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Section 1: Executive Summary

The National Park Service (NPS) Learning & Development (L&D) office commissioned the National Park
Conservation Association’s (NPCA) Center for Park Management (CPM) to research current practices in
Leadership Development that have been implemented at the local and regional level over the past few years.
Extensive interviews with field employees and document review of both leadership literature and L&D’s
Training Overview (October, 2008) informed compilation of this report. The report outlines both specific

programs and general trends which comprise an overview of current practices in leadership development at the
NPS today.

This report details 45 leadership, specialized training, and services programs that are currently available to
employees. The programs described in the report are not a comprehensive inventory of training programs
across the NPS, but instead provide a representative sample of the types of programs the field and WASO have
created over the past few years. Each program is detailed in a one-page Briefing Statement, which includes
contact information for the employee managing the program. These current practices have been categorized by
CPM in order to more easily identify attributes and general trends.

In addition to the Briefing Statements on current practices, the report identifies and analyzes key findings.
These findings are based largely on the interview research, as well as the recent L&D Report to the NPS
National Leadership Council, by Office of Personnel Management (OPM) and NPS Leadership Development
Competencies, and through data collected from the Federal Human Capital Survey. Finally, the report
proposes ideas for addressing these findings and aligning the NPS field efforts in this area with a national
leadership development program. Additional information, including further detail on specialized training
programs as well as leadership development theory, is located in the appendices.

The key findings and trends covered in this report include:

¢ Redundancies between programs exist.

e NPS employees perceive that there are very few leadership development opportunities for career levels
below Superintendent.

e Employee participation in trainings is ad-hoc, and guided by employee interests instead of an
overarching development plan.

e  Evaluation of leadership development initiatives is not widespread, and outcome-based evaluation is
quite rare.

o  The majority of existing leadership development programs are occupational or discrete, not holistic.

e DPartners play a substantive role in several initiatives.

e Locally-driven initiatives indicate field empowerment, creativity, and innovation.

e There is an opportunity to build leadership development competencies into non-leadership
development (‘specialized’) training initiatives already in existence.

e Derails and mentoring are considered to be leadership development opportunities that are very high-
value when managed well.

Leadership development programs are found throughout the Park Service; in the absence of a holistic national
program all regions are undertaking their own programs to train their employees in leadership development.
However, the scale, quality, and approach of these initiatives varies substantially. Some of these programs
would benefit from being developed for Servicewide application, with dedicated support and funding for a
holistic national program that addresses discrete local needs. NPS employees require a mixture of functional,
specialized training as well as leadership development. Partners, including academic institutions, are recognized
as valuable stakeholders who can help leverage the resources of the NPS.



Section 2: Introduction

Ratings from the government-wide Federal Human Capital Survey indicate that effective leadership is a key
driver of employee satisfaction. It is also an area in which the governmental workforce lags far behind the
private sector. The National Park Service’s (NPS) Learning and Development (L&D) program is addressing
this issue by working toward the implementation of a nationwide, robust learning environment and leadership
development program with a transparent career path model to help guide employee training choices.

Accordingly, L&D recognizes that a considerable amount of thought has already been put into the concepts of
leadership development and training within the NPS and its partner agencies. In order to ensure that current
efforts and lessons learned are captured and factored into the program implementation, NPS asked the Center
for Park Management (CPM) to identify current practices in leadership development at localized levels in the
system. The research team from CPM collected data on 21 field programs, which provide a representative
sample of field-based initiatives. Each program, identified through in-person and phone-based interviews,
carries with it unique successes and challenges associated with developing leaders in the Park Service system.
Additional information on 24 programs and services identified through the L&D Training Overview report was
provided to the CPM team, and is incorporated into this report.

The following report identifies and summarizes existing programs, categorizes the programs according to
functional type, and analyzes their challenges, successes, and implementation models. CPM’s research revealed
several current practices in leadership development within the Park Service that warrant consideration for
implementation on a Servicewide scale. Examples of existing programs vary from holistic programs, which
represent stand-alone initiatives, to discrete programs, which might complement a more robust initiative.
Programs which are specific to career level and/or technical disciplines are also outlined. The final section
includes analysis of current practices, identifying key trends in leadership development. Additionally, this
section provides tips for addressing issues and leveraging resources when developing the national leadership
program, informed by lessons culled from the report.

The Current Practices section summarizes each program identified in a consistent Briefing Statement format.
The L&D Training Overview has been integrated into this report in order to provide a single reference
document for L&D. Each Briefing Statement indicates whether the program findings were sourced by CPM or
by NPS, and includes key contacts for the initiative to support collaboration within the Service. The report is
intended to serve as a resource for L&D by providing a stepping stone toward a more intentional, Servicewide
approach to leadership development.



Section 3: Methodology

The process of conducting the research and analysis for this report included data collection, data
analysis, and the formulation of next steps for implementing a Servicewide leadership training and
development program. Data were collected from every NPS region, and from employees ranging from
park first-line supervisors to Regional Directors. However, this report is not an exhaustive inventory of
all of the current practices in leadership development throughout the NPS. Rather, it is intended to be
a representative sample of the types of programs that are being implemented at local or regional levels.
The intention is to use the lessons learned from these programs to inform NPS national leadership.

Data Collection

Data were collected from key NPS staff and stakeholders related to formal and informal leadership
development initiatives that are found across the NPS. Information was gathered by CPM primarily through
research interviews and literature reviews. Interviews with NPS field staff included (but were not limited to)
discussions with the Regional Director, Deputy Regional Director, and/or Employee Development Officer
from each NPS Region. A second data source for many of the programs was the NPS WASO Learning &
Development office, specifically the Training Overview compiled by L&D staff in October, 2008. The results
of the data collection component can be found in Section 4: Current Practices, and in Appendix 7: Specialized
Training Practices, in the form of one-page Briefing Statements on each program. The following paragraphs
detail the data collection processes.

Interviews

CPM began a review of current leadership development and training practices in every region of the NPS prior
to the Leadership Development Academic Roundtable, which took place in October 2008. Initially, interviews
focused primarily on leadership development and training needs in the NPS, and the potential role of
academic partners to fulfill a portion of those training needs. However, many of the interviews also included
descriptions of leadership development initiatives, or current practices, which had been implemented at a local
or regional level. Following the Leadership Development Academic Roundtable, CPM modified the interview
protocol to focus the questions more specifically on these current practices. The findings of the interviews
provide the framework for this report.

Between August, 2008 and March, 2009, a total of 56 interviews were conducted. Of these, 18 interviews were
conducted in person and 38 by phone. A priority of the interview process was to engage a diverse range of
employees from each region and technical discipline. The focus of the research was on employees with first-
hand knowledge of current leadership development programs within the service. Each interview was conducted
following one of the two protocols to ensure that the information gathered was as consistent as possible across
programs and interviewer personnel. Please see Appendix 1 for a copy of these interview protocols. The first
protocol was developed for use in preparation for the Academic Roundtable, whereas the second focuses
questions specifically on detailed descriptions of the current practices in leadership development.

Individuals selected for interviews included key employees and major stakeholders recommended by senior
leadership at the NPS, as well as individuals suggested by other interviewees. This type of research, connecting
with new interviewees through in-situ references, is commonly known as the ‘snowball’ sampling method.
Additionally, CPM researchers interviewed a Regional Director, Deputy Regional Director, and/or Employee
Development Officer (EDO) in every region. Unfortunately, a tactic for identifying these current practices
through a Servicewide email request was not available to the research team, for the following reasons: a.) Due
to several recent electronic surveys, such as the federal Human Capital Survey, the research team was
concerned about survey fatigue, and b.) The amount of time and human capital necessary to conduct such a an
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effort was beyond the scope of this project. In some cases, prospective interviewees were unavailable for an
interview. The following chart shows the breakdown between contacts made and completed interviews.

Interviewee Availability

]

# Completed Interviews (56)  Not Available (14)
Total of 70 Contacts Attempted
*Interview Status as of March 30, 2009 — Total of 70 Contacts Attempted

The research team contacted NPS employees from each region, as well as some non-NPS employees, such as
academics, consultants, and other partners. The non-NPS employees selected for interviews participate in the
development, design, and/or delivery of leadership development programs. As a result, they were able to
provide key context and information on leadership program components and needs. The following chart
summarizes interviewee representation by region.

Interviewee List by Region
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Lastly, interviewees represented a diverse array of technical disciplines, as well as administrative and senior
management ranks. The following chart summarizes the breakdown of interviewees by their functional
discipline.

Interviewees by Functional Discipline
Maintenance/Facilities |
Interpretive
Ranger/Fire
Administrative

Sr. Management

Employee Development

Superintendent

Non-NPS
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*Interview Status as of March 30, 2009 — 56 Total Interviews

—_
o
ey
N

14

L&D Training Overview

After interviews were conducted, CPM developed a consistent program Briefing Statement format for each
leadership development initiative identified through the research. At that point, NPS L&D suggested that
CPM reformat the program descriptions included in the L&D Training Overview into the Briefing Statement
format used in this report. This included the addition of 24 program descriptions which provided additional
context to augment the Analysis and Next Steps section of this report. Some programs were not specifically
focused on leadership development, these can be found in Appendix 7: Specialized Training Practices.

Analysis and Next Steps

Data were analyzed after summarizing each program and categorizing its primary function. Each program’s
functional type, implementation driver, and any exceptional strengths or challenges were identified. The
holistic picture provided by this data was compared to the leadership development components essential for a
national NPS leadership development program, as well as informal feedback on leadership development
provided by interviewees and previous research, such as the 2008 L & D Training Overview. This analysis
informed preliminary suggestions regarding next steps for developing such a program. Further detail on the
analysis and results of this component can be found in Section 5: Analysis of Current Practices and Next Steps,
and in Appendix 9: Success Factors Research & Analysis.

After the delivery of this report, CPM will support the NPS in identifying the next logical efforts that will
advance a comprehensive leadership development approach resulting from the research and analysis process.
NPS will determine, with assistance from CPM and other NPS partners where appropriate, which partners will
assume roles in components of the adopted implementation approach. Next steps may include further
developing implementation plans and/or implementing elements of those plans.



Section 4: Current Practices

The leadership programs identified through interviews and extracted from the L&D Training Overview were
distilled into a one-page Briefing Statement that follows a consistent structure. Following an introduction to
the Briefing Statement structure and categorization, this section is further divided into three sub-sections of
program Briefing Statements, including:

4.1: Current Leadership Development Practices
4.2: Services
4.3: Programs Under Development

Each Briefing Statement is designed to provide an overview of the identified program and includes the
following information:

Briefing Statement

Bureau: National Park Service Functional Type: Holistic
Issue: Leadership Program Driver: Local
Park Site: Servicewide

Date: March, 2009 Source: CPM Field Research

Background: This section may include an explanation for why the program was started, what
theories the curriculum is based on, who the program targets, or why the program is needed.

Program Information: This section describes the basic structure of the program. All of the
following components are included, and some further context may also be added.

Geographic Scope Where the program is offered (park, region, Servicewide, etc).
Program Length May include individual course length or entire program length.
Competencies Specific leadership competencies, skills, or other development the

program addresses.

Enrollment Capacity =~ Capacity of the program, recent enrollment numbers, or total trained.

Career Level What career-level this program focuses on (GS-level or general level
indication)

Functional Discipline  If applicable, what functional discipline this program is geared toward.

Learning Method Examples include classroom, on-line, video- conferencing, or resource
libraries.
Evaluation Method If the program is currently being evaluated, evaluation measures and/or

brief results are noted here.

Funding Sources Examples include national, regional, park, partner, or individual
employee resources.

Current Status: This section notes current news about the program as well as whether the program is
currently operational, is finished, is temporarily shelved, or is pending approval.

Contact: This section provides a point-of-contact for more information.




In some cases, additional program information beyond what is listed in the Briefing Statement is included in
the appendices. If applicable, the location of this information will be noted within the Briefing Statement.
Additional information found in the appendices includes: detailed program information, leadership theory or
competencies used by the program as a foundation, and general reference documents.

Categorization of Programs

In addition to the attributes that have been pulled out of each program within the body of the Briefing
Statement, each program has been further categorized in three ways. These designations are located in the
upper-right hand corner of the header on each Briefing Statement and are labeled as:

e Functional Program Type
e Implementation Driver

e Information Source

In many instances, a program exhibits characteristics of more than one functional type or implementation
driver. In these cases, the predominant type or driver of that program was chosen. However, it is important to
note that some programs do retain traits which encompass more than one designation.

Functional Program Type

Each Current Practice can be categorized into one of three functional program types. This designation seeks to
capture the focus and reach of the program. There are three major functional program types: Occupational,
Discrete, and Holistic. The Briefing Statements are ordered in this report according to their program type.
Each program’s functional type designation can be found next to the heading ‘Functional Type.’

1. Occupational programs include current practices which are focused on developing career paths, or on
one specific career level, such as Superintendent. Examples of current Occupational programs include:

e  Chief Ranger University, Grand Canyon National Park

e Superintendents’ Leadership Roundtable

e Upward Mobility, Midwest Region

e Dinosaur National Monument Cross-functional SCEP & Leadership Program

2. Discrete programs include current practices which are focused on developing one specific leadership
competency or skill, such as Mentoring. Examples of current Discrete programs include:

e Mentoring, National Capital Region

Crucial Conversations

Leadership Tours, Antietam National Military Park
Making Friends Partnership Training, Midwest Region

3. Holistic programs include current practices which are generally based on a set of leadership
competencies, and include a spectrum of programs designed to meet short- and long-term leadership
development needs of employees at different career levels and/or in different functional disciplines.
Examples of current Holistic programs include:

e Leadership Development Program, Intermountain Region
e  Operational Leadership, Lake Mead & Pacific West Region
e GOAL Program, Grand Canyon National Park

e Wildland Fire Leadership Program



Implementation Driver

In addition to categorizing the Briefing Papers by Functional Type, the programs are also categorized
according to their respective implementation driver. The implementation driver designation seeks to capture
the circumstances under which the program was initiated. There are three major categories of implementation
drivers: Local, System, and Partner. Each program’s implementation driver designation can be found next to
the heading ‘Driver.’

1. Locally-driven, or “grassroots,” programs include current practices which have been implemented at
the park or regional level using local financial, material, and human resources. These programs are
generally developed in response to a need recognized by local leadership, and are often innovative in
their cost structure. They sometimes use partners or outside consultants to help deliver specialized
training, but also ‘train the trainers’ so that the park or region has an in-house resource for training
delivery in the long-term. This category represents the majority of programs investigated during the
research. Examples of current Locally-driven programs include:

e Coaching, Northeast Region
¢ Dinosaur National Monument Cross-functional SCEP & Leadership Program

e GOAL Program, Grand Canyon National Park
®  Supervisory Training, Southeast Region

2. System-driven programs include current practices which are implemented by a park or region in
response to a leadership training need for which the financial, material, or human resources are
available through another NPS entity or through the national program office. Many of these programs
are discrete programs which a park or region can use to augment other leadership training. Examples
of current System-driven programs include:

e Superintendents’ Leadership Roundtable
® Mentoring Pilot in Alaska Region

3. Partner-driven programs include current practices which have been implemented at the local or
regional level in partnership with another agency or outside partner. These programs are often
implemented in response to a specific need with the recognition that shared financial, material, or
human resources can lead to mutual benefit of each entity. Such a benefit may include reduced cost or
access to resources not otherwise available. Examples of current Partner-driven programs include:

e  Gallup University
e Wildland Fire Leadership Program

Information Source

The information source designation is intended to identify which of the two major research sources, CPM
Field Research or NPS WASO L&D, provided the information presented in each of the Current Practices
Briefing Statements. These two sources have been discussed previously, in Section 3: Methodology. Each
program’s information source designation can be found next to the header, ‘Source,” and appears in italics.

1. CPM Field Research indicates that information pertaining to the Current Practice was gleaned
through interviews with NPS field personnel or their partners using one of the two interview protocols
found in Appendix 1. After information was distilled into Briefing Statement format, interviewees were
asked to verify the information via email.

10



2. NPS WASO L&D indicates that information pertaining to the Current Practice was pulled directly
from the L&D Training Overview Briefing Statement format to the Briefing Statement format
developed for this report. Given that the information came from L&D, and due to time constraints,
points-of-contact for the Briefing Statements were not contacted to verify accuracy of information in
the new format.

The research interviews and information provided by the NPS WASO Learning & Development office yielded
a total of 45 Briefing Statements on current practices in the National Park Service. These current practices are
divided into two major sections: 4.1 Current Leadership Development Practices, and Appendix 7: Specialized
Training Practices. The former represent leadership development initiatives implemented throughout the
Service. The latter, Specialized Training Practices, represent training efforts geared toward a particular
functional discipline, discrete skill, or business process, which do not currently incorporate strong leadership
development components.

In addition, some Learning and Development Services have also been reviewed. These are in the original
Briefing Statement format and can be found in Section 4.2: Services. Finally, there are a few programs which are
currently under development, and therefore not ready for full-scale implementation. These can be found in 4.3
Practices Under Development. Each of these three sub-sections begins with an index of the included Briefing
Statements.

11



Section 4.1: Current Leadership Development Practices

Chief Ranger University, Grand Canyon National Park..........cocooviiiiiiviiiiiiiiiin, 13
Superintendents’ Leadership Roundtable............c.coiiiiiiiiiiiiiiiiiiiii 14
Upward Mobility, Midvwest Regiofh,. . vessss csuvwr snssns suusevsuwasn sowans resnes ssvavs coses senman semmervnssn s suvypsnsen 15
Cross-functional SCEP & Leadership Program, Dinosaur National Monument.............cccovuviuninnnne. 16
Coaching, Northeast Region........ccovuiuiiiiiiiiiiiiiiiiiiiiiiii s 17
Law Enforcement Intake Program, Northeast Region..........cccoieiiiiiiiiiiiniiiiiiiiniina 18
Senior Executive Service Candidate Development Program..........ccooooviiiiiiiiiiiiiiiiniinnnnn, 19
Mentoring Pilot Proginin, Abagks Repiil, oo comy rrommssvmms wosmns vesmpssomss sosmes sosys sumsw onsmes yrors v 20
Mentoring Pilot Program, Intermountain Region...........ccoiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiien 21
Mentoring Pilot Program, National Capital Region...........ccoooviviiiiiiiiiiiiiiiiinineen 22
Crucial CoOmMVEISAtIONS. ... euvutintttntn ettt ettt ettt ettt ea et ea et aeateneneaeteaenenenenenentnenenens 23
Leadership Tours, Antietam National Battlefield...............coooviiiiiiiiiii 24
Making Friends Partnership Training, Midwest Region..........ccccoiviiiiiiiiiiiiiiiiiiiiiiiicin 25
Contracting Officer’s Representative and Contracting Officer’s Technical Representative, Alaska Region..26
Gallup University, Midwest Region..........c.viiiiiiiiiiiiniiiiiiiiiiiiiiiiinn e 27
Operational Leadership, Lake Mead & Pacific West Region.........cocoeivviiiiiiiiiiiiiiiiiiiiin 28
Generating Organizational Advancement and Leadership (GOAL), Grand Canyon National Park...........29
Wildland Fire Leadership Program..........ccociuiiiiiiiiiiiiiiiiiiiiiiiiiiee e 30
Leadership Development Program, Intermountain Region...........coooviiiiiiiiiiiiini, 31
Supervisory Training, Southeast Region.........cocoiviiiiiiiiiiiiiiiiiiiiiii 32
Community Leadership Training, San Antonio Missions National Park.................ooooo 33
Facility Manager Leaders Program. cous cousss sevsis ssmnns s ssws sowons soanns s sons swonas svpwas saone s saswn sewows somsves 34
New Superintendent Academuyissss s sommes sisss « smsaes sonien's wewsls s 45550 8 85505 s 3058 § 5050 £5554 8 S FUass s Sass 35
FUNamentals. . ...o.onuineniiee ettt ettt ettt ettt aeas 36
Entry-level Employee Development Programi. ... cecsesuvsoasusissessonssssesnesansssssnasssnsanssonsssssosssvonsses 37
Mid-level Management Development Program..........ccoouviviiiininiiiiiiiiiiiniiiiin e 38
Future Leaders Program, Northeast Region..........covoviiiiiiiiiiiiiiiiii 39
Trainer Development Programsus.svesuss cessss sswses sousss uesss isemss searss usess s vy ¥ susve donusy susssssssssssigssessel 40

12



Briefing Statement

Bureau: National Park Service Functional Type: Occupational
Issue: Chief Ranger University Driver: Local

Park Site: Grand Canyon National Park

Date: March, 2009 Source: CPM Field Research
Background:

NPS has documented a significant number of senior managers approaching retirement age. In law
enforcement, this problem is exacerbated by a mandatory separation age of 57 in the Ranger series and a trend
for personnel to stay in the law enforcement field rather than moving up in the agency. This will contribute to
significant management difficulties in the future. The Chief Ranger University at Grand Canyon has the
potential to affect 50 law enforcement officers, roughly four percent of the national ranger base.

Program Information:
Components of the Chief Ranger University include:
1. Community Partnering — Identification of a community group outside of the normal work unit
and relationship development.
2. Mentoring — Establish a mentor for every participant as well as becoming a mentor to someone.
Develop Individual Development Plans (IDP’s) for individuals involved.
3. Detail — 1dentify a realistic detail opportunity and work toward putting it into action.
4. Project — Identify a park issue; research, develop, and implement a solution and funding strategy.
5. Advance Training Plan — Upon completion each person will have developed an advance training
plan to carry their development forward for the next 1-3 years.

Geographic Scope Grand Canyon National Park.

Competencies Addressed Based on selected OPM and NPS Leadership Competencies (Appendix 2).
Program Length One year, with four-hour monthly meetings.

Enrollment Capacity 50 participants; 20 currently enrolled.

Career Level Mid-level supervisor (District Ranger/Program Manager) with goal of

obtaining Chief Ranger position within 2-5 years.

Functional Discipline Ranger Division at Grand Canyon; open to anyone who is interested in
developing leadership skills for a career with National Park Service.

Learning Method Four-hour monthly meetings include readings, discussion, monthly speakers,
public speaking, and analytical writing. Video conferencing may be available.

Evaluation Method Feedback session with pilot program participants (See Appendix 3
for a sample of the results of this evaluation).

Funding Sources Division of Visitor and Resource Protection will set aside $12,000 for travel
cost for guest speakers and miscellaneous expense for the first course.

Current Status:

15 students were enrolled in the original pilot program, ranging from GS-7-12.

Contact: Mike Archer, Chief Ranger, Grand Canyon National Park, Mike Archer@nps.gov
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