do participants apply 

what they learned during training when 

they are back within their job?

Level 4 Results:  

To what degree do targeted outcomes 

occur as a result of the training event and 

subsequent reinforcement?

PCHD Workforce Development Team will be 

responsible for the oversight, monitoring 

and evaluation of the program. To eff ectively 

monitor and evaluate the Workforce 

Development Program, the team will conduct 

post-training evaluations as well as a quarterly 

survey of staff  on the eff ectiveness of trainings 

relative to the Kirkpatrick Model levels.  

Managers and supervisors will also incorporate 

evaluation of competencies into each 

employee’s annual performance review.

On a quarterly basis, the Workforce 

Development Team will address any emerging 

issues, assure all trainings are available to 

respective tiers and competencies, identify 

new training opportunities and seminar 

topics, monitor the eff ectiveness of trainings 

pertinent to PCHD job duties, and document 

progress toward workforce development goals 

and objectives.  

The PCHD Personnel Unit will be in charge 

of tracking participation and summarizing 

evaluation results and providing them to 

the Workforce Development Team.  It is the 

responsibility of managers and supervisors to 

ensure staff  attends required trainings.  



Sustainability

A well-prepared workforce is the foundation 

for achieving PCHD’s mission and strategic 

direction. As such, PCHD has aligned its 

strategic planning and workforce development 

eff orts. Workforce development, quality 

improvement and performance management 

are tied directly to strategies and activities in 

our Strategic Plan.   

The Workforce Development Team reviews, 

evaluates, and revises this Plan as necessary on 

an annual basis to ensure we are appropriately 

developing our workforce to meet PCHD’s 

mission, goals and objectives. Senior 

leadership reviews all revisions and the Health 

Director provides fi nal approval.

The purpose of evaluating our Plan is to ensure 

high-level performance across the department 

and to further support development and 

sustainability of a strong workforce within 

PCHD.  In general, the evaluation of our Plan  is 

comprised of three questions:

1. Is the Plan being implemented as designed 
and working well?

2. How can the Plan be improved?

3. What is the impact of the Plan?  

The Workforce Development Team prepares an 

annual update to highlight all PCHD workforce 

development eff orts and fi ndings.  The report 

is reviewed by senior leadership, Board of 

Health, and Board of Supervisors. 

We have great senior leadership support 

and Workforce Development Team members 

committed to developing and supporting the 

growth of our already diverse and talented 

staff .  Using this Plan, we are excited to move 

the process forward, providing our staff  the 

tools and resources needed to create a healthy 

Pima County for every one, every where, every 

day. 
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Appendix D - Strategic Plan Quarterly Progress & Updates
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