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"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." 

Roger G. Kennedy 
Director 1993-1997 



BACKGROUND 

The National Park Service holds the heritage—the heart and soul—of this nation in its hands, with 
responsibility for the past that stretches forward to future generations. That unique responsibility has 
instilled within its employees an unusual commitment to and passion for ensuring the success of the 
agency's mission. Seldom have National Park Service employees felt their jobs are simply "just jobs." 
It has been characterized by some as a fine line of compromise—a balancing of potential conflicts between 
guarding the National Park Service's resources, serving its visitors, and celebrating its employees. 

Nevertheless, like all federal agencies, the National Park Service finds itself in a time of changing 
circumstances—a time of declining economic and social fortunes accompanied by a loss of confidence in 
our leaders, in our institutions, and even in ourselves. Most experts expect these stressful economic, 
social, and political upheavals to persist for many years. 

When one considers these circumstances and focuses on how to ensure success into the future, two 
approaches consistently top the list of suggestions: improve the quality of the product being provided; and 
improve customer service. Unfortunately, even perfection in the quality of products and services does not 
guarantee that any entity will be successful, for constituent demands and expectations will change with 
time. It is only the quality of leadership that will allow any organization to anticipate and commit itself 
to meeting the requirements of future years. Indeed, the only sustainable competitive advantages any 
business or agency has are its reputation and its ability to deliver what it has promised. The key challenge, 
therefore, is the assurance of continuity of a top-quality corps of senior managers and executives. 

The responsibility rests with current National Park Service leaders for preparing others to follow—that is, 
for ensuring a continual renewal of future managers who will guard our resources, serve our visitors, and 
celebrate our employees. Employees must be identified who have a demonstrated commitment to the dual 
mission of the National Park Service, and who will lead with commitment and passion. 

Two critical efforts in this area are the National Performance Review and the Vail Agenda. Both speak 
to quality management and succession planning. 

As recognized by the National Performance Review, there must be a commitment to "the principles of 
reinventing government, quality management, and perpetual re-engineering." The major recommendations 
of the National Performance Review that speak to management succession planning include: 

1. Providing proven leadership; 

2. Improving government performance through strategic and quality management; 

3. Strengthening the corps of senior leaders; 

4. Empowering managers to perform; and 

5. Providing line managers with greater flexibility to achieve results. 
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The Vail Agenda asserts a vision of the National Park Service as it moves toward the 21st century. Six 
strategic objectives constitute this vision, yet not one of these objectives can be pursued or reached without 
the assurance of quality leadership. In recognition of this importance, two of the six objectives specifically 
address leadership: 

1. Proactive Leadership: The National Park Service must be a leader in local, national, and 
international park affairs, actively pursuing the mission of the 
National Park System and assisting others in managing their park 
resources and values. 

2. Professionalism: The National Park Service must create and maintain a highly 
professional organization and work-force. 

The main goal of the National Park Service Succession Plan is to meet the National Park Service's needs 
for management skills and work-force diversity by the end of this century. Accomplishing this goal 
requires two parallel processes: 

1. A human resource program that defines a sub-set of managers ready to assume, or fill vacancies 
in, key positions; and 

2. A strategic and operational plan that identifies the essential roles or key positions needed to 
succeed into the future. 

In July 1993, the National Park Service completed a study (appended) on succession planning entitled 
"Investment in Leadership." This study emphasizes that the National Park Service must implement and 
integrate management processes for the projection, identification, assessment, development, selection, and 
continued education of highly qualified candidates. 

The "Investment in Leadership" study also outlined the essential elements that must be contained in a 
comprehensive management succession program, and that outline of elements formed the foundation for 
the Management Succession Program. The program will be a management-driven system; without strong 
management commitment and involvement, it will lack credibility, and will therefore fail. The National 
Park Service Strategic Plan and operational plans are fully considered and integrated into the succession 
program. The strengths of the National Park Service culture and values are recognized and built upon—yet 
the program ensures that the National Park Service will reflect the country's population diversity. The 
program, and the processes it establishes, demonstrate senior management's commitment to learn to 
manage diversity. Finally, the program will implement integrated management processes that project, 
identify, assess, develop, and allow selection and provide continued education of highly qualified 
candidates. 
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INTRODUCTION 

PURPOSE 

To strengthen the professional leadership of the National Park Service; to equip its career leaders with the 
management and leadership skills needed to foster renewal of the Service; and to undertake its leadership 
role in the preservation and interpretation of our national heritage. 

GOALS 

1. To meet the National Park Service's needs for management skills and work-force diversity. 

2. To empower employees by providing a road map of advancement opportunities for personal 
growth and growth into National Park Service management. 

OBJECTIVES 

1. Identify the essential competencies needed to succeed in National Park Service management in 
the future. 

2. Establish and maintain the technology and the systems that will track and analyze personnel data 
(e.g., turn-over rates and projections of needs within the organization). 

3. Establish possible career opportunities for all employees who want to advance within the 
management of the National Park Service, thereby ensuring the National Park Service's 
commitment to work-force diversity. Identify the critical steps or stages along those paths (e.g., 
employee to first-line supervisor, supervisor to division chief, entry-level manager to park 
manager). 

4. For each critical stage (e.g., first-line supervisory position or entry-level management position), 
identify employees potentially promotable to those positions, and identify the strengths and the 
weaknesses of each potentially promotable employee. 

5. Identify employees at each stage ready for promotion within 6 months, and place them into an 
accelerated development program. 

6. Develop and implement action plans that strengthen each candidate in areas needing improvement, 
and ensure an adequate "pool" of promotable employees for projected needs. 
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7. Establish follow-up checkpoints and assessment processes to ensure candidate development. 

8. Develop and implement a process that allows for outside applicants, participants of non-National 
Park Service management programs, or participants of previous National Park Service 
management programs to be certified and incorporated into established candidate "pools." 

9. Establish a selection process that draws from the certified and developed employees. 

10. Establish follow-up checkpoints and assessment processes to ensure that selected managers 
continue their education and growth. 
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MANAGING DIVERSITY 

"Defining managing diversity as a process highlights its evolutionary nature. It allows 
corporations to develop (evolve) steps for generating a natural capability to tap the 
potential of all employees. " 

From "Beyond Race and Gender" 
R. Roosevelt Thomas, Jr. 

This succession program recognizes leaders—and managers must manage diversity. Diversity is the 
condition of having differences. Within any portion of life, we are continuously exposed to things that are 
different—that is, diversity. There are the obvious differences in people's backgrounds, in the ways we 
each view and interact with the world, and even between people of the same culture or gender. Diversity 
is inherent in the human race. Managing diversity is an approach emphasizing that all people are part of 
a whole organism, but that the organism is made up of very different interlocking pieces, which together 
are greater than the mere sum of their parts. Managing diversity is an approach to creating an agency 
environment that allows employees to use their differences to reach their full potential in pursuit of the 
agency's objectives. A diverse agency not only respects every element of diversity, but asks each element 
what it can contribute to the whole or to the agency's objectives. 

The succession program will improve the National Park Service's ability to manage diversity in the 
broadest sense—and it will also improve work-force diversity. Cultural diversity has expanded, and will 
continue to expand, within this country. The National Park Service has been known as a very conservative 
public agency, with its own unique internal culture. The Service has also been slow and cautious about 
change. Nevertheless, it cannot escape the continuous evolution of national demographics. The population 
as a whole is expanding its cultural diversity at an amazing speed. The National Park Service needs to 
create a management team that mirrors the cultural diversity of that population. 

The National Park Service will focus increased efforts on expanding diversity in its work-force, particularly 
at middle and higher grades in the organization. Diversity in these grades can promote the different 
outlooks, understandings, and thinking strategies that people in these grade levels are able to utilize in the 
day-to-day operations of the work-force. It is very important to emphasize diversity at these grade levels, 
because this is generally when people have the greatest chance to influence others. 
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THE MANAGEMENT SUCCESSION PROGRAM 

"To strengthen the professional leadership of the National Park Service; 
to equip its career leaders with the management and leadership skills 
needed to foster renewal of the Service; and to undertake its leadership 
role in the preservation and interpretation of our national heritage. " 

From the Vail Agenda, page 47 

This ambitious objective must be, and can be, achieved. However, the development and implementation 
of the numerous potential programs that support this objective will not provide the candidates we need 
unless all management demonstrates its firm commitment, support, and leadership. 

In order for this program to be successful, it must be adopted at the very core of the National Park Service. 
For such a cultural and philosophical shift to occur, every employee must assume a role in its 
implementation and every employee must accept the responsibility for its success. 

The Investment in Leadership study succinctly captured the nature and extent to which top-management 
commitment is needed to realize a viable succession process. Described below are the roles and 
responsibilities that top management will provide, as well as other participation critical to the success of 
this program. 

ROLES I RESPONSIBILITIES 

The Director 

Most important to the success of the program is the personal leadership of the Director. This leadership 
includes the acceptance and integration of the program into the many other efforts the agency is 
undertaking. It also includes leadership by example. The Director will ensure accountability among 
his/her immediate management staff and the National Leadership Council. These individuals will be 
actively involved in the identification, assessment, and development of our future leaders. Support staff 
such as Human Resources, Budget, Equal Opportunity, and Employee Development must work together 
to ensure that sufficient resources are available to develop a diverse and competent work-force. The 
bypassing of established guidelines, especially selections for management positions, will cause management 
to lose credibility and the support of the work-force. The Director will also provide continual support for 
the technology required to operate the program (e.g., the Human Resource Management Information 
System described under Identification of Key Management Positions, page 14). 
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To further managers' commitment and accountability and to ensure the viability of the succession plan, the 
Director will: 

1. As a critical part of assessing all managers, hold them accountable for supporting the succession 
planning process. This includes requiring supervisors to prepare an individual development plan 
for every employee and ensuring that employees are encouraged to seek self-improvement and 
participation. 

2. Communicate to line managers the importance of succession planning and solicit their support 
as advocates of the program. 

3. Reward managers who have demonstrated success in preparing candidates to assume leadership 
positions. 

4. Provide the necessary funding and FTE to Human Resources and Employee Development for 
such critical functional support as: training and development of employees; updating inadequate 
personnel automated systems; and communicating program activity. 

5. Require that all new supervisors and managers be "certified," and that current supervisors and 
managers be "re-certified." This certification will ensure that those selected to lead possess the 
skills needed to adapt to the changing needs of the organization, to motivate employees, and to 
foster excellence. 

Employees 

All employees are responsible for identifying their desired career goals with input from mentors, peers, 
and supervisors. Employees should study the various pathways and determine, with assistance if necessary, 
the competencies needed and the appropriate pathways to achieve those goals. Employees, with input from 
mentors, peers, and supervisors, will determine when to apply for participation in the Management 
Succession Program. All employees will have the opportunity to be considered for advancement. 
However, only the employees who are certified in the competencies required of the target position will be 
eligible for selection under this program. This Management Succession Program, along with established 
career pathways, will provide the framework. It will be the individual employee's responsibility to achieve 
his/her full potential. 

Managers 

Accountability at all levels is the crucial ingredient for this program's success. Managers will ensure that 
opportunities are being provided for all employees. This does not mean that all employees will eventually 
be selected as managers. It means that all employees have an equal opportunity to be selected as managers. 
Managers will serve formally and informally as mentors. They will provide opportunities to work on 
details and work-group assignments, and share their knowledge about achieving excellence. They will 
serve as guides and examples of what management and leadership are all about. 
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Supervisors 

Supervisors and managers will be responsible for assisting employees with their Individual Development 
Plans. The supervisor's role will not be one of granting or withholding permission, but rather giving 
guidance on appropriate career paths and development and training needs to achieve required 
competencies. The supervisor will counsel, provide feedback, evaluate, and assist employees in achieving 
excellence. The supervisor may nominate employees for candidacy within the program. Supervisors will 
be held accountable to ensure that their nominations are based on documented performance. 

Management Succession Program Staff 

A centralized staff of employees will be administratively responsible for the implementation of the 
program. This will include functional support for the automated systems, communicating program activity, 
contracting for assessments, announcing open periods for nominations, and keeping candidate "pool data." 
Training and development responsibilities will be spread across the National Park Service and implemented 
according to the Employee Training and Development Strategy. 

National Leadership Council 

The council will monitor and evaluated the program based upon data provided by Management Succession 
staff. The council will also ensure that the program is updated and modified in accordance with 
management needs. 

Mentors 

Mentors serve as role models and provide insight and guidance on how to enhance one's competitiveness 
for entrance into and advancement within supervisory and managerial ranks. Specifically, mentors will 
impart knowledge about the various competencies, and provide contacts, support, and feedback to heighten 
the effectiveness of proteges, as well as assist the National Park Service in meeting its work-force diversity 
goals. A mentor, however, does not function as an advocate or a sponsor for the protege. 

RESOURCES 

The responsibilities cited above communicate to employees the importance of succession planning and 
leadership development; they support the program's goals and objectives; and they ensure the 
accountability of managers by defining their responsibilities in the Management Succession Program. In 
addition, they will provide the necessary resources for the Management Succession Program Staff to 
support management in identifying future staffing needs; in gathering data needed by management to make 
sound personnel decisions (which the National Park Service is unable to accomplish under its current 
automated personnel system); in procuring and evaluating assessment tools; and in administering, 
monitoring and evaluating the succession process. Without the commitment of these resources, we stand 
to lose a comprehensive approach to succession planning. 

Management Succession Plan 
The Management Succession Program 11 



BUDGET 

Implementing a good management succession program takes resources. There is a heavy employee 
development component involved in preparing our employees to improve their knowledge, skills, and 
abilities in order to effectively manage the work-force of the future. Also, support systems must be 
established so that management can quickly and effectively place the right employees in the right positions. 

1. Human Resource Management Information System: $100,000 for system development; and 
$75,000 annually to maintain the system. 

2. Leadership Development Funding: Management must be willing to provide the financial 
resources necessary to develop the competencies required for its leadership and management 
team. Most successful organizations devote approximately 3 percent of corporate earnings 
toward development of its employees. It is not unreasonable that the National Park Service 
devote xh of 1 percent of ONPS-appropriated funds (about $5 Million) toward making its 
leadership and management team the best it can be. Included in this funding level is funding for 
assessments; salary and travel for developmental assignments; and training for career 
development, as well as to improve performance of current duties and responsibilities of the 
supervisors and managers of the National Park Service. 

COMMUNICATIONS 

A critical component in implementing a management succession program is identifying avenues by which 
the program can be communicated to employees, employees of other federal agencies, and individuals 
outside the federal government. The efforts described below will provide continuous dissemination. 

1. In order to ensure that the program will be used by current and future employees, it will be 
promoted as a tool not only for managers but also seen by employees as a road map into 
management positions. Thus all National Park Service employees should be exposed to the idea 
of management succession at an early stage of their careers. This will be accomplished by 
incorporating this program, along with others developed under the Career Council umbrella, into 
the National Park Service's existing orientation courses. This inclusion will expand employees' 
knowledge of career opportunities and allow them to better plan their careers. 

2. Individual supervisors will also assist in the dissemination of this program. All supervisors will 
incorporate discussion of this program within their normal efforts to assist employees in 
developing their career plans. If a particular employee has an interest in a management career 
path, the supervisor will provide the interested individual with the list of competencies required 
to progress into management. The employee could then outline a development plan designed 
to help reach that career goal. 
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3. The program will be conveyed to Employee Development and Training Offices of other Interior 
agencies and other federal land managing agencies to facilitate understanding of the Service's 
management succession program by employees in other agencies. The program will be 
incorporated into employment information packets for dissemination in response to employment 
inquiries. 

4. The National Park Service will also demonstrate its commitment to development of a diverse 
management team by incorporating this program during recruitment efforts. The National Park 
Service will: 

• Develop an employment guide: This guide will be provided to colleges and universities 
(especially those with high minority enrollment). This guide will provide students with 
information about what curriculum/course work may make them eligible and more 
competitive for positions with the Service. 

• Revitalize the National Park Service's Upward Mobility program. This program will assist 
the National Park Service in creating a bridge for women and minorities to progress into 
positions that will eventually put them in the "management pool." This action will assist the 
National Park Service in developing women and minorities currently on board, who are 
typically in clerical, technical, and administrative positions, to progress and eventually 
overcome under-representation in the management ranks. 

• Continue active participation in Student Employment Programs. These programs should be 
used as a FEORP tool. Under the Cooperative Education Program, the National Park 
Service will place students into trainee positions, and a target position will be identified. 
This target position will have career ladder in a two-interval series. A policy shall be 
established under which all managers make cooperative education appointments. 

5. Ensure that the program remains a living program, which is updated and changed in accordance 
with management needs. This responsibility rests with the National Leadership Council. This 
is the final step in the dissemination process. 

IDENTIFICATION OF KEY MANAGEMENT POSITIONS 

In the context of this program, Key Management Positions are defined as field and central office 
management positions critical to meet future needs of the National Park Service. 

A fundamental step in management succession planning is the identification of key leadership and 
management positions in the Service. Such identification is based on at least two factors: 

1. Analysis of turn-over rates and projections of need within the organization: and 

2. The availability of candidates who have the potential to perform the duties of the positions that 
become vacant. 
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