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January 1, 1995

Memorandum

To: All National Park Service Employees

From: Director and the National Leadership Councils

Subject: Employee Training and Development Strategy

At its first meeting, the National Leadership Council, as its
first formal action, approved and adopted the enclosed Employee
Training and Development Strateqgy for the National Park Service.

This strategy is a cornerstone of our transition to a learning
organization and to the enhanced human resources dimension of the
restructured National Park Service. It is to serve you, our
employees, by enhancing your individual training and development
through a series of significantly enhanced programs and
activities. The end result of this investment will be improved
resources management and protection in all areas of our
organization.

Many of you are already involved in this effort through
volunteering for work groups that, at this time, are fleshing out
the detailed implementation plans for this strategy. These plans
will be presented to the National Leadership Council for review
and approval in November of 1995.

Please read this document thoroughly -- it pertains to you and
your future! We are glad to present this strategy as our initial
act as a leadership council; it is a good indication of the
positive changes being made for you, for the Service, and the
System

Ro G. Kennedy

*As a part of our restructuring the National Park Service, we have renamed the
Directorate, the National Leadership Council. We feel this better reflects
the purpose and direction of this body.
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One of the guiding principles of this new strategy is that each employee
receives a comprehensive orientation to the history, mission and values of
the National Park Service, with periodic re-orientation. To start this process,
an eight-hour program is being developed. This program will be a re-
orientation to the mission of the Service, an introduction to organizational
change, a description of enhanced human resource programs, and how we
all fit into the System. The program will be given in every park and all
central offices. ‘The coupon below is the National Leadership Council's
commitment to each and every employee to receive this training. Just present
the coupon at the door.
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National Park Service

Coupon

You are hereby invited to redeem this coupon for eight
hours of orientation and mission training to be given
during calendar year 1995. By taKing the time to re-
mind ourselves of the mission of the National Park
Service we reaffirm our commitment to the future..... Use
iz this coupon!

O—"m ...bo. the Future NPS Director Roger Kennedy and
the National Leadership Council
.




The National Park Service
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"... purpose is to conserve the scenery and the natural and historic
objects and the wild life therein and to provide for the enjoyment
of the same in such manner and by such means as will leave them
unimpaired for the enjoyment of future generations." (16 USC 1:
1916)

"... these areas, though distinct in character, are united through
their inter-related purposes and resources into one national park
system as cumulative expressions of a single national heritage;
that, individually and collectively, these areas derive increased
national dignity and recognition of their superb environmental
quality through their inclusion jointly with each other in one
national park system preserved and managed for the benefit and
inspiration of all the people... (16 USC 1a-1; 1970)

"The authorization of activities shall be construed and the
protection, management, and administration of these areas shall
be conducted in light of the high public value and integrity of the
National Park System and shall not be exercised in derogation of
the values and purposes for which these various areas have been
established, except as may have been or shall be directly and
specifically provided by Congress." (16 USC 1a-1; 1978)

"...the historical and cultural foundations of the Nation should be
preserved as a living part of our community life and development
in order to give a sense of orientation to the American people..."
(National Historic Preservation Act)



NPS Training Needs

Assessment

A process is in place to identify essential competencies for the development of core
curricula for each career field. Your guidance is sought to assure that we are all-
inclusive in future training and development programs. The infomation on this
form will be our guidepost for making certain that the training needs of Service
employees are being addressed by the systems. Please fill out the questionnaire
below before March 1, and mail it in a government envelope to: Training and
Development Division, National Park Service, P.O. Box 37127, Washington, DC
20013-7127. Thank You.

Name:

Park or Area:

Title and Position:

My highest priority training need, right now, is:

Inaining: the Key...
h ..to. the Future
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Mission Statement

The National Park Service is committed to the professional growth and
continuous learning of all its employees, and will provide them with a

comprehensive, mission-focused training and development program.

Guiding Principles
Each manager and supervisor is accountable for employee development.
Each employee has a personal responsibility for self and team development.

Effective employee and organizational development requires a challenging work
environment. This environment can only be found where diversity of ideas,
interests, cultures, and opinions is valued and where there are abundant
opportunities to use what has been learned.

All elements of human resources management — including recruitment,
performance, and evaluation — are integrated with employee development.

Each employee receives a comprehensive orientation to the history, mission, and
values of the National Park Service, with periodic re-orientation.
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Introduction

The success of the National Park Service will require well-trained, effective employees. The
goal of the employee training and development strategy described in this document is to put into
place an enhanced training and development program that will enable all employees to effectively
carry out the mission of the National Park Service. This will require a comprehensive training
and development program that includes a redefined structure, a simpler and more accessible process
for obtaining training, and expanded opportunities for all employees to develop their effectiveness
in meeting the needs of their jobs.

The Mission Statement and the Guiding Principles place employees at the center of the
training strategy. This strategy is easily summarized — deliver an effective training program for
all employees, one that can benefit individuals as well as the National Park Service as a whole.

The National Park Service has long provided effective training, and training programs
currently help employees do a better job. However, at the National Park Service’s 75th
Anniversary Symposium in Vail, Colorado, in October 1991, Symposium participants recognized,
among other concerns, that shortcomings in the National Park Service’s educational and training
program could adversely affect the Service’s ability to maintain its standards of professionalism.
Accordingly, many Vail Symposium recommendations address training issues.

In the summer of 1994, Director Roger Kennedy distributed copies of a strategic plan for
the immediate future, Creating Our Future: A Strategic Plan for the National Park Service, to all
offices and field areas. This plan includes an "Action Agenda" for Fiscal Year 1995 that contains
entries based on Vail Symposium recommendations which specifically target improvement and
expansion of training programs.

A Training and Development Task Force was assembled in the spring of 1994 and prepared
the strategy detailed here. It has moved forward with Vail Symposium recommendations and with
the strategic plan’s objectives and goals. It has created a specific strategy and a long-range plan for
future National Park Service employee training and development activities. The task force
developed many ideas and approaches not specifically mentioned in the Vail Symposium summaries
or in the Director’s strategic plan.

The key elements of the strategy are:

® Six goals that are at the core of the augmented National Park
Service Employee Training and Development Strategy, accom-
panied by an Action Plan.

® A set of career fields that identifies the jobs of all employees and
that provides a foundation for the development of those
employees’ competencies. A Training Manager guides training and
development for each career field.



An enhanced Training and Development Community that
cooperates across all organizational levels in the development and
delivery of the full range of training courses, alternative delivery
methods, and techniques necessary to meet the educational goal
expressed in the Mission Statement.

Training centers that make better use of existing National Park
Service and cooperative facilities; vigorous pursuit of the creation
of new facilities.

A funding program that helps employees by removing the long-
standing concerns of supervisors and managers about how to pay
for training. Individual parks and support offices will not have to
pay for all of an employee’s essential training. A significant
portion of training will be paid by a national, centralized fund.

Cooperative partnerships that provide increased benefits.

This document develops new concepts and makes
refined use of existing ones. Some terms and
concepts may be new to the reader. Appendix H
contains a list of special terms and their definitions.




Goals and Objectives

This strategy embraces many issues that fall into six categories: essential competencies,
career development and professional growth, training opportunities, partnerships, monitoring and
evaluation, and funding. In order to develop a set of goals and actions, these issues have been
identified more fully. The first paragraph in each section below gives background on the topic.
It is followed by a goal derived from the background paragraph and a list of actions required to
achieve the goal.

ESSENTIAL COMPETENCIES

Essential competencies and training needs have been established for some career fields
but not for others. Career fields involving life safety and technical expertise such as law
enforcement, fire management, architecture and engineering, some maintenance trades, and
financial accountability require that the employee meet some standard or level of certification.
Most career fields, however, do not have established essential competency standards.

Goal 1: Develop and deliver a comprebensive training program to address the identified
essential competencies — knowledge, skills, abilities — for each career field.

® Define the essential competencies necessary for each identified career field at the basic,
intermediate, and advanced levels.

® Conduct work force analyses to determine numbers and grades of employees and turnover
rates in each occupational group.

® Conduct training needs assessments to determine the specific developmental needs for each
position.

® Develop a comprehensive training program to address identified competencies for
employees in all career fields.

® Prioritize training programs and present the results to the National Leadership Council for
approval and delivery.

e Develop core curricula and methods of delivery.



CAREER DEVELOPMENT AND PROFESSIONAL GROWTH
The National Park Service has not consistently provided opportunities for the
multidisciplinary training necessary to guide career and professional growth in all fields. Nor has
it balanced the employee’s need for professional growth with the organization’s needs for skilled

employees in particular fields.

Goal 2: Develop and sustain career development programs for all employees beyond and apart
from essential competencies training.

e Identify cross-training needs caused by reorganization activities. Develop programs and
methods to meet those needs and begin delivery.

e Develop a training program and an environment that will encourage mentoring as a
developmental approach.

e Support and promote existing advanced degree and certificate programs.

® Delegate authority to field managers to approve attendance for, or fund, seminars,
conferences, and professional meetings.

e Establish a formalized process to obtain college credit and continuing education units for
National Park Service or Cooperating Park Education Unit training.

¢ Commit to a method of placement of participants upon completion of long-term
developmental programs.

e Offer re-orientation to all employees within the next two years.

e Taking the essential competencies and curricula developed in Goal 1, define paths between
occupations and career advancement within occupations.

® Develop an interactive, computerized program to allow all employees access to career
development information.

® Provide training and career counseling to all employees.

e Develop criteria to define the appropriate balance between organizational needs and
professional growth.

e Develop and implement benchmarks within each career field to provide incentives for
continuous improvement within and beyond current occupations.



TRAINING OPPORTUNITIES
Rapidly developing technology is creating opportunities for expanded access to employee
development programs. National Park Service employees and associated partners should have
access to these materials.
Goal 3: Develop and distribute a comprebensive listing of training and development
opportunities that include the best possible match between the competencies to be developed and the

facilities, locations, methods, technologies, and strategies for delivery.

e Survey leading public and private sector organizations for the best examples of training
programs, methods, and technologies.

e Evaluate and implement appropriate techniques and methods (formal classes, details, on-the-
job training, and correspondence and computer-based courses) through which each

competency can be developed.

® Create and distribute a matrix that matches the essential competencies with the techniques,
methods, programs, and activities most likely to aid in developing the competencies.

® Revise and computerize training and development forms for ease of use and tracking.
e Restructure the Training and Development Community to accomplish this strategy.
* Implement a correspondence course unit.

® Recognize task groups and working groups as training opportunities; advertise them as
such, provide funding for participation, and formally acknowledge successful completion.

e Using the data from the training needs assessments (Goal 1), develop courses, programs,
and strategies to meet the needs.

® Improve all physical facilities designated for training purposes.

® Bring new training centers on line.



PARTNERSHIPS

Park management relies on partnerships and joint problem-solving efforts that cut across
park boundaries. Interagency training has been formalized Servicewide for law enforcement, fire
management, and wilderness management. The extension of these efforts to incorporate such
partnerships into a variety of other training and development programs is needed.

Goal 4: Expand training and developmental opportunities with governmental and private
sector partners to facilitate an exchange of information and strategies.

e Research, identify, and provide access to training resources at private organizations, state
and local governments, other agencies, and universities that offer training opportunities.

® Expand use of the Department of the Interior Learning Centers.
e Obtain National Park Service concurrence to proceed with the Land Management Institute.
¢ Plan and develop the Conservation Study Institute.

e DParticipate with and support other agencies in management and delivery of interagency
training.

e Develop cooperative agreements with the Bureau of Land Management, U. S. Fish and
Wildlife Service, U.S. Forest Service, and other agencies for training and development.

e Develop and begin implementation of an active training program on an international level
that builds on the International Council on Monuments and Sites (ICOMOS) model.

MONITORING AND EVALUATION

Standardized course and curriculum evaluations are necessary to ensure that an identified
competence is taught and/or the needed information disseminated. Systems are not yet in place
that track and evaluate employee performance relative to participation in the training program.

Goal 5: Establish a process for validating training courses and developmental programs to
assure that they result in the organizational and individual benefits for which they were developed.
Review and refine process as needed.

e Research what other organizations are doing in the field of evaluation, testing, and
certification to develop a database of options.

e Adopt or develop an evaluation method to determine whether a training course, program,
or activity has produced the intended results: (a) that the trainee learned the essential
competency for which the training was developed; and (b) that the organization received
a return on the investment through improved employee performance and team work.
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e Identify the procedures for establishing and recognizing certification and benchmarks for
specific competencies.

FUNDING

Currently, not all employees are assured access to essential career development and
professional growth opportunities. Funding for National Park Service training and employee
development has remained at about 1% of the overall National Park Service budget. This figure
compares unfavorably with similar percentages for other land management agencies, and even less
favorably with the 3% to 5% allocations at most major corporations. Over the past few years
training has been funded through a combination of Servicewide, regional, benefitting park, and
special-focus funds, resulting in disparities in training opportunities available to employees of
particular career fields, regions, and parks.

Goal 6: Develop a funding program for training and development that achieves these goals
and implements the action items.

e Investigate and document all existing sources of funding and the use and distribution of
those funds.

e Use cost-effective delivery systems.

e Centralize training funds into one Servicewide fund.

® Assure that parks and central offices have a funded training and development program.
Project-funded personnel will be provided with the support necessary to attend training and

development programs.

e Establish partnerships with other organizations to share in training resources, facilities, and
funding.

e Expand efforts to increase funding from outside sources.

® Develop guidelines for National Park Service employees to present instruction to other
agencies and institutions on a reimbursable basis.

® Develop funding strategies and criteria for advanced degrees, certificate programs, and long-
term developmental assignments. This will include funds for temporary replacement of
employees.

® Design and implement a tracking system to provide budget and other financial information
for current and future expenditures.

® Analyze funding distribution in terms of: (1) priorities (criteria), (2) mission orientation,
and (3) return on investment.



Fully fund essential competency training from centralized training funds. Continue
funding career development and professional growth training from a combination of
centralized and benefitting account funds.

Increase Servicewide training funding to the level of 4% or 5% of the Operation of the
National Park Service (ONPS) appropriation. Identify future funding needs based on full
implementation of this strategy.

Offer National Park Service training and development products to other agencies and
organizations on a fee-for-service basis.



The Action Plan

Meeting the goals described on the previous pages requires coordination of many tasks.
This section summarizes the action items previously defined and lists them within a completion
schedule framework. This schedule provides some immediate, tangible results and guarantees that
the strategy is fully operational by 1998. The action items will be carried out, monitored,
modified when necessary, and continued until the entire strategy is in place and functioning well.
The strategy will evolve as actions are carried out and monitored.

ESSENTIAL COMPETENCIES
Completed or operational during FY 1995

Define essential competencies for each of the fifteen career fields identified in this plan, as well as
the Orientation and Mission program.

Conduct initial work force analysis.

Conduct initial training needs assessments.

Completed or operational during FY 1996

Develop a comprehensive training program.
Prioritize training programs and present the results to the National Leadership Council.
Develop core curricula and methods of delivery.

CAREER DEVELOPMENT AND PROFESSIONAL GROWTH
Completed or operational during FY 1995

Identify cross-training needs caused by reorganization, and develop and implement delivery
programs.

Develop a training program to encourage mentoring as a developmental approach.

Support and promote advanced degree and certificate programs.

Delegate authority to field managers to approve attendance and funding for seminars and
conferences.

Establish process to obtain college credit or continuing education units for training.

Commit to placement method for participants who have completed long-term developmental
programs.

Completed or operational during FY 1996
Present re-orientation course to all employees.

Define paths between occupations and career advancement within occupations.
Develop interactive, computerized program for assessing career development information.






