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IMPLEMENTATION OF NATIONAL PARK SERVICE SUPERVISION
TRAINING POLICY

Message from Associate Director for Administration

National Park Service supervisors have a significant impact on the quality of
individual and team performance throughout the Service. Employees flourish,
use their capabilities, address challenges and accomplish mission goals when
they work in environments created by effective supervisors. The Director
reissued the National Park Service policy on supervisory training in a
memorandum dated October 20, 1999. This memorandum outlines the policy for
training new and experienced supervisors and the responsibility of senior
managers to ensure that the policy is carried out to the fullest extent possible.
This booklet entitled “Supervisory Development & Training Guidelines” describes
the leadership competencies and training requirements for new and experienced
supervisors. This booklet will assist you and your supervisors in implementing
the training requirements outlined in the Director's memorandum.

Who is a Supervisor?

For purposes of carrying out the requirements in the Director's memorandum, it
is important to define what “supervisor” means. There are three types of
supervisors:

» Those who fully meet the definitions stated in the General Schedule
Supervisory Guide (GSSQG),

= Those meeting the Federal Wage System Job Grading Standard for
Supervisors, and

= Those who meet the definition of supervisor under 5 USC 7103(a)(10).

In each of these cases, “supervisor’” means an individual employed by an agency
having authority in the interest of the agency to hire, direct, assign, promote,
reward, transfer, furlough, layoff, recall, suspend, discipline, or remove
employees, to adjust their grievances, or to effectively recommend such action, if
the exercise of the authority is not merely routine or clerical in nature but requires
the consistent exercise of independent judgment.

Supervisors, as defined in the General Schedule Supervisory Guide, must spend
25% or more of their time supervising others and their titles include designations
such as “Supervisor,” “Officer,” or “Manager.” When first appointed to the
supervisory position, they are required to complete a one-year probationary
period.

Supervisors, as defined in the Federal Wage System Job Grading Standard for
Supervisors, have supervision as a regular and recurring part of their jobs on a
substantially full-time basis, and their title is designated as “Supervisor.” When
first appointed to the supervisory position, they are required to complete a one-
year probationary period.
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Supervisors who meet the definition of supervisor under 5USC 7103(a)(10) are
not required to spend a minimum of 25% of their time in the supervisory duties.
They do not have “Supervisory” in their title, and do not serve a probationary
period.

Although everyone who supervises others benefits from training, and each
situation is different, the following is the priority order for supervisory training:

1. Supervisors as defined by the Supervisory Grade Evaluation Guide or the
Wage Grade System Job Grading Standard for Supervisors who are
serving a probationary period,

2. Experienced supervisors as defined in #1 above,

3. Supervisors as defined under 5USC 7103(a)(10).

The intent of supervisory training is to develop and support supervisors who build
motivating environments where employees work well with others, and act as
leaders and partners in achieving goals, promoting improvement and change and
creating the future.  Supervisors make a meaningful difference in the
organization.

Training for Non-Supervisors

You may offer supervisory training to non-supervisory employees when this is
consistent with the NPS merit promotion plan. Management providing
supervisory training to non-supervisors should issue a formal policy statement on
the practice and ensure that it is implemented in a uniform, consistent manner
and without regard to age, race, religion, color, national origin, disability, politics,
sex, or sexual orientation.

NPS Supervisory Training Requirements

The NPS policy states that all newly appointed supervisors are required to
receive 80 hours of supervisory training in their first year and that all supervisors
at all levels receive 40 hours of supervisory training yearly. All newly appointed
supervisors serve a 12-month probationary period and must be “certified” in
writing that they are qualified to continue in the position beyond one year.
Completion of an Individual Development Plan and the 80-hour training
requirement is essential in order to meet the certification requirements. The
Supervision policy can be located in Appendix K of this guide.

Training Focus for

Supervision, Management & Leadership Career Field

Today’s supervisory jobs are important and complex. Supervisors need a full
array of competencies to accomplish work in ways that support high quality
employee and team performance as well as morale. This guide is intended to
assist supervisors by providing direction on how to obtain the competencies they
need to succeed in management. The primary focus for individuals entering the
Supervision, Management & Leadership career field should be on the leadership
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competencies, although the Individual Development Plan referred to in the guide
can include targeted developmental activities in technical areas.

OVERVIEW OF NPS
SUPERVISION, LEADERSHIP & MANAGEMENT CAREER FIELD

The Employee Training & Development Strategy

In 1994, the National Leadership Council approved the NPS Employee Training
& Development Strategy. This strategy set a new direction for the NPS. It
adopted the approach that all employee training and development should be
designed around “competencies” which are established for each career field and
for each job title.

What is a Competency?

Competency-based performance is an accepted concept in today’s business and
government. One comprehensive definition of competency is “a cluster of related
knowledge, skills and attitudes that affects a major part of one’s job, that
correlates with performance on the job, that can be measured against well-
accepted standards, and that can be improved via training and development.”
(Training Magazine, July 1999).

What are the NPS

Supervision, Management & Leadership Competencies?

The NPS Recognizes that Supervision, Management and Leadership is an
established career, and those individuals in this career field must develop
specific competencies in order to be successful. To that end, the NPS has
adopted the Office of Personnel Management’s Leadership Competency Model.
The model describes 27 competencies that are important to successful
performance in supervision, management and leadership positions. The
competencies are grouped under five major categories called “meta-
competencies.” The table below lists the competencies. Detailed definitions for
the competencies are available in Appendix A of this guide.

Leading Leading Results Business Building Coalitions
Change People Driven Acumen & Communications
Continual Learning Conflict Accountability Financial Influencing/Negotiating
Management Management
Creativity & Cultural Awareness | Customer Service Human Resources Interpersonal Skills
Innovation Management
External Awareness | Integrity & Honesty | Decisiveness Technology Oral Communications
Management
Flexibility Team Building Entrepreneurship Partnering
Resilience Problem Solving Political Sawy
Service Motivation Technical Credibility Written

Communications

Strategic Thinking

Vision
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Experts from 15 Federal Government Agencies and staff from George
Washington University, the Foreign Service, and the National Academy of Public
Administration participated in a study to determine, define and validate the Office
of Personnel Management’s Leadership Competency Model.

Competencies for Experienced Supervisors

The decision as to which competencies a particular supervisor or manager
needs, and the level of proficiency required for each, depends on the position the
individual occupies and the scope, impact, interactions and complexity of their
work. For example, a unit supervisor and a Superintendent both may need
competence in external awareness. However, the level of proficiency that each
needs would be very different. APPENDIXES C — G of this booklet contain
developmental suggestions to assist you in determining the competency level
and associated developmental topics. Appendix H contains sample courses
offered by various vendors.

Competencies for New Supervisors
OPM has conducted extensive research in the 27 leadership competencies, and
has determined that the competencies crucial for new supervisors are as follows:

Human Resources Management
Cultural Awareness

Team Building
Influencing/Negotiating

Conflict Management

Problem Solving

Service Motivation
Integrity/Honesty

Accountability

Decisiveness

The new NPS supervisor should focus his/her development on acquiring
proficiency in these competencies during the one-year probationary period.
Appendix B contains a new supervisor training framework that lists the required
topics for the 80 hours of required training.

Selecting Training Methods

Training delivery systems may include classroom training for some basic core
competencies and alternate delivery systems, such as computer-based training,
detail assignments and other. To receive credit towards the supervisory training
requirements, an employee must complete and have an approved SF 182
training form. Examples of delivery systems are:

CLASSROOM TRAINING: Enrollment in appropriate NPS, USDA courses,
other Federal sector training courses, and courses offered by non-
Government vendors and universities. Participants are provided a structured
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learning experienced in a classroom setting away from the job. Only
conferences that offer specific competencies are included in this category.

ALTERNATE DELIVERY SYSTEMS: Training provided via self-study
correspondence courses, technology-based media (audio/videodiscs or
computer-based training (CBT), satellite training, etc., as appropriate. The
participants are provided learning objectives, and the supervisor facilitates the
application of learning to work activities.

CAREER DEVELOPMENT EXPERIENCES: This delivery system includes
activities that provide participants with ways to learn new techniques or
perform different types of work. The following developmental activities have
provided particularly valuable in building leadership competencies:

= JOB ROTATIONS - includes assignments to different organizational
functions; must include formal learning outcomes.

» DETAILS - includes time away from designated position to different
position where learner performs the duties of the different position.

= MENTORING — program sponsored by the unit, region or the service
that engages the mentor and supervisor in specific learning objectives.

» SPECIAL PROJECTS - formal opportunities to direct or participate in
special projects or task forces not part of normal everyday
responsibilities.

You should discuss career development activities with your supervisor to identify
those that have the greatest potential for developing your leadership
competencies. These career experiences are documented on IDPs. Dynamic
IDPs include the following actions:

» Various ways are identified to apply new competencies at work,
» Mechanisms are established for continuous feedback from supervisors,
peers and employees.

Developing and using leadership competencies promote the following results:

» Improved individual and team performance,
» Increased learning, innovation and organizational effectiveness.

Local training coordinators and regional employee development managers
should be consulted to determine if training activities count towards meeting
supervisory requirements.
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Evaluation and Certification of Required Training

Your servicing personnel office should evaluate all training and certify that you
have completed your annual requirement for supervisory training. You should
ensure that your supervisor’s file has documentation of your completed training.

The Recommended Individual Development Plan

for New Supervisors

Each new supervisor is encouraged to have a completed Individual Development
Plan within 30 days of becoming a supervisor. The IDP is a tool cooperatively
developed between the new supervisor and his/her manager and is a key
element in acquiring the necessary leadership competencies. The IDP describes
the specific competencies the individual has targeted, as well as the training and
development strategies that will be used to develop these competencies.
Although there are service wide classroom training events that provide new
supervisors with the 80 hours of required training, supervisors should keep in
mind that no “standard” program will meet the developmental needs of each
supervisor. Rather, each supervisor should have an individual development
program tailored to his or her individual strengths, weaknesses and career
objectives. A suggested format for your IDP is included in Appendix J.

Transfer of Learning On The Job

Another component of the training process is ensuring that participants retain
and apply, or transfer, what they have learned. In any situation, forgetting a lot of
what is learned is normal — unless the learning is reinforced. Not only that,
regardless of how closely the training situation simulates real life, a great deal of
learning actually occurs later, during on-the-job application. In fact, research by
Bruce Joyce suggests that, while 25% of learners will transfer learning back to
the job after a training event that includes practice and feedback, that number
jumps to 90% when on-the-job coaching is added to the learning process (cited
in Gottesman & Jennings, 1994, p.14). So your organization must plan for the
transfer of learning — through systems and structures such as coaching, peer
mentoring, supervised or unsupervised application of activities, check-ins, and
reinforcement activities.

The Role of a Mentor for a New Supervisor

The mentoring process links a new supervisor with a more experienced
supervisor or manager to help facilitate career management, professional growth
and IDP development. A mentor is someone generally not in the new
supervisor's management chain of command who is in a position to help with job
and career issues, and who is committed to do so.

In his book, Managers As Mentors, Chip R. Bell describes a mentor in the
following way: “a mentor is simply someone who helps someone else learn
something the learner would otherwise have learned less well, more slowly, or
not at all.” A mentor’s understanding of the organization’s structure and culture
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assists the new supervisor in defining realistic job competencies and career
goals, as well as strategies and options which may extend beyond the current job
or career field.

The mentor is a role model and sounding board who provides confidential
guidance on ways to gain acceptance and recognition in the larger organizations.
Mentoring is a constantly evolving process and requires the mentor and new
supervisor to work together as partners to define appropriate career satisfaction
goals, and to provide each other with sufficient feedback to enable the
achievement of those goals.

A mentor is someone other than one’s supervisor (or anyone else in the chain of
command) who is in a position to help with job and career issues, and is
committed to do so. Although new supervisors are not required to identify a
mentor, they are urged to do so. What difference do mentors make in one’s
supervisory development?

Mentored supervisors benefit from:

= Connection with an interested person to monitor development, provide
encouragement, and to assist in the transfer of learning to the job;

= Goals defined and clarified so that they are both realistic and challenging,
or action steps toward a goal they already identified;

» Advice on the Supervision, Management and Leadership competencies
and how to achieve proficiency in those competencies;

» Perspective of the mentor on politics as well as priorities and programs;

» Feedback about self-presentation (or other issues) that supervisors often
don'’t give, generally because they have to work with the person on a daily
basis;

= Objective and credible source of information about how the system works
and how to work the system;

= Improved job performance, both because they can discuss any problem
areas with the mentor, and strategize about how to work them out with the
supervisor, and because they are more highly motivated.

How to Identify a Mentor

» Request a meeting with a potential mentor. Let the person know you want
to discuss career issues. Request a given amount of time. Think about
who you turn to now for advice on how to be an effective supervisor. You
may already have a mentor whom you don’t call by that formal name, but
who is actually serving the same functions. If you are typical, there are
probably several different people whom you ask for different kinds of
support, feedback and advice. Does any one of them stand out as
someone with whom you would like more time and involvement? If so,
ask. Most people are pleased when someone asks them to be a mentor.
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» Reflect on what kind of help you need. Are you looking mostly for
information about how the system works, about how to develop your
supervisory competencies, or about how to handle a particularly
challenging situation? Or do you want help in identifying your strengths
and skills, and in setting goals based on those?

» |dentify some people who might be able to help. Whether or not a
particular individual proves to be a full-fledged mentor, they may be able
to answer particular questions or spend a couple of hours with you
discussing a dilemma you are facing. Ask the people you already talk with
regularly who they would suggest, and watch to see who in your
organization has the qualities and knowledge to provide the kind of
assistance you have identified.
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APPENDIX A-1

NPS SUPERVISION, MANAGEMENT & LEADERSHIP COMPETENCIES

LEADING CHANGE

The ability to develop and implement an organizational vision that integrates key
national and program goals, priorities, values and other factors. Inherent to it is
the ability to balance change and continuity — to continually strive to improve
customer service and program performance within the basic Government
framework, to create a work environment that encourages creative thinking, and
to maintain focus, intensity and persistence even under adversity.

1.

CONTINUAL LEARNING: grasps the essence of new information; masters new technical
and business knowledge; recognizes own strengths and weaknesses; pursues self-
development; seeks feedback from others and opportunities to master new knowledge.

CREATIVITY AND INNOVATION: develops new insights into situations and applies
innovative solutions to make organizational improvements; creates a work environment
that encourages creative thinking and innovation; designs and implements new or
cutting-edge programs/processes.

EXTERNAL AWARENESS: identifies and keeps up-to-date on key international policies
and economic, political and social trends that affect the organization. Understands near-
term and long range plans and determines how to best be positioned to achieve a
competitive business advantage in a global economy.

FLEXIBILITY: is open to change and new information; adapts behavior and work
methods in response to new information, changing conditions or unexpected obstacles.
Adjusts rapidly to new situations warranting attention and resolution.

RESILIENCE: deals effectively with pressure; maintains focus and intensity and remains
optimistic and persistent even under adversity. Recovers quickly from setbacks.
Effectively balances personal and work life.

SERVICE MOTIVATION: Creates and sustains an organizational culture which permits
others to provide the quality of service essential to high performance. Equips others with
the tools and support they need to perform well. Shows a commitment to public service.
Influences others toward a spirit of service and meaningful contributions to mission
accomplishment.

STRATEGIC THINKING: formulates effective strategies consistent with the business and
competitive strategy of the organization in a global economy. Examines policy issues
and strategic planning with a long-term perspective. Determines objectives and sets
priorities; anticipates potential threats or opportunities.

VISION: takes a long-term view and acts as a catalyst for organizational change; builds
a shared vision with others. Influences others to translate vision into action.
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APPENDIX A-2

NPS SUPERVISION, MANAGEMENT & LEADERSHIP COMPETENCIES

LEADING PEOPLE

The ability to design and implement strategies which maximize employees
potential and foster high ethical standards in meeting the organization’s vision,
mission and goals.

8.

10.

11.

12.

CONFLICT MANAGEMENT: identifies and takes steps to prevent
potential situations that could result in unpleasant confrontations.
Manages and resolves conflicts and disagreements in a positive and
constructive manner to minimize negative impact.

CULTURAL AWARENESS: initiates and manages cultural change
within the organization to impact organizational effectiveness. Values
cultural diversity and other individual differences in the workforce.
Ensures that the organization builds on these differences and that
employees are treated in a fair and equitable manner.

INTEGRITY/HONESTY: instills mutual trust and confidence; creates a
culture that fosters high standards of ethics; behaves in a fair and ethical
manner toward others and demonstrates a sense of corporate
responsibility and commitment to public service.

TEAM BUILDING: inspires, motivates and guides others toward goal
accomplishments.  Consistently develops and sustains cooperative
working relationships. Encourages and facilitates cooperation within the
organization and with customer groups; fosters commitment, team spirit,
pride and trust. Develops leadership in others through coaching,
mentoring, rewarding and guiding employees.
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