UPWARD MOBILITY POSITIONS 


Standard Guide








Executive Order 11478 and the Equal Employment Opportunity Act of 1972 required that agencies provide the maximum feasible opportunity to employees to enhance their skills so that they may perform at their highest potential and advance in accordance with their abilities.





The Upward Mobility Program concept was developed in order to meet these requirements.  Upward Mobility is an integral part of the Navy's EEO Affirmative Action Plan and supports agency-wide EEO efforts by providing a systematic management effort to provide developmental opportunities to lower-level employees who are in positions which do not enable them to realize their full work potential.





DEFINITION:  Actions taken by management to provide intensive accelerated development to equip lower-level employees (GS-9 and below and equivalent Wage Grade) with the skills and specific knowledges necessary to perform in a targeted position.  Such a position in a career field affording greater growth potential than the position currently held by the employee and selections for such assignments will be made on the basis of potential rather than proven performance and will incorporate a formalized training plan.





Upward Mobility occurs when an employee moves from a clerical to a technician or professional position offering greater growth potential, or from a technician to a professional job with an established career ladder.  





However, training and development efforts primarily designed to improve current occupational performance should not be regarded as upward mobility (i.e., training a GS-5 technician might receive for a GS-7 technician position).  Likewise, progression (after entry) within a career intern, cooperative education or apprentice program is not upward mobility; nor is movement between comparable career fields under a management development agreement.








PHASE I - Planning





The first step in the planning process is to ensure appropriate management support.  To ensure program success requires allocation of sufficient resources, establishment of a central point of coordination and program leadership, and a commitment and support from the following individuals:





     a.  Managers/Supervisors:   The first level supervisor within whose operational areas upward mobility may make the greatest impact and whose knowledge of job requirements will assist in shaping meaningful developmental experiences.  This first level supervisor should:





          (1)  Examine organization structures and positions, periodically, for the purpose of redesigning them wherever practical and to forecast staffing needs.  Reviewing turnover and impact of program requirements, identify the kinds and numbers of anticipated vacancies and estimate when they will need to be filled.





          (2)  Provide for the maximum utilization of the skills, and provide on-the-job training for the employee.





          (3)  Identify job performance standards, elements of selection criteria and types of training required for adequate performance in the target position.  Determine which current and projected position vacancies are the most appropriate for upward mobility assignments. 





          (4)  Work with the employee, provide career counseling and obtain assistance from the training branch to develop individual development plans for each assigned participant.





          (5)  Evaluate participants' progress, development and performance regularly and ensure the documentation is provided to the Civilian Human Resources Training Branch.





          (6)  Provide feedback to employee regarding their performance and application of skills and knowledges acquired through training.





    b.  Human Resources Office:  





         (1) Deputy Equal Employment Officer & Staff:  Responsible for integrating the upward mobility program into a comprehensive EEO Affirmative Action Plan and for providing program support in this regard.





         (2) Employment Branch:   Analyze data essential to the identification of problems, target positions, job requirements and elements of career ladders.  Assess present skills of the work force, with emphasis on identifying those employees in dead-end positions or in positions with limited advancement potential.





         (3)  Training Branch:   Assist in identifying appropriate training sources and the development of meaningful training/development experiences, both formal and on-the-job.





    c.  Budget and Finance Staff:  Assist in estimating and accounting for dollar resources.











Phase II - Implementation & Development   





    a.  The planning phase incorporated information relative to manpower needs, assessment of employees' skills and the activity's hiring patterns.  Through this process, determination was made as to positions designated as the target position.  Generally, target positions are established at the first level of a career ladder (such as Engineering Technician, GS-3; Clerk-Stenographer, GS-3; Budget Analyst, GS-5; or Painting Worker, WG-7) but may range in grade from GS-2 to GS-9, WG-2 to WG-9 or other equivalent wage rates.    Major emphasis is on establishing target positions in occupations and levels for which it has been difficult to find highly qualified personnel.





    b.    Upward Mobility Vacancy Announcement. Upward Mobility assignments must be announced under Base merit promotion procedures.  Competition is open to those who meet the qualifying standard under the Navy's Upward Mobility Agreement.  It includes those employees with competitive status occupying positions at Grades GS-2 through GS-9, WG-2 through WG-9 or other equivalent wage rates, who can reasonably be expected to perform the duties of the target position within two years.  In addition, employees must at the same time of selection meet any positive educational requirements which are specifically required by the qualification standards for the series and grade of the target position.  At the time of promotion, the employee must be able to meet any required time-in-grade restrictions.  Candidates compete on the basis of potential rather than proven qualifications.  The vacancy announcement should clearly identify the position as an upward mobility opportunity.  It should state:





          (1)  Title, Series and Grade of the target position.


  


          (2)  Progression to a higher level (such as the full performance  or journeyman level


                  of the career field) is to be made without further competition.





          (3)  It should cover specified grades at which trainee positions will be or have been 


                  established, and levels of candidates who may be expected to apply.





          (4)  It should cover the duties of the target position; specify eligibility requirements and                        selection criteria.





          (5)  It should outline the developmental plan; and indicate how and where to apply,                               including the submission of any special forms or questionnaires.





 


COVERAGE.  Coverage will be limited to nonsupervisory positions.  Positions covered by this agreement will include both a target and a trainee position.





    a.  Target Position.   The target position is the position to be filled upon completion of the upward mobility training period as differentiated from the full performance level of the career ladder.  A target position is normally the position which is the first rung of a career ladder.  However, the target position my be set at the grade level which will provide eligibility for the group of employees toward whom the upward mobility effort is being directed.





        EXAMPLE:  If a target position is to be filled in the career ladder for a Personnel Specialist, GS-201, and the group of employees toward whom the recruitment effort is directed is at the GS-5 level, the target position my be established at either the GS-5 or GS-7 level.  If the target population is at the GS-4 level, the target position would be established at no higher than GS-5.  TARGET POSITIONS WILL BE ESTABLISHED AT GRADES 4 THROUGH 9 IN GENERAL SCHEDULE AND TRADES, CRAFTS AND OTHER EQUIVALENT WAGE SERIES WHICH OFFER CAREER LADDER PROGRESSION IN THE OCCUPATION.  Assignment to the target position will be made upon satisfactory completion of the training prescribed by the Individual Development Plan (IDP) developed for the trainee.  Upon assignment to the target position, the employee has completed the Upward Mobility program and should be taken off the program.








    b.  Trainee Position.  The trainee position is the position established for placement of the trainee while receiving training assignments.  The training agreement authorizes waiver of formal qualification requirements for assignment to this position.  The experience gained through training assignments is to be credited on an accelerated basis toward meeting qualification requirements for the target position.





          (1)  The trainee position will be established at the same grade or the next appropriate lower grade level to the target position.  The position may be in the same series or in a related series (sub-professional) as the target position.  The selectee must be placed in the trainee position through reassignment, change to lower grade or by detail from the same or higher grade.  (Can't be promoted into the trainee position).  An employee who is serving a probationary period must not be detailed to the trainee position but may be reassigned, or changed to lower grade.  In cases where reassignment to trainee positions from one pay system to another pay system (e.g. WG to GS), will not produce an exact match of hourly salaries using representative rate procedures, the trainee may either be promoted or changed to lower grade, as needed, to place them at the rate closest to their former pay.  A promotion under these circumstances does not affect subsequent promotions authorized by this agreement.





          (2)  The trainee will be reassigned, promoted or changed to lower grade, if detailed from a higher position, to the target position upon completion of the prescribed training.  However, time-in-grade requirements must be met prior to assignment to the target position.  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.





NOTE:  Minimum educational requirements specified in the qualification standards for GS positions for either the trainee or the target position may not be waived by use of this agreement.  Therefore, the selectee must possess the required educational requirements prior to being placed in any such position.





    c.  Career Progression.  Additional development of candidates beyond the target position will follow normal Merit Staffing Program and Career Management procedures.  Upon completion of the upward mobility training program, an employee may ultimately be noncompetitively promoted to the full performance level of the career ladder, in accordance with local merit staffing policy, provided this opportunity was specified in the vacancy announcement for the upward mobility position.  Once the employee is placed in the target position, it is considered that qualification requirements have been met for that grade level in the series; therefore, all subsequent promotions will be based on meeting the difference in requirements for the next appropriate grade level of the series.





    d.  Pay Retention.  A change to lower grade under this authority is not considered to be at the employee's request for purposes of pay retention.  Therefore, if the selected employee is otherwise eligible and the salary cannot be accommodated within the rate range, the employee is to be entitled to pay retention.  Accommodation of the salary within the rate range of the grade is also not considered "at the employee's request" with respect to setting salary based on highest previous rate.





Source of Eligibles:    Selection for positions under this agreement will be made from among the following:





    a.  DON employees who are currently serving in grades GS-1 through GS-9, WG-1 through WG-9, or other equivalent rates and who are serving under career or career-conditional appointments.





    b.  Veterans Readjustment Appointment (VRA) appointees.  If selected, VRA appointees will be reassigned, rather than detailed, to trainee positions and their initial training agreement under the VRA appointment, if not entirely completed, will be amended at that time to incorporate the upward mobility training plan.  They will remain under their VRA appointments, however, until such time as they have completed the required two years of service necessary for conversion.  If performing satisfactorily at that time, VRA's are to be converted, in place, to the competitive service under the provisions of 5 CFR 315.703 (b).





    c.  DON employees who are currently serving in excepted positions under Schedule A appointing authority for the severely handicapped are eligible to compete for upward mobility positions.  Such Schedule A candidates will be referred to the selecting official on a separate listing in accordance with current DON merit staffing procedures.  However, prior to reassignment, recertification by a vocational rehabilitation counselor is required if the physical requirements of the trainee and/or target position are substantially different from those of their current position.





Qualification Standards  





    a.  Candidates will be evaluated on the basis of potential to perform the functions of the target position rather than on the basis of meeting minimum formal qualification requirements of the target position.  A job analysis will be made of the target position, similar to the DON standardized methodology for Crediting Plan Development to identify the knowledges, skills and abilities (KSA's) of the target position.  These KSA's will be analyzed to identify the basic or raw KSA's which the trainee must possess at the time of selection in order to benefit from training and thereby achieve a satisfactory level in each of the KSA's identified in the target position by the completion of the training period.





     EXAMPLE:  Target position KSA:  "Written and Oral Communications Ability."


                           Basic or raw KSA:     "Ability to speak clearly and fluently, knowledge of 


                                                                  grammar, etc." 





    b.  All candidates must meet basic eligibility; e.g. serving under one of the types of appointments covered above, currently at a grade level which is at least the same grade level of the trainee position but not above the GS-9, WG-9 or equivalent wage rate, and have an overall background of sufficient experience and/or education to enable them to meet the OPM formal qualification requirements for the position within the 24-month training period.  The intensive accelerated training received under this agreement will be substituted for formal qualification requirements cited above on the basis of one month of intensive training for two months of experience.





Length of Training:   The training period under this agreement may extend from a minimum of six months to a maximum of 24 months.  The length of the training period will vary according to the entry level of the trainee, the level of experience that the employee possesses prior to selection , the required KSA's, and the individualized program designed to qualify the trainee for the target position.





    a.  General Schedule Positions.  The minimum length of training will be established in order to make up the difference in qualifications between the experience and training the selectee brings into the program and the amount of such experience required (whether general experience or specialized experience or both) for the target position.  Training time to make up the difference in such qualification requirements may be credited at the rate of one month of training for two months of experience under the terms of the training agreement.





        EXAMPLE:  If a trainee needs four years of general and specialized experience to qualify


        for a target position, and already has one year of the required experience, his/her training


        time would then take at least one and a half years under the terms of this training agreement.





         Another example:  If the target position requires three years of general experience and one


         year of specialized experience and the employee has no creditable qualifying experience, 


         he/she would then need the full two years of intensive accelerated training (six months of 


         which must be specialized experience) under the terms of this agreement before assignment


         and/or promotion to a specific target position.  





Before reassignment and/or promotion to a specific target position can be effected, all trainees must meet the minimum length of training.  If the selectee meets the minimum qualification requirements upon entry into the program, a minimum period of six months in the trainee position must be met.





    b.  Wage Grade Positions:  When the target is a wage grade position, length of training will  depend upon the time required to equip the employee with knowledges, skills and abilities necessary to satisfactorily perform the requirements of the target position.  In all cases where the trainee possesses only potential for advancement, a minimum of twelve months of training will be required to achieve eligibility for reassignment or promotion to the target wage grade position.  In cases where the trainee already possesses some of the qualifying knowledges, skills and abilities, a minimum period of training may be established at six months.





Training Plan:   Within 30 days after assignment to the upward mobility position, an Individual Development Plan (IDP) must be developed by the supervisor and approved for each trainee.  This plan must carefully spell out the learning experiences which the trainee will undertake in order to acquire the knowledges, 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.  At least 50% of the training period must consist primarily of on-the-job training in the target area or in functions closely related to that target position.  Individual Development Plans should include some, if not all, of the following:





    a.  On-the-Job Training:  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 which interface with the career field; (e.g. an assignment in an ADP section for budget or personnel).  The trainee may be assigned full-time or part-time with various senior professional staff members for completion of special projects.  When so assigned, the central feature of this developmental experience will be to "Learn by Doing".





    b.  Formal Training.  On-the-job training may be supplemented by formal training courses which contribute to success in the career field.  Such training courses, taken at government expense, may be taken at DOD schools, DON interagency 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 willingness for attendance may not be used as a condition of selection for the training program.





NOTE:  Training under this agreement may not involve formal training alone and may not include a requirement for completion of a specific number of semester, quarter or classroom hours (unless such requirement is part of the qualification standard); or attainment of a certain grade point average.





    c.  Self-Development.  Trainees will be encouraged to participate in self-directed developmental activities.  The program may include extensive reading in selective bibliographies, both of materials related to the career field and those dealing with public administration and management, or in the case of trade/craft occupations, relevant applicable job-related materials.  Trainees should also be encouraged to participate in professional societies and attend local institutions on their own.


Flexibility Provisions:  To avoid frequent minor amendments to the agreement, it is permissible to extend the training period for a maximum of six months beyond 24 months.  Likewise, the training period may be shortened provided the minimum training period of six months is met.  However, care must be taken to assure that the requirements of OPM are met when adjusting the length of the training period.  Following are situations which may require modification to the training plans:





    a.  The employee's inability to grasp a portion of the training given.





    b.  Adjustment of elapsed training time in individual cases to cover contingencies such as sick leave, court leave, extended annual leave, etc.





    c.  Alteration of sequence of training to allow for learning experience to be responsive to actual work situations as they arise during the developmental period when conditions or experience indicate the desirability of such changes.





    d.  Addition or modification of subject matter material required by technological changes, the needs of the Base, and the trainee, and evaluation experience of the development program.





Non-Completion of the Training Program:  Participants who fail to meet the performance requirements of the training agreement may be reassigned to another position, at the same grade level of the trainee position, without adverse action procedures.    An employee who entered the training program through a change to lower grade and does not successfully complete the training, may be repromoted up to his/her former grade as an exception to merit staffing procedures in accordance with current DON policy.  However, if such positions are not available, action to either place the employee at a lower grade or to separate the employee must be accomplished through adverse action procedures.













































































UPWARD MOBILITY TRAINING AGREEMENT





The purpose of this agreement is to give employees in positions at or below the GS-9 grade level or equivalent, who lack experience and/or education qualifying for advancement, a means of entering higher-graded occupations through accomplishment of on-the-job and formal training assignments.





EMPLOYEE:                                                                                    





POSITION:                                                                             





PRESENT  SERIES, GRADE:                                                                 





DATE ENTERED:                                            TARGET GRADE:                                  





1.  As a trainee you will be required to participate in and satisfactorily complete a prescribed training plan developed within 30 days after assignment to this Upward Mobility position.  The period of time which you will have to meet the requirements of this program will be a maximum of                                                     .  Your supervisor and you together must develop an Individual Development Plan (IDP) that insures at least 50 per cent of the training period consists of on-the-job training in the targeted position.  





2.  Failure on your part to participate or satisfactorily progress in any phase or stage of the training program will result in reassignment to another position, at the same grade level of the trainee position or separation.  If you entered this program on a change to lower grade and do not successfully complete your training requirements, you may be repromoted up to your former grade as an exception to merit staffing procedures.  However, if such a position is not available, action to either place you at a lower grade or to separate you must be accomplished through adverse action procedures.





3.  Periodic evaluations will be required by both you and your supervisor to assess your development and progress in your position.  You will be considered to have met the qualification requirements established for the target grade upon completion of the training program and demonstrated satisfactory performance of the job criteria identified for the position.





4.  Your supervisor must provide counseling throughout your training period, with assistance from the Human Resources Office.  Completion of the program does not guarantee promotion.





5.  It is permissible to extend the training period to a maximum of 30 months, or shorten the training period originally established, provided it is not less than 6 months.  





6.  I have read, understand, and accept the above conditions of employment for this position.








                                                                                                                                           


                                                  Employee Signature                                   Date

















UPWARD MOBILITY TRAINING PLAN








Trainee:                                                                    Supervisor:                                            





Position:                                                                                        





TARGET Position:                                                                                                           





Date Entered Program:                                          Duration:                                          








Objective:  To provide a systematic program for the trainee to attain the required knowledges, skills and abilities necessary to perform the duties independently at the target level.


�
�



Elements of the Development Plan:





Description of Training�
Target Date�
Completion Date�
�











































































�
�
�
�



                                                                                                Continued on Reverse       





Promotion Criteria:   Consideration for promotions will be determined by the supervisor and satisfactory completion of the training prescribed above.  In addition, OPM qualification (X-118) requirements must be met.  Although potential exists, promotion is not guaranteed.





Progress Reports:  Completed supervisory and trainee evaluations will be submitted to the Training Branch as indicated below:








�
�
�
�
�
�
�
�
�






                 This will determine the level and quality of performance, based on practical experience and the extent of formal and on-the-job training.  The evaluation will be discussed with the employee prior to submission to the Civilian Human Resources Office, Training Branch.





Flexibility Provisions:   To avoid frequent amendments to the training plan, minor adjustments are permissible to conform to extenuating circumstances such as:





    a.  The individual's inability to grasp a portion of the training given.





    b.  The adjustment of training time to cover contingencies such as sick leave, court leave,                    extended annual leave, etc.





    c.  Alterations of the sequence of training with actual work situations or assignments.





Trainee Signature:�
Date:�
Supervisor Signature:�
Date:


�
�
Training Staff Signature:


�
Date:�
�
�
�



       





















































UNITED STATES MARINE CORPS


Marine Corps Civilian Human Resources Office-West


Box 555026


                                                 Camp Pendleton, CA 92055-5026															


											12410


											HRWP








From:  Marine Corps Civilian Human Resources Office-West, Employee Development Branch


To:      Supervisor of                                                              





SUBJ:  TRAINEE EVALUATION





1.  Please take this opportunity to evaluate and discuss the trainee's progress against their current individual development plan.  Once you have done this, complete and return this letter and the Supervisory Progress Evaluation to the Marine Corps Civilian Human Resources Office-West by                                                             .














						LLOYD LOPEZ





 


Is trainee's progress satisfactory?    z YES      z NO (If NO, please explain)

















Additional findings or comments:

















I have evaluated the progress of the above named trainee and discussed it with him/her.





 Supervisor Signature:                                                          Date:                                        





 Employee Signature:                                                           Date:�
�

































SUPERVISORY PROGRESS EVALUATION








INSTRUCTIONS:  The immediate supervisor of the trainee will use the rating factors indicated below and evaluate the individual as objectively as possible.  This evaluation and the trainee's progress evaluation reports will be discussed with the trainee.  Significant differences or problem areas resulting from either of the evaluation reports should be noted in the comments section of the evaluation report.  This report is to be completed as scheduled in the training plan and submitted to the HRO Training Branch with the Trainee's Progress Evaluation.








1.  TRAINING PROGRAM:   z CCCT    z VRA     ‡ UPWARD MOBILITY     z CAREER LADDER





2.  TRAINEE'S  NAME:                                                                                                                            





     A.  Present Position Title:                                                                                               





     B.  Target Specialty:                                                                                                        





3.  Evaluation reporting period:   From:                                      To:                                    





4.  Comments:  (Cite any significant accomplishments, problems, suggested revisions to the training plan, etc., also, include a specific statement indicating your overall evaluation of the trainee's progress).





�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�
�







































5.  Rating Factors:  Place a check in the appropriate block that best describes the trainee's progress in each of the factors cited below.  Rating column headings are as follows:





     4 = OUTSTANDING                                              1 = MARGINAL  


     3 = HIGHLY SATISFACTORY                              0 = UNSATISFACTORY


     2 = SATISFACTORY


 


FACTOR�
   4�
  3�
  2  �
   1�
   0�
 N/A�
�
A.  Training progress in meeting training plan requirements.�
�
      1.  On-the-Job Training (OJT)�
�
�
  �
�
�
�
�
      2.  Formal/Classroom Training�
�
�
�
�
�
�
�
      3.  Special Projects/Assignments�
�
�
�
�
�
�
�
      4.  Rotational Assignments�
�
�
�
�
�
�
�
      5.  Mandatory Training Requirements�
�
�
�
�
�
�
�
      6.  Self-Development�
�
�
�
�
�
�
�
      7.  Other:�
�
�
�
�
�
�
�
B.  Relations with others.�
�
      1.  Co-Workers�
�
�
  �
�
�
�
�
      2.  Supervisors�
�
�
�
�
�
�
�
      3.  Customers�
�
�
�
�
�
�
�
C.  Attitude-Application to Work�
�
      1.  Overall Quality of Work�
�
�
  �
�
�
�
�
      2.  Overall Quantity of Work�
�
�
�
�
�
�
�
      3.  Observation of Rules�
�
�
�
�
�
�
�
      4.  Application of Skills�
�
�
�
�
�
�
�
      5.  Versatility�
�
�
�
�
�
�
�






6.  This evaluation and the attached trainee progress evaluation have been discussed with the employee:








 Trainee's Signature:�
Date:





�
�
          


 Supervisor's Signature:�
Date:





�
�
                                      Supervisory Progress Evaluation











 						  2














