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SECTION 208  UPWARD MOBILITY PROGRAM

1.  Purpose.  To provide information and outline procedures necessary to implement the Upward Mobility Program (UMP).

2.  Coverage

    a.  All career employees and career conditional employees (who have completed their time after competitive appointment period) occupying positions at grades GS-9 and below, WG-9 and below, or other equivalent wage rates.

    b.  VRA appointees

3.  Discussion.  The primary objective of the UMP is to provide lower-level employees occupying full performance level positions, or positions with limited career potential, opportunities and assistance to develop their full potential.  To obtain this objective, management support in terms of sufficient resources, coordination and program leadership is essential.  Careful planning by managers/supervisors, Human Resources Office, Commander Navy Region Hawaii (HRO CNR) and the activity’s Deputy Equal Employment Opportunity Officer (DEEOO) or designated staff member is necessary to ensure a results-oriented program.  Consideration must be given to the following factors:

    a.  Numbers of anticipated vacancies and estimates of when they will be filled.

    b.  Skills of the work force, with emphasis on identifying those employees in full performance level positions or in positions with limited advancement potential.

    c.  Identification of positions which are characteristically filled from within the activity and those which are filled primarily from outside recruitment sources with emphasis given to those positions with greater potential for career progression.

    d.  Identification of current and projected positions which are most appropriate for UMP assignments, i.e., those occupational areas and grade levels for which outside 

recruitment is generally conducted and/or for which manpower shortages may exist.

4.  Responsibilties

    a.  Activities

        (1) Ensure management support and identify positions that can be used as target positions for upward mobility purposes.

        (2) Review positions, GS-9 or Wage Grade equivalent and below, to identify full performance level positions or those with limited career ladder opportunities that are held by employees who have greater potential and desire to move into a position with greater career potential.

    b.  HRO CNR

        (1) Assist activities in identification and development of entrance level positions to provide appropriate opportunities.

        (2) Establish the merit promotion procedures for advertising, rating, selecting and placing employees in target positions.

        (3) Assist departments in counseling employees on qualification requirements in various career fields for specific target positions.

        (4) Assist in providing and/or coordinating required formal and on-the-job training for employees selected for participation in the UMP.

        (5) Assist supervisors in the development of specific training plans required for program participants.

5.  Upward Mobility Procedures

    a.  Position Coverage

        (1) Trainee Positions.  Under this plan, trainees will be selected from on-board employees in grades GS-9 and below, or 

their Wage Grade equivalents, who demonstrate skills or potential for development to enter a technical, administrative, professional, or craft/trade career.  The trainee position will initially be established at the current grade or wage level of the trainee or next appropriate lower grade level to the target position.  The trainee may either be detailed or reassigned to the trainee position.  In cases where reassignment to the trainee position from one pay system to another pay system using representative rate procedures will not produce an exact match of hourly salary, the trainee may be either promoted or changed to lower grade as needed to place him/her at the rate closest to his/her former pay.

        (2) Target Positions.  This plan provides either for reassignment or promotion to a different occupational series upon the satisfactory completion of training.  The target position, therefore, may be at the same grade level as the trainee position or at the next higher-grade level in the occupational series for which being trained.  Only one promotion is permitted to reach the target position if the target position is above the GS-5 level, WG-5 or equivalent wage position.  If the target position is at or below the GS-5 level, WG-5 or equivalent wage rate, two promotions are permitted to reach the target position.

    b.  Selection of Trainees                                                           

        (1) Qualifying Standard.  Trainees will be selected under local merit promotion procedures from those applicants who are currently in positions rated GS-9 and below and their craft/trade labor equivalents, who have competitive Civil Service status and who can reasonably be expected to perform the duties of the target position within two years.  Each opportunity will be formally announced.  Additionally, VRA appointees are eligible to compete for upward mobility positions.

        (2) Evaluation Methods to be used.  A review panel may be established especially for this program and, if used, panel membership must be in accordance with major command instructions and activity policy.  The proposed selection procedure will have the following sequence:

            (a) Applications will be reviewed to screen out those who cannot be expected to perform the duties of the target position successfully within two years or who are otherwise ineligible.

            (b) Inasmuch as the assessment of potential is the primary objective in the evaluation of candidates for these trainee positions, job elements will be established for the trainee positions.  Elements such as reliability and dependability, ability to follow oral instructions, ability to work as a member of a team, aptitude and interest in the career field, ability to work with others, ability to deal with people, ability to work independently, etc., may be used to evaluate potential.  Supervisory appraisals of potential and evidence of self-development activities as well as participation in outside organizations will also be used.

            (c) Candidates will be ranked by careful evaluation of the quality of their work experience, education and training, performance evaluations, and other evidence of potential.  Candidates will then be rated as either “Best Qualified” or “Qualified.”

            (d) Selecting officials will make final selections.  Interviews, if conducted, will be in accordance with established merit staffing procedures.

    c.  Length of Training

        (1) The length of training will range from six months to two years depending upon the time necessary to equip the employee with the skills and knowledge required for the target position and his/her ability to perform the required elements of the position satisfactorily.  Ordinarily, the target position will be one or two grades higher than the trainee’s present grade or wage grade equivalent depending upon whether the target position is normally classified at one or two grade intervals.  Normally, training for reassignment or promotion to the target position will extend from one to two years.  However, assignment to target position below the GS-7 level may be made after six months if the selectee meets competitive qualification requirements of the position.

        (2) Trainees who fail to meet the performance requirements of the development program may be returned to their former positions or those of similar duties and grades.  In cases where an employee entered the program through change to lower grade, re-promotion to the employee’s former grade level will be subject to competitive merit promotion procedures.

    d.  Training Plan.  Within 30 days after assignment to an upward mobility position, an individual development plan must be developed for each trainee.  This plan must carefully spell out the learning experiences the trainee(s) will undertake in order to acquire the knowledge, skills, and abilities necessary for successful job performance in the target position.  This means that, although the plan must be developed around the requirements of the job, individual aptitude, interests and background of the trainee must be taken into account.  Individual development plans should include some, if not all, of the following:

        (1) Formal training.  Where appropriate and desirable, formal educational courses that contribute to success in the career field should be planned for the trainee.  Such courses, taken at government expense, might be taken at Department of Defense schools, inter-agency training facilities, and/or local trade schools, colleges or universities.  To the maximum extent possible, formal instructions should be scheduled during normal working hours with trainees attending in a pay status.  In unusual situations, it may be desirable to schedule courses after normal working hours.  In these instances, trainees attend classes on their own time in a non-pay status.  However, attendance at classes after normal working hours in a non-pay status must be the voluntary choice of the trainee, and such attendance may not be used as a condition of employment.

        (2) On-the-job training 

            (a) All duty assignments will be meaningful and productive and provide for supervised development in the target position.  Special familiarization assignments may be made to other program areas that interface with the career field, e.g., an assignment in ADP for budget or personnel trainees.  Occasionally the trainee may attend special staff meetings and conferences.

            (b) The trainee may be assigned from time to time full-time or part-time work with various senior professional staff to complete special projects.  When so assigned, the central feature of this developmental experience will be to learn by doing.  50% of the on-the-job training time must be spent in the target area or in closely related functions.

             (c) The length of development on the job will vary according to the entry level of the trainee and the individualized program designed to qualify the trainee for the target position.  The emphasis will not be on time but on demonstrated performance and successful accomplishment of the major job elements of the target position.  However, a minimum of six months to a maximum of two years should be sufficient to determine whether the individual can perform successfully in the target position.

        (3) Self-development.  Trainees will be encouraged to participate in self-directed developmental activities.  The program may include extensive reading in selective bibliography of materials related to the career field and those dealing with public administration and management, or applicable job related materials of trade/craft occupations.  They will also be encouraged to participate in professional societies and attend local institutions on their own.

    e.  Evaluation of Trainee’s Progress.  Within 30 days after assignment to a trainee position, a preliminary evaluation will be made to assess development needs of the employee in terms of meeting the job element requirements and to plan a development schedule to meet them.  Subsequently, written supervisory reports on the employee’s application of training received and overall development on the job will be made 60 days after reassignment to training position and quarterly thereafter. Upon completion of this training program, supervisors will make a final summary evaluation of the achievement and performance of the trainee.  Trainee, likewise, will be expected to make written evaluations of any formal training provided at government expense and to make a self-assessment of their development.  The trainee will be considered to have met the qualification requirements established for the target position upon successful completion of the training program and demonstrated successful performance of the job element criteria 

identified for the position.  The trainee is then eligible for reassignment or promotion to the target position.

    f.  Career Counseling.  The trainee will receive career counseling before he/she enters the developmental program and at appropriate intervals after he/she enters the program.  The HRO staff provides this counseling.

    g.  Special Provisions

        (1) Within the total scope and overall objectives of the development program, the length and intensity of the subject matter will be formulated to meet the individual needs of the trainees.  Adjustments, as appropriate, will be made to cover contingencies such as sick leave, emergency leave or the trainee’s inability to grasp a portion of the development assignment.

        (2) During a RIF, as under other formally approved training agreements, an employee is entitled to bump an UMP trainee only if he/she meets all entrance level requirements including minimum qualification requirements for the trainee position, i.e., bumping rights will not be determined by potential to perform in the position.
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