COMNAVREGHIINST 12000.1D

18 JUL 2002

COMNAVREGHIINST 12000.1D

                         18 JUL 2002


SECTION 504  FORMAL DEVELOPMENT PROGRAMS

1.  Introduction.  A variety of programs exist to develop employees in their careers.  The structure and features of these programs vary considerably according to their specific purpose.  In some instances, the initiative for utilization of a particular program will lie with a higher echelon while in others it will be strictly a local activity option.  Regardless, they are all tools to be used by management to properly develop and staff the work force.

2.  Career Programs

    a.  Career programs are either DOD‑wide or Navy‑wide in scope and have been developed in order to recruit and maintain a work force of fully qualified, capable, and trained personnel to fill vacancies at all levels; and to optimize personnel performance at all career levels through the use of relevant training, education, and development opportunities and assignments.  Career programs address specific major occupations or functional groups and integrate work force analysis and planning, budget considerations, mission and line managerial needs, intake and staffing processes, standards for employee performance, development, education, and training, and patterns of employee career progression.  Often, career programs include career intern programs as the major means of intake and development (see paragraph 3a.). 

    b.  Responsibilities

        (1) Line Managers are responsible for ensuring that career program policies are understood and supported by subordinates; resources required to carry out the policies are made available; work force needs are identified, articulated and planned for; and career field employees are provided the development, training, evaluation and guidance required by career program directives.  In addition, line managers and supervisors are responsible, along with employees, for developing individual development plans (IDP's) for those employees covered by career programs that include required training.

        (2) Employees are responsible for planning and managing their own careers, in context with the requirements and opportunities of their career programs.  Employees are 

expected to continue their personal growth and seek additional responsibilities and work assignments which will help them achieve their career goals.  Careerists, in coordination with 

HRSC Pacific, are responsible for updating their employment records.  Employee initiatives must be consistent with the needs of the naval establishment and their respective career programs.

        (3) HRSC Pacific is responsible for performing local work force analysis and planning necessary to support formal career program initiatives; publicizing career program provisions developed by Career Boards; ensuring that all affected employees and their supervisors understand their responsibilities; advising and assisting activity line managers in obtaining required training for career field employees; and monitoring the progress of central interns.  Generally speaking, these responsibilities lie with the activity's servicing Employee Development Officer at HRSC Pacific.

    c.  Current Career Programs

        (1) Automatic Data Processing (Includes Information Systems and Computer Resources) (DOD)

        (2) Communications (DON)

        (3) Contracting and Acquisition (DOD)

        (4) Cryptology (DOD)

        (5) Education Specialist (DON)

        (6) Engineers and Scientists (DON)

        (7) Financial Management (DOD)

        (8) Intelligence (DOD)

        (9) Logistics (includes Quality & Reliability Assurance) (DOD)

        (10) Manpower Management (DON)

        (11) Personnel and Equal Employment Opportunity Management (DON)

        (12) Weapons System Acquisition Management (DON)

3.  Career Development Programs.  These programs are often referred to collectively as "trainee" programs because their purpose is to develop personnel to higher occupational levels as a direct result of progress through a formal training program. These programs are intended to serve as major tools to be used by management in staffing and developing the organization.  Although they vary in their characteristics according to their purpose, all of these programs require management to establish formally designated "trainee" positions and to develop a formal, written, approved training plan according to which the trainee(s) is developed.  Although there are some variations, the plan must have the following general features:  statement of objectives, including identification of target position and sequence of progression from entry to target in a recognized line of career progression; description of the phases and length of the plan; description of training experiences (both on‑the‑job and classroom) designed to develop the skills, knowledge, and abilities needed to successfully perform in the target position with such description working progressively from simple to complex; provisions for documenting and recording training received, for evaluating and documenting a trainee's progress in the program, for documenting trainee evaluation of the program,  and for providing counseling to the trainee; statement as to consequence of failure to satisfactorily complete the program, and a description of flexibility provisions to meet changing needs of the trainee and the activity.  A description of each of these types of programs follows.  The activity's Employee Development Officer at HRSC Pacific specializes in the development and administration of these programs and should be consulted accordingly.

    a.  Career Intern Programs.  Particularly in the primary mission‑oriented and key staff occupations, the first few years of an employee's career are among the most crucial and special efforts are necessary to ensure optimum development and utilization of employee skills and abilities from entry to full‑performance level.  Career intern programs are intended to provide an adequate and continuing supply of well‑qualified, well‑trained employees in the applicable 

administrative, professional, technological or other key staff occupations.  Each program covers all employees in either DON or DOD entering the particular career field at any level below the recognized journey level, regardless of the recruitment source.  Interns are "trainees" in formal training programs; i.e., they occupy designated trainee positions, receive training (primarily on‑the‑job, but includes classroom and other types) in accordance with a formal training plan, and advance through succeeding trainee levels in accordance with the training plan.  Entrance levels are usually GS‑5 or GS‑7.  In some instances, intern programs are centrally managed and funded by a major claimant or headquarters, while in other cases field activities assume responsibility.

    b.  Formal Other On‑the‑Job Training Programs.  This type of career development program is established at local activity initiative under local activity authority and funding.  Consequently, such programs vary considerably in the types of occupations and grade levels involved.  However, the purpose of such a program is always to develop and qualify the trainee to assume a specific target position within a recognized line of career progression.  To reach the target, the trainee must progress through one or more trainee levels of increasing difficulty and responsibility.  Such training programs are written and approved, incorporating a plan for the training which primarily utilizes on‑the‑job training, perhaps supplemented by classroom or other related information training methods, and includes provisions for evaluating and documenting the trainees' progress.

    c.  DON Federal Wage System Training Programs

        (1) Pre‑entry Level Trade Training Program.  This training program is designed to prepare persons who have ability to learn and advance, but little background experience, for entry level positions in skilled trades.  This program may serve as an avenue for employing veterans, including disabled veterans, for upgrading underutilized employees, for increasing the number of female, minority, and handicapped employees in the targeted trades, and for developing upward mobility positions within the activity.  A pre‑entry level trade training program consists of structured job assignments providing practical experience in following directions and learning to perform simple tasks under close supervision, supplemented by classroom instruction as 

necessary.  The program provides orientation to the work of a trade or trades, common tools, terminology, and trades work environments; and basic instruction in reading, measuring, shop mathematics, safe work habits, and positive work attitudes.  Participants must demonstrate successful performance of assigned tasks, mastery of classroom instruction, and satisfactory work habits in order to be placed in helper or similar entry level trade positions at the end of the program.  Persons completing the program may compete for selection for apprentice or shop trainee programs via merit promotion procedures.

        (2) Shop Trainee Program.  This program is designed to develop Navy and Marine Corps‑oriented skilled workers in nonapprenticeable occupations which require specialized trade or craft skill and knowledge.  The wage rating of Shop Trainee has been established for this primary purpose.  Such organized training will be given when judged to be the most effective and economical means of obtaining fully qualified employees in these occupations to meet long‑range needs.  The training provided will enable an employee with aptitudes, but with little or no previous experience, to systematically acquire the required knowledge and skills for advancement to the full‑performance journey level, and a broad foundation in the occupation.  The Shop Trainee program may serve as an avenue for employing veterans, including disabled veterans, upgrading underutilized employees, and increasing the number of female, minority, and handicapped workers at the full‑performance level in these trades.  A Shop Trainee program is a structured training program consisting of practical experience supplemented by related information training in the basic occupation which requires specialized trade or craft skill or knowledge.  The Shop Trainee must satisfactorily complete required job experience, demonstrate proficiency in all duties and core tasks of the trade, and complete required related information training satisfactorily in order to graduate from a Shop Trainee rating to the full‑performance journey level of the trade. 

        (3) Helper to Worker Training Program.  This training program is designed to provide Helpers, who have shown the desire and ability to progress, with a known level of skill in preparation for advancement to worker levels of apprenticeable trades.  The program should be the primary source for filling worker level positions at the activity.  The Helper to Worker 

training program consists of a planned progression of structured work assignments designed to teach the common and most typical tasks of the trade, supplemented by limited amounts of trade theory instruction.  Participants must demonstrate ability to perform common and typical tasks of the trade under normal supervision and mastery of classroom subjects in order to advance to the worker level at the end of the program.

        (4) Worker to Journeyworker Training Program.  This program is designed to provide competent Worker level employees, who have shown the desire and ability to progress, with the full range of skills and knowledge required for advancement to the journeyworker or full‑performance level of the trade.  The program should be the primary source for filling journeyworker positions not filled through apprentice programs.  A worker to Journeyworker training program consists of a planned progression of structured work assignments designed to enable the trainee to perform all common and complex tasks of the trade found at the journeyworker level.  This is supplemented by limited amounts of related instruction in academic subjects and trade theory to provide basic knowledge of the trade expected of a competent journeyworker.

        (5) Apprentice Program.  This program is designed to develop highly skilled Navy and Marine Corps‑oriented journeyworkers to meet long‑range journeyworker needs.  An apprenticeship is a comprehensive training program that consists of practical experience supplemented by related information training in the theories, principles, and practices employed in the work of a skilled trade.  Related information training includes course work in trade theory and academics in the following subjects:  trade theory, applied mathematics, trade science, trade drawing and blueprint reading, written and oral communications and organizational orientation. The trade theory must be broad enough to provide the Apprentice with the knowledge required to understand and use new trade technologies.  The Apprentice must satisfactorily complete required job experience, demonstrate proficiency in all duties and core tasks of the trade, and complete required related information training in order to graduate from an apprenticeship to a journeyworker rating.  The journeyworker level of a trade that is apprenticed must be at the WG‑9 (or equivalent) level or above.  General Schedule 

positions may not be apprenticed even though positions may include some trade‑skill requirements. 

    d.  Special Programs

        (1) Student Career Experience Program.  The Student Career Experience Program is the term used by the Federal government for what is commonly referred to outside the Federal government as “cooperative education” programs.  Cooperative education programs are a long‑established type of training program which provides for periods of study at an educational institution interspersed with periods of study‑related work at the employing activity.  The blend of academic study and work experience provided by cooperative education has many potential benefits.  Among them are:

            (a) For the activity, cooperative education permits selection for career jobs on the basis of proven performance; provides a means of directing students towards occupations that 

promise career opportunities; alerts supervising staff to new methods and concepts; reduces the cost of high rate of turnover that is characteristic of the first three years on a job; and permits the activity to contribute to social goals by supporting the learning process and providing work experience and income for tomorrow's generation of professionals, administrators, and technicians.

            (b) For the student, cooperative education lends relevancy to learning; provides realistic exposure to career opportunities; allows for early adaptation to the work environment; broadens exposure to people, places, and situations; and helps pay expenses of school years.

            (c) For the educational institution, cooperative education enriches curricula by expanding teaching resources and faculty knowledge; it gives substance to counseling programs; and, where the number of cooperative education students is large, it decreases dropout and permits larger enrollment of students at minimal increase in cost.

Cooperative education programs may exist at the following levels and also include certificate programs:  high school, associate degree, baccalaureate, and graduate student.  For each program an official agreement between the educational institution and the employing activity must exist before the 

program can begin.  The activity's Employee Development Officer at HRSC Pacific is responsible for developing the agreement.

         (2) Upward Mobility Program (UMP)

             (a) It is Navy policy that headquarters offices and all field activities employing 100 or more civilian employees will develop and operate formal upward mobility programs.  Those with fewer than 100 employees will do so to the extent feasible.  Such programs vary in design but all involve a systematic management effort that focuses personnel policy and practices on the development and implementation of specific career opportunities for lower level employees who are in positions or occupational series which do not enable them to realize their full work potential. 

             (b) UMP opportunities made available in positions at grades GS‑9 and below, and equivalent wage grade positions, that require selectees to receive intensive training in order to qualify for entry into those career fields, must be processed in accordance with the DON Training Agreement with OPM.  The Training Department, HRSC Pacific, will provide detailed advice and assistance regarding development of the required formal individual training plan. 

             (c) Upward Mobility Program development and administration are best accomplished through the joint effort of line managers, HRSC Pacific, and manpower planning/position management officials.  HRSC Pacific functional specialists are available to interested command officials for the purpose of providing advice and assistance in the planning, development, 

implementation and administration of Upward Mobility Programs.  A detailed description of the program may be found in Section 208 of this instruction.

        (3) Veterans Readjustment Appointment.  A Veterans Readjustment Appointment is a noncompetitive appointment which leads to competitive status and career or career‑conditional tenure upon satisfactory completion of service and education or training.  In order to be appointed, the veteran must meet certain criteria.  One of them is to agree in writing to pursue a training or educational program during employment.  The objectives of the training or education program should be meaningful to the veteran and consistent with the needs of the 

activity.  The training plan for each veteran must be developed jointly by the veteran and the veteran's supervisor along with the activity's Employee Development Officer at HRSC Pacific.  Maximum length of the training program is two years. Progress reviews/evaluations are required every six months.

        (4) Rotational Assignments for Development of Key  Personnel.  Using a special training agreement between DOD and OPM, rotational assignments or cross series training may be effected for developing key employees, GS‑9 through GS‑15, to meet projected manpower needs. Selection of candidates must be made in accordance with pertinent career programs and EEO program requirements, and must be filled competitively through the merit promotion program.  Selectees must be trained in accordance with an Individual Development Plan prepared by the supervisor with the assistance of the activity's Employee Development Officer at HRSC Pacific.  Upon satisfactory completion of the program, participants may return to their previously assigned duties or may be reassigned or promoted in accordance with their approved Individual Development Plan.  Before such reassignment or promotion to a specific target position can be effected, the participant must have made up any difference in qualifications from what he/she brought into the program and those required for the target position with training time making up any difference at the rate of one month of training for every two months of required experience. Evaluation of the participant's performance in the program is required every three months. 

4.  Executive and Management Development Program

    a.  The objectives of the DON Executive and Management Development Program (XD/MD) are to enhance mission accomplishment, increase productivity, improve professional capability, and provide a source of skilled professionals to fill future executive and managerial positions.  Navy Echelon I and II Commands and SES claimants are responsible for developing, implementing, funding, assessing, and reporting XD/MD programs.  However, Navy Echelon I and II Commands and the Commandant of the Marine Corps may delegate program development and implementation responsibilities to the most appropriate level.

    b.  The DON XD/MD Program consists of three distinct elements ‑- Executive Development, SES Candidate Development, 

and Management Development.  Executive development (XD) refers to the continuing training and development of incumbent executives.  SES candidate development is a developmental program that prepares competitively‑selected top managers for executive positions by concentrating on development of those experiences likely to equip candidates with the managerial qualifications required for SES membership.  Management development (MD) refers to the training and development of current managers (usually grades GS 13‑15) and of employees identified as having strong managerial potential.  Developmental activities focus on enhancing present performance as well as developing competencies needed for the future. 

    c.  Activities with personnel who are covered by one of the elements of the program mentioned above need to ensure that they are properly participating in the appropriate XD/MD program.  Advice and assistance in this regard are available from their Employee Development Officer at HRSC Pacific.

5.  Long‑Term Training and Education

    a.  Long‑term training and education is training away from the job (other than in apprenticeship, cooperative education and intern programs) to which an employee is assigned on a full‑time basis for more than 120 consecutive working days.  Such training may be accomplished in either government or nongovernment facilities.  It is to be used when comprehensive study programs and developmental assignments are more appropriate for helping to meet training objectives than training programs of short‑term duration.  Long‑term training is also appropriate when the acquisition of knowledge and skills is achievable only through a concentrated, accelerated development program.  Long‑term training is used to:

        (1) Update an employee's academic knowledge (as related to immediate or management‑planned, likely future job assignments and duties).

        (2) Provide a technically oriented employee with tools of management when job responsibilities have or will likely become predominantly managerial.

        (3) Expand an employee's knowledge and background within a particular career field, whether technical or 

nontechnical, to acquire mission‑related knowledge on significant occupational  developments or breakthroughs.

        (4) Acquire knowledge of aspects of other occupations, when duty assignments and responsibilities are interdisciplinary or multidisciplinary in nature.

        (5) Provide educational opportunities that improve motivational and human relations skills in order to enhance technical, supervisory and managerial competence.

    b.  Responsibilities

        (1) Activity supervisors and line managers are responsible for the following:

            (a) Ensuring that all eligible employees are informed of and given reasonable consideration for long‑term training opportunities.

            (b) Establishing a climate of support to ensure effective application of long‑term training and identifying and eliminating obstacles to the application of newly gained skills and abilities.

            (c) Identifying employees who demonstrate career progression interest and potential for advancement.

            (d) Maintaining communications with employees who are on long‑term training assignments to advise them about significant work‑related information and events that may affect them (such as: usage of leave, observation of holidays, promotional opportunities, reorganizations, reductions‑in‑force, changes in basic duty assignments and responsibilities, etc.).

            (e) Evaluating the effectiveness of the training in meeting the stated objectives.

        (2) Employees interested in long‑term training are responsible for discussing their training and career plans with their supervisors, demonstrating motivation, initiative, and flexibility (including geographical mobility, as appropriate); completing the long‑term training assignment and 

related continued service agreement obligations; and utilizing the knowledge, skills, and abilities acquired. 

        (3) The activity's Employee Development Officer at HRSC Pacific is responsible for advising management regarding determination of training requirements, nomination and selection procedures, development of Individual Development Plans and training utilization plans, evaluation procedures, and for publicizing opportunities.

    c.  Central pool funds may be available for long‑term training based on demonstrated need and in accordance with Navy‑wide interests and manpower development requirements.  Such funds, if available, will be used primarily for tuition and related educational expenditures, travel, and subsistence. Activities must be prepared to fund part or all of the training in the event central pool funds are not available.
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