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FOREWORD 

It is not an easy task for leaders to find their successors among 
those who have the potential to lead but do not know it, and among 
those who would like to lead but feel left out. Equally hard is the task 
of foreseeing challenges yet to come, and at the same time develop 
leaders with the right competence to meet them. What a formidable 
task then it is to do all three: find and grow new leaders, fit them 
with the right skills, and set direction toward what we know is an 
increasingly complex and undefined future. 

We offer this succession planning concept as the basis for develop­
ing leadership as we shape the goals of the organization. One cannot 
be done without the other. The challenge is change, so we must 
define leadership potential and decide on managerial and executive 
competencies to make change happen, and complete the planning to 
achieve them. It is our organizational strategy. Let us work together 
in a disciplined, unselfish way and do it. 

Roger G. Kennedy 
Director 
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DEVELOP SUCCESSION PLANNING MODEL FOR THE NATIONAL PARK 
SERVICE THAT WILL HELP SENIOR MANAGEMENT IDENTIFY, DEVELOP AND 

SELECT MANAGERS TO MEET FUTURE NEEDS. 

INTRODUCTION 

The main goal of a National Park Service 
Succession Planning strategy is to help meet the 
Service's needs for management skills and work 
force diversity by the end of this century. To accom­
plish this goal, the Service must implement and inte­
grate management processes for the projection, iden­
tification, assessment, development, and selection of 
highly qualified candidates to replace expected loss­
es among our cadre of managers. 

While this study is concerned with projecting 
managerial replacement needs, it should not be 
viewed in isolation but as a significant linking ele­
ment to other processes in a comprehensive career 
management program. 

This s tudy will serve as a foundation for the basic 
career management elements of identification, devel­
opment, and selection. To assure the integration of 
these important elements, it is imperative that the 
management practices used to select future leaders 
are in accord with the essential elements of this con­
cept. This means that while the regions have the del­
egated capability ot making career management 
decisions affecting their respective work forces, their 
actions must have an inter- rather than an intrare-
gional focus to remove any artificial barriers in 
developing candidates who will meet the long-range 
manager, supervisory and executive skills needs of 
the Service as a whole. 

Employees need to be encouraged to compete for 
assignments and developmental opportunities which 
cross regional, occupational and functional bound­
aries if the Service is to develop a well-rounded core 
of candidates for future supervisory/manager ia l / 
executive positions. 

We strongly believe that there should be a basic 
organizational framework under which Succession 
Planning should operate if it is to be successful. 
Essential elements of this framework include: 

ESSENTIAL ELEMENTS 

1. MANAGEMENT COMMITMENT AND 
INVOLVEMENT 

The Succession Planning concept must be manage­
ment-driven if it is to succeed in meeting the future 

needs of the Service. While Human Resources 
Offices can provide the administrative structure and 
support for the planning process, they should not be 
viewed as the principal proprietors of the program. 
Success of the program requires the personal leader­
ship of the Director and the involvement of his top 
management staff, including the Deputy Director, 
Regional Directors, and Associate Directors. This 
involvement does not mean hands-on program 
administration—this is the role of support offices. 
However, candidate identification, assessment, and 
development must have the continuing personal 
attention of top management. The Director also 
must make sure that there is accountability among 
top managers. The bypassing of established guide­
lines will cause management actions, especially 
selections for management positions, to lose credibil­
ity and the support of the work force. 

2. INTEGRATION OF STRATEGIC PLAN AND 
MANAGEMENT SUCCESSION PLAN 

Presumably, a National Park Service Strategic Plan 
will exert long lasting influence in all of the Service's 
future operating need^ including the kineR of man­
agement characteristics required to meet such needs. 
All of the influencing factors need to be identified, 
described, and tied to Succession Planning to pro­
vide compatibility between new directions and the 
management skills which will be needed. In addi­
tion, we also believe that there should be a separate 
human resources management strategy which com­
prises all factors affecting the work force including 
employment and on-the-job quality of life. 

The human resources strategy is to include issues 
identified in the Vail Agenda, new needs generated 
by the redirection of the Service's mission, new stud­
ies, and other evolving programs resulting from 
Government wide reforms. 

3. ORGANIZATIONAL CULTURE/ 
VALUES/MISSION 

One of the major strengths of the Service is its 
organizational culture and values. These represent a 
long tradition of service and concern for the protec­
tion of the resources by employees willing to make 
personal sacrifices to support the Service's mission. 
New, immediate, and long-range requirements to 
meet the major goals, which assure that the Service 
attracts skills for the future and that it reflects the 
country's population diversity, may conflict with this 
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culture. For example, the need for new skills and 
work force diversity may require the external recruit­
ment and advancement of relatively new employees 
into the specialist, supervisory and managerial 
ranks. This may appear as a poor management prac­
tice to on-board, long-term employees who have 
made a career investment to the Service and who 
may perceive that they are being bypassed by new 
employees. Consequently, Succession Planning 
efforts should provide that new entrants into the 
Service work force be highly qualified and bring 
with them skills and capabilities not readily available 
within the current work force. 

4. ATTENTION TO DIVERSITY 

As the national demographics continue to evolve, 
we need to create a management team that mirrors 
the cultural diversity of the population as a whole. 
The Service needs to focus increased efforts toward 
incorporating women and minorities into its work 
force, particularly at the middle and higher grade 
levels in the organization. 

Senior management must make a commitment to 
learn to manage diversity, to promote a representa­
tive work force and to facilitate this initiative. This 
includes selecting women and minorities for man­
agement positions and other higher level positions as 
well as increasing the pool of management candi­
dates. "Glass Ceiling" and other similar barriers and 
practices should be identified and eliminated. 
Strategies should be developed to recruit women and 
minorities and to include them in developmental 
opportunities, including training programs, details, 
work groups and shadowing assignments. 
Mentoring and sponsorship programs will also facili­
tate and enhance the development of potential lead­
ers. 

To strengthen commitment, managers should be 
trained and offered incentives. On the other hand, 
managers who are derelict should be held account­
able for their actions and appropriately sanctioned. 
Progress toward achieving a balanced work force 
should be monitored through the performance 
appraisal process. 

5. MANAGEMENT DEVELOPMENT 

A planned approach that develops and strength­
ens the managerial competencies of the Service's 
future leaders would be made within the context of 
Strategic Planning. 

Based on the results of an assessment process and 
career counseling, a variety of developmental experi­
ences and training will be identified and document­
ed for each employee. 

Experiential assignments should be given empha­

sis augmented as appropriate by such other activities 
as shadow assignments, participation on task forces 
and special projects, management readings and cross 
functional developmental assignments. All program 
participants must participate in a formal mentoring 
program. 

6. MANAGEMENT COMPETENCIES, 
ASSESSMENT AND SELECTION 

As a primary element of a Succession Planning 
strategy, the Service will need to formalize and pro­
ject the characteristics and competencies its man­
agers will need to meet future mission challenges. 
To do this, there will be a need to research and select 
effective tools available in the Federal and the pri­
vate sector to identify, assess, train and develop 
potential candidates. If tools are not available, ade­
quate, or compatible with the skills and organiza­
tion's cultural needs, then the Service must invest in 
the development or modification of programs tai­
lored to its requirements. 

We cannot emphasize strongly enough that the 
selection process must be based on a career manage­
ment blueprint established in advance and fully 
communicated to employees. When we establish 
career paths and if employees wish to advance with­
in these career paths, there will be certain require­
ments for candidates and selecting officials. These 
requirements may comprise competition for and 
acceptance of developmental assignments, participa­
tion in training activities, career mobility and the 
willingness of candidates to accept positions for 
which they have been prepared for and which meet 
the organization's skills needs. 

7. HUMAN RESOURCES FUNCTIONAL 
SUPPORT 

While the principal responsibility for Succession 
Planning rests with management, the human 
resources functional support must provide the basis 
on which good program decisions will be made. An 
important aspect is to provide good administrative 
support in helping management articulate needs, 
procure appropriate assessment instruments, admin­
ister and monitor the assessment process. This sup­
port also includes communications and guidance to 
employees, the development of administrative tools 
to implement programs, assistance with other related 
administrative requirements, management reports 
and evaluative feedback. 

A key aspect of this support, however, is that there 
is a valid demographic data collection and analysis 
system to provide the basic information on skills and 
diversity needs for planning purposes. This analysis 
should be provided to management on a periodic 
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basis for decision making, expansion, deletion or 
modification of program planning to meet any 
changing situations. Such data can be very useful to 

plan for needed resources to implement programs 
and to provide advice and assistance to management 
on alternatives and needed changes. 

RELATIONSHIP TO OTHER PROGRAMS 

Succession Planning should be viewed as a 
staffing or human resources strategy rather than sim­
ply a mechanism for projecting manager vacancies. 
A good plan includes an active, continuing participa­
tory process that draws from many sources for its 
success. As discussed, top management support is 
essential, but its effectiveness is predicated on the 
contributions of all parties affected and the use of all 
available human resources programs. 

Strategically, the operations of a succession pro­
gram should draw support and integrate the results 
of other programs on a short- and long-range basis. 
For example, the Intake and Cooperative Education 
Programs should be viewed as long-range contribu­
tors to Succession Planning. Consequently, selection 

into such programs should be with the view that 
they will provide a source for future management 
candidates. Strengthening of training and develop­
ment programs for first-line supervisors and man­
agers should also be carried out to develop a core of 
highly qualified managers to fill immediate and 
future needs. 

This means that the Service needs to establish, 
support, and strengthen other contributory programs 
that deal with processes such as candidate assess­
ment, mentoring, merit system, affirmative action, 
special employment programs, budget, counseling, 
and most important, employee identification, selec­
tion, supervisory training, and management devel­
opment. 
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PROGRAM LEADERSHIP AND RESPONSIBILITIES 

Any Succession Planning program, as with any 
successful human resources program, must be the 
property of major decision-making elements of the 
organization, each contributing to its operation and 
effectiveness. Under no circumstances should it be 
considered a self-implementing program which is 
the sole responsibility of the human resources offices. 
To assure continuity and validity, the program must 
be supported by management, supervisors, employ­
ees, and staff offices. These roles are proposed in 
concept in this section and are in no way all-inclu­
sive. 

—Director 

The Director provides personal support for 
Succession Planning as an important part of career 
management that includes identification, assessment, 
development, and selection of candidates to manage­
rial positions. The Director will also encourage the 
top management staff to support the goals and poli­
cies of Succession Planning to meet the future skills 
and diversity needs of the Service. There must be 
assigned accountability among managers who are 
personally involved in the monitoring of all activities 
including resource support, development of policies 
and procedures and organizational planning which 
supports career progression. 

—Leadership Succession Planning Board 

The Board, chaired by the Deputy Director and 
staffed by selected management representatives on a 
rotating basis, will serve as the linchpin between 
Succession Planning and the proposed selection to 
park management and other managerial positions. 
Its principal role is to monitor the overall effective­
ness of the functioning of the Service's Succession 
Planning components. The Board will provide over­
sight so that the essential elements of Succession 
Planning are inherent in such processes as planning 
for future skills needs, work force diversification 
efforts, and management development activities. 

The Board will also provide guidance to field man­
agement and planning so that Succession Planning 
efforts are properly funded and supported. One of 
its most important roles, however, will be to provide 
continuing attention and nurturing of the processes 
of candidate identification, development, and selec­
tion to establish a highly qualified source from which 
to meet future management needs. 

—Associate Directors 

Top management presence and direction is a must 
in the respective occupations over which they have 
staff supervision. For example, the Associate 

Director, Natural Resources, has oversight over disci­
plines related to science and natural resource man­
agement and should provide significant input on the 
monitoring of these occupations. This involvement 
should be concerned with the organizational envi­
ronment where positions exist which support park, 
regional, and national programs. 

To carry out this oversight, top management needs 
to be aware of specific occupational demographics 
and keep current on trends affecting the occupation 
whether they be caused by changing program 
emphasis, new programs, reorganizations, new occu­
pational guidance or any internal and external policy 
decisions. This oversight does not imply direct or 
indirect supervision of employees. Supervision is 
clearly the direct responsibility of field managers. By 
oversight, however, we mean to monitor and be 
involved in processes affecting the entry of highly 
qualified candidates into the occupation, training 
and development of specialists and supervisors, and 
Servicewide planning to meet future skills and man­
agement needs. 

—Regional Directors 

Regional Directors play a key role in the identifica­
tion and development of the future leaders for the 
organization. 

Such development can be broken down into three 
primary categories: employee training, supervisory 
training, and management development. Employee 
training is defined as providing employees with the 
technical and communications skills required to per­
form their job as effectively and efficiently as possi­
ble. Supervisory training programs include provid­
ing first-line supervisors with the skills and abilities 
to perform their job as well as programs for individ­
uals with high potential that need to be prepared to 
assume supervisory positions. Management devel­
opment is the development of existing supervisors to 
assume higher level positions in the organization. 
This would include the Senior Executive Service can­
didate program as well as an Executive Potential 
program for individuals already in supervisory posi­
tions. 

As a part of the identification and development of 
individuals, Regional Directors are responsible for al­
locating sufficient resources to accomplish this task. 

Once specific resources have been allocated to the 
identification and development effort, Regional 
Directors need to have significant involvement in the 
selection of individuals for developmental assign­
ments as well as any assessment process utilized to 
determine whether such individuals will be success­
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ful in such a developmental program. Mentors need 
to be assigned to each program participant to pro­
vide close assistance and guidance. Frequent and 
continued monitoring of progress needs to be anoth­
er requirement of the program. Developmental as­
signments, details, and work group participation are 
other aspects of an effective developmental program 
that will require specific interest and attention of the 
Regional Director. 

In the past, two areas where developmental pro­
grams have not received the attention necessary to 
ensure full success are: 1) communications and feed­
back to those individuals who have been or should 
be eliminated from a developmental program 
because of performance and /or interpersonal skill 
deficiencies or other factors, and 2) efforts put forth 
to effect a placement action upon successful comple­
tion of the program that is commensurate with the 
abilities and skills the employee has learned in the 
program. 

Lastly, the role of the Regional Director in this 
process is a continuing one, calling for the establish­
ment of an organizational climate that encourages 
creativity, risk taking, and innovation, and encour­
ages employees to achieve their full potential. They 
also need to provide employees with the quality of 
life amenities that makes the National Park Service a 
desired place of employment. Management skills, 
concern for the employee, and marketing of our 
organization will take on expanding roles in our 
future organization. 

—Regional Human Resources 

The intensity of the Offices' leadership and 
involvement will vary somewhat based on the degree 
to which planning is centralized or decentralized. 

Program administration responsibilities should 
include both program planning and program 
development components. The Regional Human 
Resources Office could provide input to central 
program management and data results which are 
applicable to each of the regions. Deviation in work 
force demographics may be more easily explained at 
the regional level, e.g., significant age variances in 
urban work force or in regions with high turnover 
with more opportunities to hire new employees. The 
Offices working with Position Management Review 
Boards can augment strategic organizational plan­
ning and projections by assisting management to 
identify the numbers and types of positions in target 
organizations (5- to 10-year projection). This assess­
ment could project the areas of professionalization, 
program shifts, and numbers of managers needed to 
support the target organization. 

Communications responsibilities need not be lim­
ited to distributing information to supervisors and 
staff typically associated with distributing announce­
ments but should be broadened to promoting the 
overall program. One excellent way to accomplish 
this is to provide frequent feedback to the field and 
central office program managers of program accom­
plishments. 

The Office can provide needed leadership in 
employee counseling. Quality career counseling of 
management development candidates will typically 
enhance participant professional growth and 
increase retention. The Office can also provide coun­
seling leadership by coordinating counseling efforts 
which includes supporting management in the selec­
tion, assignment, and training of management men­
tors at the regional level, providing oversight and 
monitoring of counseling activities. 

—Regional Equal Employment Opportunity Offices 

Equal Employment Opportunity Offices need to 
play a key role in the Succession Planning effort of 
moving toward a management team that mirrors the 
nation's cultural diversity. Each Office should collect 
and analyze work force data to determine the ade­
quacy of candidate pools. It should identify systemic 
barriers to a representative managerial work force 
and provide leadership in developing strategies to 
overcome barriers. The Office can also assess the 
impact the National Park Service organizational cul­
ture has on attracting and retaining women and 
minorities in management positions. After all the 
analysis, assessment, and study, the Office must 
work with central and field management through the 
affirmative employment planning process to: (1) 
open up the system, (2) change the organizational 
environment where it is not supportive of cultural 
diversity, (3) eliminate institutional barriers, (4) build 
quality, diverse candidate pools, and (5) increase the 
representation of women, minorities, and persons 
with disabilities in applicant pools and in managerial 
positions. 

—Regional Position Management Review Boards 

Position Management Review Boards are in an 
excellent position to provide program input in the 
Succession Planning process. Their experienced 
knowledge of the organization, functions, and needs 
should be a source of information for planning pur­
poses in designing long-range target organizational 
structures. 

The Boards would consider Servicewide career 
management concepts in planning organizational, 
occupational, and grade structures. They, in coordi­
nation with other staff support offices, would pro-
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vide advice and assistance to operating officials on 
work organization and duty assignments to support 
mission accomplishment and concepts such as the 
establishment of career progression patterns. These 
boards would also provide advice on establishing 
developmental and entry-level positions to meet 
future skills needs and work force diversity. 

Position Management Review Boards serve a very 
important function when it comes to Succession 
Planning. These Boards should be intimately 
involved in the entire process from assessment to 
final placement. 

—Budget Office 

A commitment of staffing and financial support 
for the Succession Planning Concept is essential. The 
ongoing, programmatic nature of succession plan­
ning suggests an annual base funding for the pro­
gram. A base increase request proposing funding 
and staff allocations should be developed at the earli­
est opportunity. 

Front end involvement of WASO Budget Offices 
staff will help streamline the funding process; more­
over, involving senior budget staff in program design 
and development will augment the integration of 
Succession Planning with strategic planning and 
budget planning, and will broaden the "ownership" 
base to include these pivotal administrative person­
nel. 

Potential program elements requiring staff and 
funding support from a central office source might 
include: personnel services; travel, tuition, and 
materials; and contracted services such as assess­
ment centers. 

—Supervisors 

Succession Planning participants often find that 
the effectiveness, productivity, and tone of their indi­
vidual developmental experiences depend in large 
part on the interest, attitude, and commitment of 
their immediate supervisor(s). 

Formal, academic training is secondary to experi­
ential development in successful, full range succes­
sion programs. Primary developmental experience 
will occur as on-the-job training guided by the 
immediate supervisor, who will bear significant 
responsibility for ensuring the developmental assign­
ments are carried out in the manner intended by 
framers of the program. Accordingly, as much care 
and thought should be given to selection of initial 
assignments and first-line supervisors as to the selec­
tion of program participants themselves. Supportive 
developmental relationships achieved through quali­
ty supervision will be a crucial, "make or break" con­
dition of program success. 

Sound employee appraisal data will be particular­
ly important to honest and accurate evaluation of 
program participants' developmental progress. As 
program implementers working closest with individ­
ual program participants, immediate line supervisors 
will possess a superior vantage point from which to 
provide realistic criticism and firsthand analysis of 
both the program's curricular framework, and the 
employee's success within that framework. 

Ideally, supervisors will develop an informal men­
tor relationship with participants, advising on social, 
technical and management skills, assisting with iden­
tification of strengths and weaknesses, offering 
career planning advice and counsel, and suggesting 
approaches in the resolution of work-related prob­
lems. Moreover, first-line supervisors can assist pro­
gram participants in the achievement of develop­
mental objectives by setting goals, providing advice 
and assistance in the attainment of goals, and by giv­
ing timely and constructive performance feedback. 

Working to foster a cooperative, participative 
management atmosphere will ensure that program 
ownership extends down to line supervisors. Line 
supervisors responsible for subordinate participants 
must have a voice in setting objectives and condi­
tions. A team approach to development, execution, 
and evaluation will create commitment and belief in 
the succession process among those most directly 
involved. 

—Employee Development Division 

Sound management Succession Planning must 
consider both formalized developmental programs 
for individuals showing great potential and short-
term developmental programs for incumbent man­
agers. Successful managers and executives come 
from both groups 

To produce the kinds of developmental programs 
or opportunities needed to support succession plan­
ning, the following must be in place: 

1. An Executive Resources Board composed of 
executive-level employees to act as a board of direc­
tors for the developmental programs to assure that 
they agree with the goals, objectives and mission of 
the organization, and to assure support (money and 
other resources) for the developmental programs. 
The Leadership Succession Planning Board could 
assume this role. 

2. Periodic assessments to identify where the 
greatest developmental needs exist. 

3. Establishment of long-term and short-term 
training and developmental programs to meet identi­
fied needs. 

4. Establishment of a method for evaluating and 
assessing the success of the developmental programs 
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