June 15, 1987

Subject: Key Positions and Competitive Development Groups

I. KEY POSITIONS

1. Key Position: Normally positions invelved in determining
strategy, plans, and/or policy in the career program or cluster
group. In most career programs, key positions will cover grades
no lower than GS/GM-13 through SES. )

2. Identifying Key Positions: Prior to the development of
ACTEDS training plans, career progression paths should be
reviewed to determine the key or top level positions to which
they lead, i.e., the positions for which the progressive and
sequential training is needed. Each Functional Chief (FC) is

--responsible for identifying key positions within his/her career

programs. This process is simplified if the positions can be
designated by Army-wide organizational titles and grades, e.qg.,
Senior Project Manager (Supervisory Operations Research Analyst),
GM-1515-15. In some cases, specific position titles, series,
grades and locations may have to be identified. . Small numbers of
key positions will facilitate the functional management and

administration of the career program ACTEDS program. Each

position will require special training requirements, competitive
selection of trainees for competitive development groups Or
individual training programs, monitoring and mentoring of
trainees, and placement efforts after the completion of the
training. : .

‘3. Selecting for Key Positions: Ideally, upon completion of the
ACTEDS training program, the employee should be placed in a
position in which he/she will be able to utilize the newly-
acquired knowledges and abilities. In most cases, however, many
employees will be competing for the same key position.
Therefore, the FC(R) will want to look at selection procedures
that will assist in selecting the best candidate and, at the same
time, allow increased functional involvement in the selection

process. There are no hard and fast rules for choosing/designing
selection procedures. Each career program or cluster group will
have unique features that must be considered. Evaluation

methodologies are discussed in section II-4 below and Appendix W
and are equally applicable to either the direct selection or the
competitive development group process.

4. Other Ways to Get Involved: In some cases, the FC(R) may
want to become involved in the selection process without changing
the current system to a great extent. - This may be due to lack of
resources to implement new programs or processes, or success of
the current system in selecting the best candidates for key
positions. Two ways of getting involved are recommended:

a. FC(R)/Candidate Week Program. In this type of program,
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final candidates for the 'key position would each spend a

week

with the FC(R) before the final selection is made. During the

week, the FC(R) will include the candidate in daily activi
giving the candidate an active role wherever possible. This
of exercise will allow the FC(R) to form an objective op

ties,
type
inton

about the candidate based on observed performance before the
final selection is made. It will also give the candidates an

opportunity to broaden their perspectives.

b. Selection Concurrence/Coordination. In this option
FC(R) would allow the current evaluation and referral proce

, the
ss to

continue up to the point of selection. The name of the proposed
selectee would then be referred to the FC(R) for coordination

and/or concurrence.
II. COMPETITIVE DEVELOPNSNT GROUP (CDG)

- 1. Intent: To identify a cadre of high potential employee

s who

will participate in a program of intensive career development

intended to prepare them for Key positions in the career prograrm.
Training funds and spaces are thus concentrated on certain

selected employees who are expected to be best able to utilize
the training by advancing to more responsible positions within
the career fieid.
2. Applicability: A CDG may be of more beneiiil (C zome caresy
programs— than to others, depending on a number of factors to
include:

a. Cemplesity: . A career program ccmprised of relate

re it

specialties or tracks (e.g., IMA, Comptroller) may requir
potential managers to have at least a werking Knowliedge of &
the functions. In such cases, a CDG may be extreme.y

cross-training employees in cne or more seccndary cspecia
relatively homogeneous carzer pregram ray find no need f
structured approach to training and selecticn.

[

0]
.

)

b. Size: Small career programs with few Key positioun

may not be ccst effective to develop & CDG. The fecrmality:
CDG may cause more work than is necessary in order (¢ adequ
develop employees in order to staff a-.-small number of jobs.

c. Current applicants: In some career programs, manag

-
—
W IS +hin

of
atel

ement

may be pleased with the quality, quantity, and minority group
representation of applicants being certified for prcmotion to key

managerial positions under the current system. In such ¢

ases,
there may be no need to “fix what isn’t broken."®

d. Timeliness of current referral . system: Timeliness of
referral for promotion i3 c¢ne benefit of a CDG if it inclulde: a
provision for noncompetitive promotion.-of graduates. A list of

graduates eligible for a particular pesition could be pro
2
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within a relatively short period of time uvpon vreceipt of a
recruitment reguest. I1f the current referral system is timely
this time savings is not applicaktle.

»

3. Intake. A cystem chould be designed for deterni irg how

often the CDG will be opened for new selections and how many
employees should be acccp ed each time. Factors to be considered
include:

a. Entry. Decide hcw many grades below the grade of the
key positions (the target level for the CDG) participants will be
brought into the CDG. The grade level for entry into the CDG
will vary by career progran. It will generally be one or two
grade levels 'below the level of the lowest-graded key position.
The earlier in an employee’s career that selections will be made,
ce the evaluation of candidates

the more difficult nd imprec!

becomes. Assessin potentiai is quite corplex. When these
assescnent involve pxndA-.E:as cf a specialist’s potential to
progress into supe:visory and then managerial level work, they
bececre nmuch 1s=zs  accuraie. Trerefore, zeginning the CDG more
than two levels belcw the 3srzde of the Key pesitions 1is not
advisable. Projectione for intake may have to be done
separately for each grade level ellgxble for entry to ensure that
the correct number of enmplcoyees re being prepared for each

covered grade levei.

Key joks, the

turncver in  Key jobs.
¢t be identified first.

b. _Number of
target pcsitions o} C0C  graduates, nus
Turnover projecticns should then ke made, ased on histerical
data, avaiiable informaticn on age of incumbenys and any other
considerations, such as future changes in mission or technology,

the retirement system, or the compensation system.

n QU
'S L
3‘ o

1

C. Training gplanned. Ccnsider the type, length and numbker
of training courses ancd developmentz! a czgnmeqts planned in the
CDG core curriculum. An estimate of the total amount of time to
complete the graduaticn reguirements will be useful i
determining staggered intake into the CDG.

d. Forecasting. Using guidelines developed by the Office.

of Personnel Management for Senjor Executive Service develcpment
groups, the maximum number of candidates selected should not
exceed twice the number of annual projected vacancies. A
workable size is 1.5 times the number of positions to be filled.
The followiny is an example for a career program of approximately
350 key positions with 10 percent annual turnover:

Estimated yearly vacancies: © 30 - 40
Less vacancies to be filled ’

by other means (outside :

hire, transfer, etc)lx - (10) - (15)
P051t10n4 to be fllled from pool 20 - 25

3
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pocl (1.5 times) 30 - 138
f desirable

Depending on the structure of the career positions and the
qualification requirements for the various positions within a
program, . separate estimates may be needed for the varicus
specialties.

4, Selection:

a. Competition. Selection for entry tnto the CDG nust ke
competitive because participation is 1likely to vresult in rapid
advancement. . Formal competition must provide the opportunity
for all interested and eligible employees to be considered and
for the assessment and selection to be based on merit factors
only. For each grade level of employee eligible to agply, a
separate evaluation procedure may also be necessary. It could be

. perceived as unfair to rate and rank employees at the GS-12 level
against those at the GM-!4, for example, whcse experisnces hn
enabled them to possess skills, knocwledgez and abilitie
higher level.

co
S &

b. Area of Consideration. The area of consideration is the
f - area in which the agency makes a search for eligible candidatez
i in a specific action. The minimgm area of consideration for
N promotion actions to career program positions is set by Aray
regulatien~ The area of concideration for the CCG should be” the
same as that which is set for key positions in the career progran
(generally Army-wide). It must be the same if acnccompezitive
promotion will be permitted for CDG graduates (see paragraph £).

c. Recruiting. There are two basic nethods for identifying
interested and eligible candidates:

(1) the central referral system (e.

if one exists.  The evizting systermsz cculd be n

., ACCES or SKaP)

dified to provide
employees the opportunit to apply on the same forms <o»r
promotion and entry intc the CDG. These systems may also provide
the benefit of automated suppert for the application and
evaluation systenm. A potential problem with this method is that .
its use is limited to the grade levels covered by the central

- referral system. Thus, if the CDG will be open to employees at
grade levels which are higher  or 1lower than the current
registration levels, this method would need tc be supplemented .in
some manner to permit those employees to compete.

(2) an announcement system (e. g., DACADS, Army-wide

vacancy announcements). Such a system. would enable employees tao
( respond to a vacancy announcement which is distributed at the
-~ work site or to the home address. This would be necessary in
K\- career programs which do nect have 3 central referral syitem. Tt
is als an option for those with central referrsa) programs,

4

-
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although it may not be cost éffective, especially for programs
with large applicant pools.

d. Evaluation. The evaluation- methodologies which may be
used to select employees for a CDG are similar to those used in
merit promotion systems. Depending on the availability of

resources for ‘design and use of assessment tools and the expected
size of the applicant poocl, an initial screening under one system
could be followed by a more indepth assessment using one or more
additional methods. A questionnaire could be sent to all
employees in the career program to get a feel for how many would
be likely to apply for a CDG so that the most appropriate tools
could be selected. The assessment techniques which are
considered to be the most appropriate screening methods for use
in ACTEDS are (1) a central referral list issued under ACCES or
SKAP; and (2) training and experience ratings. Possible
supplemental assessment tools to be used in conjunction with
either a central referral list or a training and experience

. rating include: (1) assessment center; (2) structured
interview; (3) per formance appraisal:; and (4) supplemental
supervisory rating. All of these evaluation tocls are described

in Appendix W.

e. Selection. Selecting authority would rest with the
FC(R). A panel of advisors may be tasked to review the referral
list prepared under the steps discussed above and to recommend
selections. Selections should be announced with some degree of
fanfare through command channels 'in order to alert all involved
parties and to foster a sense of pride in the achievement of
employees at the local level. -

5. Training:

a. Career Development Plan (CDP). An analysis is made of
the employee's background to determine the training from which
the most benefit would be derived. A CDP, which details a
blending of developmental assignments and formal training courses
is then developed. It must conform to the core curriculum {(see
Glossary, Appendix V) or other similar guidance, be tailored to
the individual's needs and goals and spell out the requirements
for graduation from the CDG. It is generally written jointly by
the employee and a mentor with appropriate resource counseling
from an Employee Development Specialist and participation of the
employee's supervisor. FC(R)-level review and approval of ail
CDPs for CDG participants may be desirable for the sake of
consistency.

b. Accomplishment. Formal training identified in the CDP
will be scheduled by the immediate 'supervisor as soon as
practicable. Training £for which there are insufficient gquotas

for all employees to attend (e. g., Senior Service Schools) and
developmental assignments will be handled as discussed in other

5
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c. NMentoring. .The mentor, or advieor, is an ezsential
aspect of this progrzm. The mentIr must receive specialized
training in ccaching technigues, interpretation of the ascescsment
results, and the developrent of effective <candidate CDFs. The
mentor shcuid meet the following qualifications:

a sen:c

1 eo P Y Y .. - [N PEPU -
(1) williagueoZsz t¢ serve a3

&)

(2) to

developrent,

personal commitment

r

advisor,

individual career

=3

2 cxtensive Knowledge and inzight abcocut hew thinge
get dene within the Arnmy,
(4) broad and eztensive manazerial evperience 3t two
. or mors crgznivtziional level: zbeove thit of the CT2G candidare,
(2)  rogugpetivn of z ooy ponivion inothe oo
) extensived cogntact and iateractien with cother
agencies and crganicaticns, and
(7Y 2 provern record I3 conmpetent manosuoy -
Tt ic reccrmended that the employes ha ut nte tho
selection ¢f his/her menicyr o help en tive working
relationshipg. Similarly, the =surerv zlcso %ke an
impcrtant player s¢  that difficultie ccuntered in
carrying out the CDP. i
d. Overcight. Once a <CCIF is develeped and agoroved, it
shculd be «cconzidevred =z conitrzct EBetween the Arny 5303 the
.employee. All partiec Zhould do zll that [ inls 2 ermzuve
that it is follcowed. Tame  Segree 2f ous : Sl o DAT
sree of LU E : e FOR O
recommended in the initizl develcprent o2 *rhroughoul tho
training pericd as adjiustinment: arce needed
e. Evaluaticn. Pericdic evaluaticn of each participant s
performance It ecscential  te ensure  that cnly  those who
successfully complete each phase of the training ccntinue in the
progranm. A standing opersting procedure for the evalua“*in
process should ke develcped fcr uze thrcoughecut the CDG. Criteriz
should be developed which must be met in order for particigans:

to remain in the progran.

6. What happens upon graduaticen?

a. CDG graduztes are the cole scurce of
peczitions A =ingle rcund of ceompetition
selecticn into the C20 and further ncrncompet!

: *

Y i

ade:

applicants for key
PR 1 y . .
Weuid  cutur Lot
ive premoticn (cie
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or more grades) to & key position.

(a)d It will guarantee ‘a higher degree of
utilization of training since more graduates are likely to be
assigned to higher level positions.

(b) Mcre emplcyees are likely to apply for entry
into the CDC knowing that further competition is not required for
promction. .

~ (c) Vacancies can be filled guickly because a
competitive referral list will not be required.

(3) It will reguire strict control over the
number of emplcoyees selected for entry inte h CCG <o that
sufficicnt acancies wculd exist tc permii plzcements to be
effected within a reascnatle period of time 3after graduation.

(D) Ther will be 1little c no promotion

opportunity for employees who opt out of the CDG, for example,
Because of the mokility vreguirement Thiz is likely to cause
worale prcblems for these em;loyees who find that their carsers
are suddenly at a dead end.
: (c) Ccmnanders and other managers who select for
key positions will nct be pleased to find that there may be
highly qualified emplcyees who are not CDG participants, and
therefore, not eligikle for ccnzideration. There g likely tc be
strong concern cver the fact that their authority tc select from
any appropriate source has been dimirnished.

@) It will require more sophisticated candidate

evaluation procedures to predict an emgicyee’s pctential to
develop from a specialist to a supervisor or from a superviscry
to a manager (depending on the the entry level intc the CDC).
The cost of developing and employing such methodologies would be
high and favorable results could not be guaranteed.

b. CDG participation includes training only with no
provision for ﬁonpompe.i::ve pwomotion. Competition ccovers cnly
entry intc the CDG and graduatec muct compete with nen-graduztes
for promotion under the type of merit pronotxon system currently
utilized.

(1) Pros:
(a) It permits  consideration of applicants fron
all sources for key positions. Commanders are likely to favor
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this appy cach since it jves them nolre flexibility in their
[ g
selections.

cns will undergo

(k) Candidatec . posit
r r related to the position to

! another round cf competition di
{ be filled, thereby increasing
process.

(84

n .-
3 -
W o

wha opt out  of ot}

» who are ngt selecte
e for Hey posxt‘on:, thus lessenlng *morale prck
: may be <caused by using CDG graduates as the sole sourc
; key positions. :
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(c) Mcrazle shculd not be negatively impszie=qg
since all employees will remain eligible for consideration.

(2) Co

'~ : (a) The pozsibkility o
\ A will never be promcoted =till! eyxj

.
above, there will still be come b

training encese o)
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training.

(b Mcrale <c¢f people who have complet
training may suffer when non-CDG graduatez are selected for ke
positions. '

7. Mcbility reguirements:

3
s
!
|
!

. ?crp:se. Tc give the FCR the greatest amount cof
3 flexibility, participants must be available for a wide variety of
| asszgnments cnd duty locations. A mobility agreement is used to
| ensure that employees will accept world-wide assigament. The
1 mobility agreement, if desired, should Fke a part of th
| application gaclage for entry intc the CCG so that all applicants
| are in agreement from the onset. Withcut mandatory mobility, the
| FC2 will have neither the suthority tc assign emgpleocyees to the
| training acszignments which would bhe nmest heneficial Icr career
| . development no: the cptisn  tc reccmmend placement of gradustes
1 for vacancies in ey positions in any lecaticocn. Thiz is s rmijor
| difference teitween Thz alliltary (hKizhly =moziled zaod civiiion
l ‘ (selectively mebile) persoune: systems.
1 : b. Application. Mobility relates tc Both the training
| S process and the placerment of CCG grzduntec. Training sites for
i the formal courses which weould ke mandatery oy CDC particigants
AN would be known up  front, s would tho lccoiticnes of the Hey
pcsitions.- for which graduates would £Ee rererred. Generally,

i emplcyees are given the oppgertunity t2  =sre Lielr sezignment
preferences Known. Censideraticn ¢f the employee’s prefevernce

| and the needs of the Arnmy are weigned to dete e where the
| employee will be assigned. The rnuamber and 1o . cf the Key
i ) positicns will have an impact on the 1ixellho ci empluyeos
i : accepting & mobility reguirement.

i c. Considerations.

- (1Y ~ A mobhility vreguirement may czuse » problenm for
| some high potential emgloyees who cenndt tco Ee mobile because of
| - personal co“s;de:c tions. Thus, some c¢f the potentially bezt-
| : qualified employees may nct apply.

; - (2) A DCSPER study conducted in 1922 found that women
are much less likely to be mobile than are men. Unless this
trend has been drastically vreversed in the lact  flve years, It
can be expected that 3 nmobility regquirement will have adverse

impact on women. '

(2) Some emplcyees are likely

to 3agree initially te a
p mcEility re qu irement but refuse to relzscate when the time ooncd
L for actual placement. The career -prcgram must have a plan for
5, dealing with thisz si%tuaticn. .
N 2
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(4) Willingness to relocate on & shert-term bLecsiz for
training may differ from willingness to relocate on a permanent
basis for an actual duty assignment. Again, locations of both

the training sites and the Key positions will have an impact.

8. Resources:

{
i
!

i a. The level of resource commitment needed to run a CDG
| Wwill vary degending primarily cn the complexity (see Section II,
I Paragraph 2a abcve) of the career progran. Elements of these
programs which would affect the resource reguirements include:
| (B The extensive cross-training of emplcyees in
| related fields associated with <c¢cmplex career programs, such as
I¥: and Ccmptrcller, rfises the expectation that the length of
| tinm for participant to ccmplete all graduation reguirements
| would be longer in thb, types of programs. The longer the
; . period ¢f training, the higher the cost.
: (2 The degree of individual tailcring 0ofF the CDP:s znd
| graduaticn reguirements is expected to be greater for ccomplex
» ) . a3
| programs than for less complex pregrams. This would cause
| additional work on the part of the menters and emplcyees and at
7o the COP review and approval level.
N
) 5. Ccestz tg conzider include: /
| (1) ZCevelcgrmernt of zsseszment tccl:. This may ke done
in-house cr by contract. Scme projection ¢f cost is providsd in
Appendiz B zliong with the Zescripticn of 23zh o2l
(2) Travel and per dien, including:
(a) subject-mantter-expert travel fcr develspment
of assessment tcols,
(B) subliect-nztter-eyxceyt ani  zpplicant Sraved
for assessment of applicants and interviews,
: (c) mentor and garticipant travel fcr orientzticon
. meetings, 1f desired, and developrent of CDPs, and ‘
(2 participant travel! tc and from  feormal
training, developmental ascignments, etc.
(2) TFormal training tuition.
(4) Miscellaneous, such as salaries, administrative,
( cupport and material costc.
!\!, .
A .
S—

1]

Declassified and Approved For Release 2012/10/25 : CIA-RDP90-00530R000500920004-7



