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National Park Service Career Management Concept

Director's Message to Employees

This is the Career Management Concept developed by the Grade
Comparability Task Force to identify ways to accomplish point
nine of the 12-Point Plan, to "Expand Career Opportunities for
our Employees."

This Concept should not be viewed as a rigid policy statement,
It is intended to establish a flexible framework for future
policies and actions for career management throughout the
Service. Managers, supervisors and employees are encouraged

to learn as much as possible about the elements, procedures and
personnel management tools available for career management and
to apply them in career planning and organizational development.
Personnel offices are available to assist in the development of
specific plans and actions to carry out the principles of the
concept.

Career management is a dynamic process effective only through
the participation and cooperation of everyone. I hope that
this document will be the stepplng -off point for a successful
program benefiting the Service in meeting its present and
future skills needs while also assisting employees in planning
their careers.

William Penn Mo Jr.
Director
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National Park Service Career Management Concept
Introduction

This document provides basic information on the principles of
career management within the National Park Service. Career
management, as the term is used here, can be defined as a broad
set of practices used to manage the Service's human resources to
assure that current and long-term work force requirements will be
met, as well as to facilitate the career development of
individual employees.

Organizational Career Management Concepts

There exists a need to properly manage and plan work force needs
to meet current mission requirements and to assure that the
Service will have a future work force with adequate skills and
experience to meet the needs of the organization and the public
it serves., As a minimum, this work force planning effort must
consider that employees progress in a manner which minimizes
attrition, anticipates future growth demands and assures that key
personnel at all levels are available to replace employees who
retire or otherwise leave the organization. To be sure, such
planning efforts are beneficial to employees, but the primary
motivation and concern must be for the continued health of the
organizational entity.

Without question, work force planning is the responsibility of
management within the organization. The process of work force
planning, particularly within the non-defense sector, has been
historically limited primarily to position management, grade
control and proper allocation of FTE's. The major goal of this
document, therefore, is to present processes and activities that
can serve to effectively manage the Service's work force, both
for the benefit of the organization as well as for the Service's
most valuable asset, its employees. The key to career management
planning, both within the National Park Service and all other
agencies, is to establish positions and the general organization
of work in such a manner as to optimize the accomplishment of the
missions of the organization. The first step in career manage-
ment planning, therefore, is to analyze the mission of the
organization and the contribution of the unit, division or
district toward the meeting of the mission. Work is then
organized and positions structured to best meet mission needs and
facilitate support of mission goals.

Employee Career Planning Concepts

From the moment an employee is hired into an organization, the
processes of career management are initiated. These processes
may be highly-structured or, as is almost always the case, are
loosely planned or haphazard.
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From an employee's point of view, the act of employment generally
carries with it certain assumptions and expectations regarding
job security, mobility, advancement and enhanced job responsi-
bility. Most employees assume that hard work, dedication to the
mission of the organization and interpersonal cooperativeness
will eventually result in the realization of their personal
career goals and expectations.

The point of greatest departure regarding employee career plan-
ning generally involves the question of who is responsible for
it. Is the employee solely responsible for the planning and
management of his or her career progress? Is it the organiza-
tion's responsibility to see to it that deserving employees
progress into higher grades and enhanced areas of responsibility?
The obvious "truth" is, of course, that the burden of responsi-
bilty for career planning lies with the employee, with counseling
and support by the supervisor and overall systems guidance by the
organization. Another major purpose of this document, therefore,
is to attempt to define the career planning concept and to pro-
vide detailed information to Service employees regarding avenues
available in planning their careers.

Elements of an Effective Career Management Program
An effective career management program:

- Requires a systematic and consistent approach in the assessment
of work force requirements and the evaluation of employee qua-
lifications and interests for the purpose of developing a highly
qualified source to meet the Service's work force needs.

- Provides technical tools and detailed information to supervi-
sors and employees necessary to allow them to mutually plan and
manage employee careers within the Service.

- Helps supervisors in motivating employees to improve their
knowledges, skills and abilities in order to be ready for posi=-
tions which will enhance employee careers and meet Service work
force goals.

- Provides clear goals and recommendations for each major series
and occupation within the Service so that employees and super-
visors may work in a collective fashion to meet both the
Service's work force planning needs and the employee's career
management needs.

- Supports Affirmative Action goals by increasing opportunities
for development and advancement of women and minorities in jobs
where they are underrepresented.



Responsibilities Under the Career Management Concept
Supervisors

Supervisors need to become fully familiar with personnel manage-
ment policies and programs, Equal Opportunity principles and the
Service's goals for work force management. Personnel systems and
programs are tools for supervisors to assist them in managing
their human resources and realizing the goals of work force
management and should be used aggressively and creatively.

Supervisors should serve as the employee's primary source for
discussing career goals, career progression avenues, mobility and
assignment opportunities. They should also discuss performance
and skills appraisal, training and developmental opportunities
and realistic career expectations.

Emplovees

Employees need to become familiar with personnel systems and
organizational realities in planning their careers. A flexible
career plan should be based on long-term personal goals and
should consider current and desired qualifications and experi-
ence; geographic mobility; willingness to accept a variety of
assignments, with possible crossover into different occupations;
and self-development.

Employees should continually seek to improve their skills since
the burden to develop, grow and achieve a high level of per-
formance falls on them.

Employees should be made aware that creative avenues are avail-
able for meeting career management goals, but that the Service
will work with employees in meeting their personal goals only
when they are compatible with the goals of work force planning
and the staffing needs of the organization.

Personnel

The Personnel Offices should provide operational support to
supervisors in recruitment and placement related to career plan-
ning. They should serve as a source of information to super-
visors and employees regarding training and development and other
personnel management programs applicable to career management.
The Personnel Offices should also provide advice and assistance
to supervisors in carrying out their responsibilities for career
assessment and counseling. Supervisors may wish to refer subor-
dinates directly to the Personnel Office for some aspects of
career counseling, such as when an employee expresses a desire to
make a career change and wants further information on specific
opportunities, qualification requirements, etc.
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Equal Employment Opportunity

Supervisors should coordinate with Personnel and Equal
Opportunity officials to obtain support and technical assistance
on career management actions taken in support of Affirmative
Action goals.

Personnel Systems As Tools For Career Management

While this section is not intended to establish a burdensome
administrative process, it should be pointed out that there are a
number of personnel management systems available that can be used
creatively by supervisors in managing the career patterns of
their employees. These programs are flexible and should be used
systematically depending on organizational and employee needs.
There are no regulatory or policy requirements that would
preclude supervisors from using a variety of sources for filling
their positions or structuring their organizations and positions
to meet the Service's work force planning goals., Tools available
to conduct this planning and career management are:

- Merit Promotion Plan

- Reassignment Mobility Policy

- Special Employment Programs

- Voluntary and Directed Reassignments

- Individual Development Plans

- Intake and Trainee Programs

- Cooperative Education Programs

- Supervisory, Managerial and Executive Development Programs

- Skills Training

- Participation in Professional Seminars, Committees and Task Forces

- International Assignments System

- Details and Special Assignments

- Occupational Crossover Placements

- Performance Appraisal System

- Position Management Program

- Sabbaticals

- Try Out Assignments and Temporary Promotions

~ Intergovernmental Personnel Act (IPA)

- Affirmative Action Plans and Equal Opportunity Recruitment
Plans (FEORP)

- Upward Mobility Programs

Career Progression Avenues

The purpose of the above information is to clarify that there is
a great deal of flexibility in the personnel management system
and availability of ways in which the Service may fill and struc-
ture its positions. For purposes of discussion and illustration
and because it is the most numerous occupation in the NPS, we
have selected the Park Ranger occupation to serve as an example
for career management.



Historically, the trend in the National Park Service has been to
have only one narrow career ladder for "Rangers" (including the
former Park Technicians, GS-026, which series has now been abol-
ished and incorporated into the GS-025 series).

In order to: 1) More fully meet the Director's objectives in point
nine of his 12-Point Plan on Expanding Career Opportunities for
Our Employees; 2) recognize the truly high level of profession-
alism and technical expertise needed to manage the National Park
Service and its resources and accomplish its missions for the
future and 3) develop more highly-skilled employees, we propose
that the Service establish the beginnings of a Servicewide Career
Management System.

Accomplishment of this gcal will require a redesign of the exist-
ing Park Ranger career ladder from a single track to one of
multiple tracks. The system currently operating is demonstrated
in Chart 1 and the proposed plan in Chart 2, Charts 3 and 4
demonstrate the various ways individual employees might progress
under the general scheme of Chart 2. These are just a few of the
almost limitless possibilities and are offered here only as
examples, not as mandatory procedures and pnot as all-inclusive
examples. The number of possibilities is not limited to the
number of recognized Occupational Series as listed in the appen-
dices or depicted in charts. We have limited the charts to three
primary avenues of progression only for illustrative purposes.
Individual employees may, from time to time, also cross over from
one primary avenue to another (i.e., Interpretation to Protection
or Resource Management to Interpretation, etec.), if position
requirements and personal qualifications permit.

As demonstrated in this chart, the current GS-025 series is a
single grade interval series from grade GS-1 through GS-5 and a
two-grade interval series above grade GS-5. This simply means
that progression by individuals through the grades is in the
manner of GS-1, 2, 3, 4, 5, 7, 9, 11, 12, 13, 14 and 15. The
advancement to grades GS-7 and above is most often through super-
visory and/or managerial assignments of progressively more
responsible nature. The opportunities for advancement above
grade GS-7 in non-supervisory assignments is fairly limited.
Most Park Rangers recognize this is true and tend to select
supervisory/managerial assignments that have the higher potential
for advancement. As a consequence, very few Rangers have been
interested in developing career options outside of the mainstream
Park Management option because they believe that other options
are self-limiting. In point-of-fact, the only limiting element
in these other options has been the personal reluctance of the
individual Rangers and selection practices of managers that have
tended to perpetuate the narrowness of the career ladder.

Chart 2 depicts, in summary form, an optional career ladder that
is possible if increased professionalism of the work force is
established as a viable Service goal. The primary basis for this
concept improving on the career patterns is that most
professional and technical specialist grade patterns are of the
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two-grade interval nature and have as their base a GS-5 grade.
Individuals pass through grades the same as GS-5 and above Park
Rangers progress, i.e., GS-5 to GS-7 to 9 to 11 to 12, ete. The
primary difference is that the career ladder can be either super-
visory/managerial or specialist in nature. In fact, it does not
depict a gsingle career ladder. Instead, it depicts several
career ladders that can be melded into a career management scheme
for a broad spectrum of employees. Several career ladders and
career patterns can be found or established at one park if it is
of sufficient size. However, most career patterns are a compo-
site of several positions of gradually increasing responsibili-
ties found in several parks or throughout the Service.

This concept does not mandate that many of our current Rangers
must become specialists to the exclusion of traditional Ranger
types of activities. What will be necessary is the recognition
of those areas of work that are specialist in nature and the
encouragement of progressively more difficult and responsible
work in those areas. This may result in some current Rangers
choosing to go into series offering greater advancement potential
in the future when their education and backgrounds permit. It
may also result in de-emphasis of some of the traditional Ranger
work in some of those positions. For example, patrol work may be
deemphasized in one position in favor of increased professional
wildlife management work., Reordering of priorities and skillful
position management or organization of work may be necessary to
assure a balanced program and accomplishment of mission.

Another related concept is the difference between what is
expected at the various grade levels of Rangers and Specialists.
The Park Ranger Series Classification Standard describes full
performance work at every grade level from GS-3 to GS-13. While
there is provision for GS-5 and GS-7 trainee positions in the
GS-025 standard, the Service historically has been reluctant to
use positions in this fashion because it would serve to limit
advancement to higher grades to those individuals who have com-
pleted such trainee assignments. By not using the trainee
assignments, theoretically, all Rangers have an equal opportunity
to advance., As a practical matter, things simply do not work out
that way. Therefore, the Service has a log-jam of GS-5 Rangers
that have very limited prospects for advancement. This condition
is further aggravated by the ranks of GS-3's and GS-U4's who are
also trying to break into the higher grades.

With nearly all the specialist standards, the starting level is
GS-5, and both the GS-5 and GS-7 levels are trainee levels. The
first full performance level is GS-9., Obviously, at the outset,
employees assigned to such positions have a better opportunity to
advance to higher grades.

The career management concept for Rangers envisioned in Chart 2,
and the subsequent example Charts 3 and 4 is one in which

some Park Ranger/Manager employees progress much in the same
manner as they do now in Chart 1. Others will progress in mixed
Park Ranger/Specialist positions in both nonsupervisory, non-
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managerial roles to grade levels commensurate with the specialist
skills and knowledeges required. Still other employees will
advance as pure specialists. For example, a Park determines a
need for a full performance criminal investigator and decides to
fill the position at the GS-5 trainee level with a full perform-
ance level of GS-11. The position is classified at all levels as
a GS-1811, criminal investigator.

Another example illustrated by the charts is the progression of
employees through specialist or mixed Ranger specialist positions
as well as traditional Rangers who, in addition to their work in
a specialty occupation, also work in capacities that include
progressively more responsible supervisory and managerial skills.
These kinds of individuals will have an opportunity for crossover
into many park management assignments. An example of this is an
Historian, GS-170, who completes a trainee assignment at GS-5 and
GS-7 and upon movement to a GS-9 position becomes a site manager/
supervisor at a unit of a major historical park. In this
position, the historian continues to develop professional skills
and, at the same time, begins to develop managerial and leader-
ship abilities., If the individual desires a management career
rather than a specialist career, a crossover assignment to a Park
Manager, GS-025-12 would be appropriate. The incumbent would
qualify on the basis of the previous supervisory/managerial
experience.

These are just a few scenarios out of hundreds of possible combi-
nations that can result from using the broader Chart 2 scheme.
Please note, not everyone needs to be linked to the same pattern
of development and there is built-in flexibility at every level,
including the sources from which the GS-5 entry level group is
drawn.

The inherent flexibility of the Park Ranger, GS-025, occupation
in terms of work performed and qualifications requirements is
what permits the Service to adapt this career management concept.

The Service would expect all uniformed personnel to use the
working title of Park Ranger even if their official classifica-
tion title is in some other series. This allows the Service to
maintain a common public stance vis-a-vis the uniform, but still
take advantage of the built-in flexibilities of the entire Civil
Service Classification System in establishing and managing our
positions and personnel.
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Supervisory or Lead Ranger

Protection or Interpretive Ranger
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Deskl/etc.

CHART 1 — CURRENT RANGER CAREER LADDER




GS-11,-12
GM-13,-14,15

GS-9,-11,-12,-13
GM-13

GS-5,-7,-9

CHART 2 — PROPOSED CAREER PATTERN

Park Management

GS-025
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Supervisor &
Management
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Cultural Resource
Management or
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Management
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Protection

Cultural
Resources

Historian GS-170
Geography GS-150
Sociology GS-184

Archaeology GS-193

Protection

GS-5,-7

3

Park Ranger GS-025
Police GS-083
Safety GS-018

Criminal Investigator

GS-1811

Firefighter GS-081

A
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Supervisor &
Management

Natural Resource
Management or
Interpretation

Non-Supervisor
Specialist
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Cultural Resource
Natural Resource
Protection or
Interpretation

Natural
Resources

Biologist GS-401
Forester GS-460
Wildlife Biologist
GS-486
Geologist GS-1350

T

A

Generalist Ranger

GS-025

Law Enforcement, Search & Rescue, Firefighting,
Emergency Medical Technician, Interpretation, etc.




CHART 3

Historian Park Management
GS-025-11,-12
GS-170-13 GM-025-13,-14,-15
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Historian Resource Chief Interpretation
Management
GS-170/025-12 GS-170/025-12
QS170-12 GM-170/025-13 GM-170/025-13
Histori Supervisor Cultural Assistant Chief
(S0ran Resource Specialist Interpretation
GS-170-11 GS-170/025-11 GS-170/025-12
T< } T
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) ) Cultural Resource District
Historian Specialist Interpretation
GS-170-9 GS-170/025-9 GS-170/025-9

I
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,T

Historian Trainee

Historian Trainee

Interpretation
Trainee

GS-170-5,-7

GS-170/025-5, -7

GS-170/025-5, -7

A

A

Ranger Generalist

GS-025-5,-7
Degree in History*

*Or any other Social, Biological or Physical Science Series,

i.e., Archaeology, Biology, Geology. (See Appendix A,

Two-Grade Interval Series List.)




Natural Resource
Specialist

GS-401-13

T

CHART 4

Park Management

GS-025-11,-12
GM-025-13,14,15

[}

Natural Resource

Natural Resource

Chief Ranger

Specialist Management
GS-401/025-12 GS-025-12
GS-401-12 GM-401/025-13 GM-025-13

T

!

T

Natural Resource

Supervisor Natural

District Ranger

Specialist Resource Specialist
GS-401-11 GS-401/025-11 GS-025-11,-12
- = T
)

Natural Resource
Specialist

Natural Resource
Specialist
(Supervisor)

Subdistrict Ranger

GS-401-9

GS-401/025-9

GS-025-9

<

-+

.

Natural Resource
Management Trainee

Natural Resource
Management Trainee

Protection Ranger

GS-401-5,-7

GS-401/025-5, -7

GS-025-5,-7

b

A

4

Ranger Generalist

GS-025-5,-7
Degree in Biology*

*Or any other Social, Biological or Physical Science Series.
(See, Appendix A, Two-Grade Interval Series List.)
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Attachment I

Two Grade Interval Series List

Following is a list of series wherein the two-grade interval
(i.e., GS-5, GS-7, GS-9, GS-11) pattern of advancement is normal
and to which positions may be classified or cross-referenced.
Those that are Professional Series are followed by an
asterisk(*), The rest are specialist series. Incumbents of
positions classified as Professional Series must meet the
appropriate eduacational, academic and/or degree requirements. A

cross (+) after the series means there is no published
classification standard for the series.

GS-018 Safety Management

GS-020% Community Planning

GS-023 Outdoor Recreation Planning
GS-025 Park Ranger

GS-028+ Environmental Protection Specialist
GS-080 Security Administration
GS-101%+ Social Science

GS-110% Economist

GS-150% Geography

GS-1T70% History

GS-180% Psychology

GS-184%4 Sociology

GS-188 Recreation Specialist

GS-190%+ General Anthropology

GS-193% Archeology

GS=-201 Personnel Management

GS-212 Personnel Staffing

GS-221 Position Classification

GS-223 Salary and Wage Administration
GS-230 Labor Management and Employee Relations
GS=-235 Employee Development

GS=-241 Mediation

GS-243 Apprenticeship and Training
GS-246+ Contractor Industrial Relations
GS-260 Equal Employment Opportunity
GS-301 Miscellaneous Administration and Program
GS-334 Computer Specialist

GS-340+ Program Management

GS-341+ Administrative Officer

GS-343 Management Analysis

GS-345+ Program Analysis

GS-391 Communications Management
GS-393 Communications Specialist
GS-401%+ General Biological Science
GS-403#% Microbiology

GS-408%4+ Ecology

GS-410% Zoology

GS-413#%+ Physiology

GS-414% Entomology

GS-430% Botany

GS-434%4 Plant Pathology






