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ABOUT THE ACADEMY

The National Academy of Public Administration is an independent, non-
partisan, non-profi t organization that assists federal, state, and local govern-
ments in improving their performance. In 1984, the Academy was granted 
a congressional charter. The unique source of the Academy’s expertise is its 
membership—more than 500 current and former Cabinet offi cers, members of 
Congress, governors, mayors, legislators, diplomats, jurists, business execu-
tives, public managers, and scholars who have been elected as Fellows.

Since its establishment in 1967, the Academy has assisted federal agencies, 
congressional committees, state and local governments, and institutions over-
seas through problem solving, research and innovation, and implementing 
strategies for change. The Academy is also supported by businesses, founda-
tions, and non-profi t organizations.

The Academy also promotes discourse on emerging issues of governance. It 
focuses on performance and management issues, both as overarching processes 
and as practical considerations for agencies and programs engaged in the full 
range of domestic and international concerns.

The Academy helps public sector organizations deal with a rapidly chang-
ing human resources fi eld by performing research, benchmarking successful 
organizations, identifying best practices, analyzing operational processes and 
procedures, facilitating focus groups, and conducting educational and infor-
mational seminars and workshops. The Academy uses innovative approaches 
such as groupware (a real-time collaborative brainstorming and decision-sup-
port computer tool) and is developing its own groupware laboratory for agen-
cies that wish to develop rapid consensus on diffi cult and complex issues. The 
Academy’s site at www.napawash.org serves as an electronic forum for 
sharing ideas and developing collaborative efforts.

The Academy’s Human Resources Management Consortium, composed of 
approximately 60 federal agencies, cities, states and international organizations, 
pools its resources to address the pressing issues of modern human resources 
management. Members set annual priorities and provide collegial direction for 
Consortium activities that have application throughout the public sector.

The Academy also provides services on specifi c short- and long-term issues, 
including development of customized human resources systems. These ser-
vices are provided to local, state, and federal government organizations, as well 
as to foreign governments and international organizations.
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Foreword

Previous reports in this series have addressed the changing role and 
competencies of federal managers and supervisors. They have discussed 
the general state of readiness of managers and supervisors in terms of 
how well prepared they are to take on the tasks and challenges set for 
them. This report focuses on their development and what agencies should 
be doing to establish ongoing programs. Despite our previous findings 
that most agencies do not have systematic and comprehensive approaches 
to identifying high-potential leaders and developing a high performing 
leadership team, some agencies are moving in that direction.

Our objective in this report is to capture the experiences of several 
agencies and the noteworthy features of their leadership development 
programs. Our purpose is to provide a useful guide to agencies in their 
development efforts. Throughout the 21st Century Federal Manager series, 
we have characterized the processes involved in identifying, selecting, 
and developing leaders and managers at all levels as a “leadership suc-
cession program.” The use of this term is intended to emphasize the com-
prehensive nature of such an effort and the importance of linking all of the 
related processes together.

This report does not contain general conclusions and recommendations 
for universal application, but presents information from organizations 
having some success so that they may be considered for adaptation by 
others. The final report in the 21st Century Federal Manager series will ap-
ply these successful practices to a broader discussion of what agencies 
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need to do to meet their needs for having the right leaders in the right 
places at the right time.

 C. Morgan Kinghorn
 President
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Introduction

This report is the fourth of five reports in the Academy project The 21st 
Century Federal Manager: A Study of Changing Roles and Competencies. The 
earlier reports examined changes that have engulfed federal managers 
and their impact on roles and competencies. The new and emerging com-
petency requirements specified in these reports include:

• cognitive ability, both raw intellectual horsepower and mental agil-
ity

• strategic thinking skills, especially regarding application of technol-
ogy to business strategy and operations

• analytical ability, especially the ability to sort through myriad infor-
mation and focus on the most relevant data

• ability to make sound decisions in an environment of ambiguity and 
uncertainty

• ability to manage in a diverse environment which includes employ-
ing various management styles given that there are three or four gen-
erations and cultures in one workplace, each dealing with work-life 
balance issues

• ability to lead people not physically co-located with the manager, 
requiring new approaches to assigning work, communicating expec-
tations, monitoring work products, integrating work products and 
assessing performance

• ability to lead a contingent or blended workforce of contractors, per-
manent and temporary personnel, U.S. and local national employees, 
military, public health service, and others using matrix resources (that 
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is, using personnel for their individual skills notwithstanding their 
permanent assignment to another organization and/or leaders)1

The reports examined how government agencies identify and select in-
dividuals for various leadership levels as well as various agencies’ leader 
development programs. In an effort to evaluate how well agencies have 
selected and prepared their leaders, the reports also examined how well 
federal leaders perform their responsibilities, perceptions of their perfor-
mance, and how well they themselves are managed.

Overall, the reports concluded that the federal government has not de-
voted the necessary resources to developing a comprehensive strategy for 
ensuring that the nation and the American people have the right leaders 
in the right place at the right time to do the right thing. No comprehen-
sive succession planning and management—or leadership succession 
program—exists for the federal government. No comprehensive set of 
leadership succession standards, guidelines or expectations have been 
developed. Appropriate resources for such programs have not been 
identified and devoted to such efforts. While a single, government-wide 
program could not meet the needs of all agencies, support from the cen-
tral agencies—the Office of Management and Budget (OMB), the Gen-
eral Accounting Office (GAO), and the Office of Personnel Management 
(OPM)—is necessary to facilitate the type of developmental assignments 
that are an integral part to any successful succession program. Moreover, 
advocacy from the central agencies is necessary to ensure that the neces-
sary funding and support for these programs are available. The need for 
this type of government-wide emphasis is clear from an observation by 
OPM referenced in the third report of this series. The observation was in 
reaction to employee perceptions about the effectiveness of agency lead-
ers in the recently released Federal Human Capital Survey conducted of 
100,000 civil servants in 2002:

More attention needs to be paid to developing and supporting effective 
leaders . . . employees fault their leaders for failing to provide them in-
formation they need to be fully effective, and generally do not find their 
leaders to be a source of motivation or inspiration. The survey results 
correspond to findings in other studies, reinforcing the conclusion that 
addressing weaknesses in the federal government’s leadership infra-
structure is a human capital imperative.

This observation is consistent with the findings of the first three reports 
in the Academy’s 21st Century Federal Manager study. The need for action 

1Leadership for Leaders, Senior Executives and Middle Managers, National Academy of 
Public Administration, August 2003, p. 4.
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is well documented. In the third report, Dr. William J. Rothwell is credited 
for having pointed out that more job openings are expected to result from 
replacement needs than from employment growth in the economy from 
1998 to 2008. Dr. Rothwell opines that this quiet crisis of succession, at all 
levels of government, means that decision makers must be serious about 
succession planning. Succession planning, which also is called succession 
management to emphasize the active and continuous nature of the effort, 
is a process for preparing people to meet an organization’s need for talent 
over time. The focus is on developing leadership talent so this report has 
adopted the term “leadership succession” to refer to the active and con-
tinuous process of projecting leadership needs; identifying high-potential 
candidates; assessing and developing those high-potential candidates; 
and selecting from among them to fill leadership positions.

The third report found that very few federal agencies have compre-
hensive succession planning and management programs; yet many have 
leader development and training programs. Even fewer agencies link 
leadership succession efforts to their strategic plan. Given GAO’s projec-
tions that more than half of all the members of the SES employed by the 
government in October 2000 will have left by October 2007, agencies are 
starting to give increased attention to succession planning and manage-
ment and to leadership succession. Chapter 2 of this report provides 
profiles of several agencies that have gotten serious about leadership suc-
cession. A description and noteworthy features of their programs are pro-
vided. Agency leaders and human resources professionals are encouraged 
to examine these programs to identify approaches that can be replicated 
in their own organizations as they work to design, develop, implement 
and/or improve their own programs.

GAO has also reported, “The second challenge facing federal agencies 
impacted by a lack of succession planning is the amount of diversity in 
their executive and managerial ranks. As the demographics of the public 
served by the federal government change, a diverse executive corps can 
provide agencies with an increasingly important organizational advan-
tage that can help them to achieve results. We have reported that, as of 
2000, minority men and women made up about 14 percent of the career 
SES. If current promotion and hiring trends continue, the proportion of 
minority men and women among senior executives will likely remain 
virtually unchanged over the next 4 years.”2 Incorporating diversity ini-
tiatives into the leadership succession planning process is a pivotal issue. 

2U.S. General Accounting Office, GAO-03-914, Succession Planning and Management in 
Other Countries, Washington DC, September 2003, p. 7.
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An Academy panel found in its study of the SES in December 2002 that, 
“Building and maintaining a diverse senior corps require focusing more 
urgent attention on increasing the representation of women, minorities, 
and people with disabilities at all levels in the federal government, par-
ticularly the feeder ranks at GS-9 and above. If the senior leadership corps 
is to reflect the nation’s diversity and be responsive to it, efforts must go 
beyond simply striving to achieve a proportional number of women and 
minorities in executive positions.”3

Also, Congressman Danny Davis, the ranking minority member of the 
House Government Reform Civil Service and Agency Organization Sub-
committee, has expressed alarm that “the federal government is at risk 
of failing to realize these benefits (of a diverse workforce).” He has called 
for congressional hearings to focus on agency efforts to diversify the SES 
corps.4

What Is Included in This Report

This report represents an effort to provide agency leaders and human 
resources professionals with practical information they can use to design, 
develop, implement and/or improve their own leadership succession 
programs. Chapter 1 describes a step-by-step model for establishing a 
comprehensive leadership succession program. The model sets forth the 
key criteria for successful programs—primarily, the support and active in-
volvement of the top leader and a performance management system that 
supports the early identification of talent with critical skills and evaluates 
their ability to assume greater responsibility with further development. 
The model also emphasizes attention to other human capital challenges, 
such as diversity and retention. Leading organizations recognize that 
diversity can be an organizational strength and have created programs 
to identify and develop senior managers from among ethnic minorities, 
individuals with disabilities and females who have the potential to reach 
senior executive positions at an accelerated rate. Leading organizations 
also use succession planning and management to provide an incentive for 
high-potential employees to stay with the organization, thereby preserv-
ing future leadership capacity.

3Strengthening Senior Leadership in the U.S. Government, National Academy of Public 
Administration, December 2002, p. 25.

4Government Executive, http://www.govexec.com/dailyfed/1003/101603sz1.htm, 
October 16, 2003.
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Chapter 2 profiles several agencies that have undertaken the long-term 
effort to ensure leadership succession with their organizations. Their 
programs are described and the most noteworthy features of each are 
highlighted.

Chapter 3 provides an inventory of some successful private sector prac-
tices in the area of leadership succession that may have some applicability 
in the public sector.

Chapter 4 provides a checklist for agencies to use when developing 
their own leadership team.



9

CHAPT ER  ONE

Key Criteria for Developing 
the Leadership Team

Succession planning and management [or leadership succes-
sion] can help an organization become what it needs to be, 
rather than simply to recreate the existing organization. Lead-
ing organizations go beyond a succession planning approach 
that focuses on simply replacing individuals and engage in 
broad, integrated succession planning and management efforts 
that focus on strengthening both current and future organiza-
tional capacity. As part of this broad approach, these orga-
nizations identify, develop, and select successors who are the 
right people, with the right skills at the right time for leadership 
and other key position.5

J. Christopher Mihm
Director, Strategic Issues

U.S. General Accounting Office
Fellow, National Academy of Public Administration

The U.S. General Accounting Office (GAO) has recently examined the 
leadership succession challenges facing nations around the world. Cana-
da faces a situation in which its public service workforce, with about 80 
percent of its executives and executive feeder groups are eligible to retire 
by the end of the decade. In the U.S. federal service, more than half of the 

5Testimony of J. Christopher Mihm, Director, Strategic Issues, U.S. General Account-
ing Office. Before the Subcommittee on Civil Service and Agency Organization, Com-
mittee on Government Reform, House of Representatives, October 1, 2003.
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SES employed in October 2000 will have left by October 2007, and about 
15 percent of the overall federal workforce will have retired between 2001 
and 2006. Despite these challenges, many U.S. federal agencies have yet 
to adopt succession planning and management initiatives that adequately 
prepare them for the future.6

However, succession planning and management have just begun to re-
ceive increased attention. Congress has asked GAO to review how selected 
U.S. federal agencies manage their succession challenges. The U.S. Office 
of Management and Budget (OMB) revised Circular A-11 to require that 
Fiscal Year 2005 annual performance plans, which agencies prepare under 
the Government Performance and Results Act, identify planned training, 
development and staffing actions to ensure leadership continuity. As part 
of the Administration’s effort to implement the President’s Management 
Agenda, the U.S. Office of Personnel Management (OPM) set the goal that 
leadership and knowledge continuity is assured through succession plan-
ning and professional development programs in 25 percent of all federal 
agencies by July 2004.7

In its recent report, Insights for U.S. Agencies from Other Countries’ Succes-
sion Planning and Management Initiatives,8 GAO highlighted key practices 
for effective succession planning and management abroad that federal 
agencies can consider as they revise or develop their own programs. The 
planning and management initiatives demonstrated the following six 
practices:

1. Receive active support of top leadership. Effective succession plan-
ning and management initiatives have the support and commitment 
of top leadership. To demonstrate its support of succession planning 
and management, top government and agency leadership actively 
participate in the initiative. They also demonstrate support of succes-
sion planning and management when they regularly use these pro-
grams to develop, place and promote individuals. Lastly, top leaders 
ensure that their agency’s succession planning and management 

6Ibid.

7Recently, OPM established the Leadership Development and Succession Planning 
Committee of the Chief Human Capital Officers Council to ensure continued focus on 
this issue.

8U.S. General Accounting Office report to congressional requesters: Insights for U.S. 
Agencies from Other Countries’ Succession Planning and Management Initiatives, GAO-3-
914, September 2003.
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initiatives receive sufficient funding and staff resources to operate 
effectively over time. Commitment is critical since these initiatives 
can be expensive given the emphasis on participant development.

2. Link to strategic planning. Leading organizations use succession 
planning and management as a strategic planning tool that focuses 
on current and future needs and develops pools of high-potential 
staff to meet long-term mission and goals. Succession planning and 
management initiatives are closely integrated with their strategic 
plans and provide a broader perspective.

3. Identify talent from multiple organizational levels early in careers, 
or with critical skills. Effective succession planning and manage-
ment initiatives identify high-performing employees from multiple 
levels in the organization and early in their careers. In addition, 
leading organizations use succession planning and management 
to identify and develop knowledge and skills that are critical in the 
workplace.

4. Emphasize developmental assignments in addition to formal train-
ing. Leading succession planning and management initiatives em-
phasize developmental or “stretch” assignments for high-potential 
employees in addition to more formal training components. These 
assignments place staff in new roles or unfamiliar job environments 
to strengthen their skills and competencies and broaden their ex-
perience. Sometimes, executives and managers resist letting their 
high-potential staff leave their current positions to move to another 
organization. Agencies in other countries have developed approach-
es to respond to this challenge. In Canada’s Accelerated Executive 
Development Program, individuals accepted into the program be-
come employees of, and are paid by, the Public Service Commission, 
a central agency. Officials affiliated with this program reported that 
not having to pay participants’ salaries makes executives more will-
ing to allow talented staff to leave for developmental assignments. 
This fosters a government-wide, rather than an agency-specific, cul-
ture among the program participants.

5. Address specific human capital challenges, such as diversity, lead-
ership capacity and retention. Leading organizations stay alert to 
human capital challenges and respond accordingly. Government 
agencies around the world, including those in the United States, 
face challenges in the demographic makeup and diversity of their 
senior executives. Leading organizations recognize that diversity can 
be an organizational strength that contributes to achieving results; 
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they have created programs to identify and develop senior manag-
ers from among ethnic minorities who have the potential to reach 
the senior civil service at an accelerated rate. At home and abroad, a 
large percentage of senior executives will be eligible to retire over the 
next several years. This provides an opportunity to diversify. Finally, 
leading organizations use succession planning and management to 
provide an incentive for high-potential employees to stay with the 
organization and thus preserve future leadership capacity.

6. Facilitate broader transformation efforts. Effective succession plan-
ning and management initiatives provide a potentially powerful tool 
for fostering broader government-wide or agency-wide transforma-
tion by selecting and developing leaders and managers who support 
and champion change.

In 2001, Hewitt Associates’ Leadership Consulting Practice initiated 
research to identify the combination of factors that allows financially suc-
cessful organizations to consistently produce great leaders. It examined 
the variables that primarily influence a leader’s growth in an organiza-
tion, including developmental experiences, compensation, senior leader-
ship interaction, organizational culture, succession-planning processes 
and more. An objective was to identify the factors, and the interactions 
between factors, that optimize continuous development. Based upon its 
research, Hewitt identified three fundamental elements that differenti-
ate the “Top Companies for Leaders” from all others. These leadership 
“truths” are essential for an organization to build strong leaders and have 
strong succession:9

1. Top executive leadership and inspiration. Without the passion-
ate and visible commitment of the top executive, developing great 
leaders is not possible. It is imperative that top executives not only 
support the development of future leaders, but also actively partici-
pate, communicate frequently about it, and provide the inspiration, 
passion and necessary resources. CEOs at the top companies were 
intimately involved in their talent review processes, from reviewing 
top candidates to ensuring their teams conducted thorough, fair re-
views of their direct reports and that the process was used to fill key 
roles with top people. Although leadership development workshops 

9Testimony of Robert P. Gandossy, Global Practice Leader, Talent and Organization 
Consulting, Hewitt Associates before the House Government Reform Committee, 
Subcommittee on Civil Service and Agency Organization, October 1, 2003. See also, 
How Companies Grow Great Leaders; Top Companies for Leaders 2003: Research Highlights by 
Hewitt Associates’ Leadership Consulting Practice.
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in many companies have a “guest appearance” by the CEO, top com-
pany CEOs spend much of their time teaching, learning, engaging 
and observing—they believe it is their forum. They spend at least a 
quarter of their time (and in some cases, over half) devoted to leader-
ship because they know there is a direct link to results. Running an 
effective organization is building leadership capability.

2. “Maniacal focus on high-potentials.” Many of the top companies 
have built a respected marketplace image, reputations for develop-
ing talent, and innovative and selective recruiting processes, ensur-
ing a full and powerful pipeline. These companies do not recruit or 
hire the best and the brightest “out there,” but hire the best for them 
and spend time and care doing so. Once hired, they spend the same 
time and care identifying and developing the best. They also focus 
heavily on matching leaders with jobs and providing cross-functional 
experiences and global or regional assignments that promote strong 
development. They invest in discovering what matters in preparing 
people for certain roles.

3. The right leadership practices, done right. Many institutions have 
common elements of leadership development and talent and succes-
sion management programs. What sets the best firms apart from the 
rest is not just the careful design of the right process but a relentless 
dedication to executing it flawlessly. The top company leaders have 
a formal succession planning process in place. At the same time, 
succession planning isolated from other performance systems is not 
effective. Organizations must have the right combination of the best 
talent, challenging job assignments, dedicated coaches and mentors 
who hold employees accountable to deliver and provide a safety net 
to facilitate learning, and well-established and structured processes 
to evaluate talent and manage the succession process. Succession 
management at top companies usually includes some assessment of 
potential development of high-potential pools, lists of successors for 
key jobs, and a structured talent review process. A company’s strat-
egy (where the organization is headed, its products and services of-
fered, and markets served) and operations (how decisions are made 
and the infrastructure, systems and processes used to support the 
strategy) are inseparable from the talent needed to do both.

In Grow Your Own Leaders: How to Identify, Develop, and Retain Leadership 
Talent,10 the authors set forth the following principles that should guide 

10Grow Your Own Leaders: How to Identify, Develop, and Retain Leadership Talent, by Wil-
liam C. Byham, Audrey B. Smith, Matthew J. Paese, Prentice Hall, 2002.
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the development and implementation of effective leadership succession 
programs:

• Senior management should own the succession management system 
and be fully accountable for its success.

• The best way to grow leaders is not to earmark specific backup people 
for specific jobs. It is much more effective to identify and develop a 
pool of people who have the potential to fill multiple senior manage-
ment positions for which specific backups should be identified.

• Good performance is required in every job. There is no room for em-
ployees who move through jobs with no real responsibilities.

• The role of human resources is to facilitate the system. It should sup-
port the executives who identify and work with high potentials and 
help those individuals manage and monitor their own development.

• Bureaucracy—or forms and meetings—should be minimized.
• Every organization has unique succession management needs based 

upon size, growth rate, number of expected openings, organizational 
structure, management commitment and strategic direction.

Given these guiding principles and truths, how should agencies proceed 
in developing comprehensive leadership succession programs? Report 3 
of this Academy series set forth a step-by-step model and eight factors 
common to the most successful leadership succession programs:11

• Top organization leaders are personally involved and deeply com-
mitted.

• Succession management processes are relatively simple and flexible, 
and integrated with strategic plans to identify and develop leaders 
who meet evolving organizational needs.

• Succession programs are owned by line managers, supported by hu-
man resources staff, integrated into human resources processes, and 
consistent with the organization’s culture.

• A pool of high-potential leaders is identified early and developed, 
rather than relying on a slate of replacements for current positions.

• Leader competencies are identified and regularly reviewed and up-
dated; candidates are assessed and developed against those compe-
tencies.

• High-potential candidates are identified, developed and evaluated 
regularly, a process that involves all levels of the organization.

11Leadership for Leaders, Senior Executives and Middle Managers, National Academy of 
Public Administration, August 2003.
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• Leader development programs employ three complimentary com-
ponents: varied, sequential and progressive job assignments, formal 
education/training and self-development.

• Senior leaders identify developmental goals for individuals and man-
agers, expect them to achieve the goals and hold them accountable.

THE STEP-BY-STEP PROCESS

Establishing a systematic leadership succession program is a long-term 
culture change that requires a commitment to a long-term strategic view 
of talent needs. A step-by-step process for establishing such a program 
includes:

• Step One: Clarify top leadership’s expectations and preferences for a 
succession program. To provide continuity, ensure SES and Executive 
Review Board involvement.

• Step Two: Establish a leadership competency model that is a narra-
tive description of the knowledge, skills, attitudes and other abilities 
that lead to exemplary performance.

• Step Three: Conduct individualized, multi-rater, full circle assess-
ments (against the competencies required for success in the organi-
zation) to identify gaps in the competencies an individual currently 
possesses and those he or she should have to be successful.

• Step Four: Establish an organizational performance management 
system that continuously assesses individuals against the competen-
cies linked to exemplary performance.

• Step Five: Establish the means to assess individuals for advancement. 
Establish ways to examine the talent available for future possibilities 
and advancement.

• Step Six: Establish a means of regular, ongoing individual develop-
ment planning.

• Step Seven: Implement individual development plans by establish-
ing in-house leadership and management development programs.

• Step Eight: Establish a competency inventory or information about 
the organization’s talent.

• Step Nine: Establish individual and organizational accountability for 
the systematic succession planning effort. Use incentives to reward 
individuals for achieving their developmental goals.

• Step Ten: Evaluate the results of the systematic succession planning 
and management program and work to continuously to improve it.

Some federal agencies have taken comprehensive leadership succession 
seriously. They include the Department of the Army, Internal Revenue 
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Service, Social Security Administration, Department of State and Depart-
ment of Veterans Affairs. In each, the agency head has traditionally and 
currently leads the effort to develop leadership talent. For example, the 
Army Chief of Staff, the branch’s highest ranking military officer, is per-
sonally involved with ongoing evaluation and changes to the leader de-
velopment programs for the Active Army, Army Reserve, Army National 
Guard, and Army civilian workforce. Likewise, four star Army major 
commanders are personally committed to civilian leader development, as 
demonstrated by their participation with each class of the Army Manage-
ment Staff College, which is attended by 90 percent of the Army’s civilian 
leaders and high-potential candidates.

Another example is the previous Commissioner of the Internal Revenue 
Service who not only changed IRS’ structure and method of interacting 
with American taxpayers, but also reviewed and changed the core compe-
tencies for the IRS leadership team to ensure they demonstrate a customer 
service focus. Likewise, senior leaders of the Social Security Administra-
tion, Department of State and Department of Veterans Affairs have insti-
tutionalized leader development processes and programs within their 
organizations. A look at their processes, programs and institutions in 
Chapter Two will underscore the necessity of agency head active support 
and involvement.

THE USE OF PERFORMANCE MANAGEMENT IN 
LEADERSHIP SUCCESSION PROGRAMS

The key criteria of successful leadership succession programs include 
identifying talent with critical skills early in their careers and at multiple 
organizational levels; such programs should emphasize development 
through planned, progressive and sequential assignments that strengthen 
skills and competencies and broaden experiences. Thus, organizations 
must, as Dr. Rothwell suggests,

Step Four: Establish (or reengineer) an organizational performance 
management system that continuously assesses individuals against the 
competencies linked to exemplary performance in the organization’s 
unique corporate culture. Individuals seldom are eligible for promo-
tion, advancement or other developmental opportunities if they are 
not performing successfully in their current jobs. It is essential that the 
performance management system measures individuals against compe-
tencies linked to success.12

12Leadership for Leaders, Senior Executive and Middle Managers, National Academy of 
Public Administration, August 2003, pp. 39-40.
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Performance management is the key to ensuring that other elements of 
a leadership succession program support and are linked to the organiza-
tion’s management of its current and potential leaders. Grow Your Own 
Leaders makes the point that good performance is required in every job 
and there is no room for employees who move through jobs with no real 
responsibility. All assignments are an opportunity to demonstrate talent 
for leadership. Therefore, it is essential that leaders use performance man-
agement to identify and measure potential and current leaders against 
competencies linked to success.

HOW WELL IS THE PERFORMANCE MANAGEMENT 
PROCESS BEING USED TO CONTRIBUTE TO THE LEADER 
DEVELOPMENT PROCESS AND PROGRAM?

This series’ third report, Leadership for Leaders: Senior Executives and Mid-
dle Managers, identified the following central questions related to effective 
performance planning and appraisal for managers and executives:

• Do performance plans encompass and focus on the right objectives 
and enable valid and meaningful distinctions among executives and 
managers?

• How well do performance planning and appraisal for managers and 
executives relate to and support leadership development throughout 
the organization? To help ensure maximum relevance and usefulness, 
are the performance plans for executives, managers and supervisors 
sufficiently aligned and related so they contribute to the organiza-
tion’s performance objectives generally and to leadership develop-
ment specifically?

• To help ensure maximum impact on achieving performance results, 
are performance plans established and appraisals conducted in ways 
that enable meaningful consequences in terms of compensation, rec-
ognition and awards?

• Do executives and managers take concrete, persistent and relevant 
steps to ensure that performance plans are executed and objectives 
met?

The report indicates mixed results. On the one hand, senior executives 
in an OPM 1999 survey did not give high marks to the performance man-
agement process as it was applied to them. Responses to the following 
questions are particularly telling:

• More than one third (35.1 percent) of executives surveyed did not 
agree with the statement, “My performance plan is linked to my 
agency’s strategic plan.”
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• When asked, “How often do you typically receive feedback on your 
performance?” only 17.4 percent responded more than semi-annually, 
with 41.1 percent responding semi-annually, 34 percent annually, and 
7.5 percent less than annually.

• Only 28.5 percent of the executives agreed that, “My last performance 
evaluation helped me to identify areas for improvement.”

• Only 34.4 percent agreed that, “My last performance evaluation 
helped me to identify my strengths.”

More recently, OPM has criticized the quality of senior executive perfor-
mance appraisals based on its finding and concern that agencies had rated 
nearly 85 percent of their senior executives at the highest level in FY 2001. 
According to OPM, this was a disproportionate share of top rankings, 
suggesting that “. . . agencies weren’t making meaningful distinctions 
between those with a record of truly outstanding performance and those 
who did what was expected.”

On the other hand, responses to OPM’s survey of human capital re-
sponses by executives and managers regarding how their performance 
has been managed indicate a higher level of satisfaction. For example, 
managers gave favorable responses to 8 of 11 statements or questions in 
the survey reflecting on how well the manager’s performance is managed 
by a boss. Executives also gave largely favorable responses to such state-
ments or questions.

The report’s overall conclusion, taking into consideration broader con-
cerns of OMB and GAO about the management of agency programs, was 
that there is clearly a need to improve the performance management of 
executives and leaders. GAO has found that most federal performance 
management systems fail to achieve the key objectives of (a) providing 
candid and constructive feedback to help individual employees maximize 
their potential, (b) providing management with the information it needs 
to reward top performers, and (c) providing the information and docu-
mentation needed to deal with poor performers. Further, many federal 
agencies are just beginning to recognize how they can use performance 
management as a tool to achieve success.13

13U.S. General Accounting Office, “Managing for Results: Using Strategic Human 
Capital Management to Drive Transformational Change,” (GAO-02-940T, July 15, 2002, 
Washington, DC)
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TO WHAT EXTENT AND IN WHAT WAYS SHOULD 
AGENCY PROGRAMS FOR LEADER DEVELOPMENT AND 
PERFORMANCE MANAGEMENT RELATE TO EACH OTHER?

Is there a deliberate, systematic way to use performance management 
as a means to shape and improve the development program and to apply 
development resources to the right people? How can the performance 
management process, broadly defined, contribute to leader development? 
What are important approaches and tools?

With respect to the formal appraisal process for 
individual leaders:

• Performance objectives should be established that link to organiza-
tional objectives and reflect significant and observable or measurable 
program outputs. This should be a collaborative effort between the 
leader and the supervisor. For successive levels of leaders, the mea-
sures should cascade from the objectives of the appropriate political 
or career leader.

• Performance elements based on leader competencies should focus 
on behaviors that strengthen the performance needed to achieve 
program related performance objectives. Competencies can be stan-
dardized for an organization’s leaders, be tailored to the individual, 
or both. It is especially important that agencies assess leaders with 
regard to their people-oriented values and competencies to ensure 
that they manage in ways consistent with building high performance 
work environments.14

• Performance plans for leaders should include specific competency 
development objectives. This way, leaders are held accountable for 
their own development. The Department of Energy’s appraisal plan 
for managers and supervisors includes “Demonstrates Functional 
Competence” as a leadership sub-element requiring the upgrade of 
functional and professional skills through such means as seeking 
input from others for new developments, techniques and advance-
ments and seeking challenging assignments.

• Executives and managers who supervise other executives, managers 
and supervisors should be held accountable in their performance 
plans for effectively managing those subordinates with respect to 
their management responsibilities and competencies. For example, 

14The Human Equation, Jeffrey Pfeffer, Harvard Business School Press, 1998, p. 299.
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the Department of Energy’s performance appraisal plans for manag-
ers and executives have under the element of “Key Leadership Attri-
butes” the sub-elements of “Builds Capabilities” (i.e., recognizes the 
competencies or capabilities needed and hires, develops and retains 
necessary talent, including subordinate executives, managers and su-
pervisors) and “Coaches, Motivates, Develops and Mentors” includ-
ing giving timely and constructive performance feedback, coaching, 
collaborating to further career goals and fostering continuous learn-
ing and development. (See also the IRS profile in the next chapter.)

• The executive or manager should use a performance planning meet-
ing with a subordinate manager to discuss competencies needed to 
achieve objectives and the manager’s personal and professional de-
velopment and to set relevant goals in that regard.

• Honest and constructive appraisal should be used for the annual 
evaluation and periodic feedback. The focus should be on continuous 
performance improvement, communicating and modeling standards 
and identifying actions to overcome potential and actual obstacles to 
meeting objectives.

• The annual performance review should be used to assess the extent to 
which the manager has achieved his or her objectives. From a leader 
development standpoint, it is especially important to focus on com-
petency performance and improvement needs, and to use appraisal 
results to further identify development needs.

With respect to other performance management tools:

• Structured assessment methods for assessing leadership competen-
cies should be used to gain a more complete assessment of the leader. 
These include accomplishment records, work samples, interactive 
exercises and 360-degree leadership feedback. It is increasingly nec-
essary to get several perspectives on a leader’s performance, not only 
from the immediate supervisor. Input from employees, customers 
and partners is especially important to truly understand the leader’s 
behavioral competencies. At the Department of Energy major offices 
may conduct an optional “peer feedback” for SES members to obtain 
assessments of peers regarding the executive’s leadership capabili-
ties. This series’ third report, Leadership for Leaders: Senior Executives 
and Middle Managers, discusses tools in more detail.

• The manager and the boss should regularly hold career planning dis-
cussions and prepare individual development plans. At the Centers 
for Medicare and Medicaid Services career planning discussions take 
place annually between manager and supervisor. Workforce plan-
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ning and career counseling services information are available to help 
identify career opportunities. The manager uses this discussion to 
develop a plan for achieving and mastering specific competencies.

• The leader should regularly receive feedback and coaching from the 
supervisor, keeping in mind the developmental implications for the 
receiving manager. Feedback and coaching are a continuous process 
where the leader and his supervisor engage in constructive dialogue 
about past and future performance and the implications for training 
and development. Coaching is essential on a day-to-day basis and for 
more formal periodic reviews. Good coaching is an ongoing learning 
process where the leader clarifies and reinforces mutual understand-
ing of objectives and competency expectations. Effective coaching 
and feedback is an acquired skill needed by both leaders.

With respect to organizational approaches to 
performance management:

• An organization’s top leaders should hold periodic, rigorous reviews 
of current and potential leaders that involve a systematic, organiza-
tion-wide effort to assess performance, provide feedback and identify 
promotion potential and developmental needs. This review may or 
may not constitute forced distribution or a “vitality curve” as used by 
Jack Welch at General Electric. It should, however, provide a rigorous 
sense of who has leadership competencies and the potential for more 
responsible positions. This assessment can be invaluable for making 
placement decisions and formulating leader development programs.

• The organization should regularly use organizational assessment sur-
veys to measure leader effectiveness, and as a disciplined follow-up 
program to address leadership shortcomings. The second report in 
this series, First-Line Supervisors in the Federal Service: Their Selection, 
Development and Management, discusses how climate data can assess 
the effectiveness of leader performance provided the data are regu-
larly collected, analyzed and used to identify where improvements, 
including in such areas as leadership competencies, are needed. The 
overall human capital planning process should link leader develop-
ment and performance management.

• The organization should use various high priority, large scale man-
agement tasks, such as reorganizations, agency performance plans 
and budget development and competitive sourcing studies, as an 
opportunity for leaders to develop and demonstrate competencies. 
Observing and recording these experiences and their results can yield 
valuable data and ideas for the leader development program.
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Within the broad performance management process there is a variety 
of actions to ensure that performance management contributes to leader 
development and links to leader training and development. For the most 
part, individual leaders can take these actions as part of their basic man-
agement responsibilities. Only more formal, special efforts (often orga-
nization-wide), such as 360-degree appraisal and organizational climate 
surveys, require resources and authority beyond an individual leader.

When managing other leaders, a leader must make it possible for sub-
ordinate leaders to participate in training and development activities by 
providing time and resources to do so. Too often, agency leaders do not do 
so to the extent needed. Information about development opportunities is 
not provided, funds are lacking, and staff are not given on-the-clock time 
to participate in developmental activities.
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CHAPT ER  TWO

Agency Profiles: Examples
to Consider When Establishing 
a Comprehensive Leadership 

Succession Program

The project team conducted in-depth interviews with ten agencies of 
various sizes and missions. This chapter highlights the experience of five 
Cabinet level departments and other agencies that have established com-
prehensive leadership succession programs. Agencies government-wide 
may adopt some portions of these programs, but each program should 
be specifically tailored to an agency’s own mission, size and other unique 
attributes.

DEPARTMENT OF ARMY

Mission

The mission of the U.S. Army, one of the largest and oldest public in-
stitutions in America, is to fight and win the nation’s wars. Its four com-
ponents—active Army, Army Reserve, Army National Guard and Army 
civilian workforce—number more than 1.5 million individuals. The Army 
civilian component, which totals 220,000, operates in more than 50 coun-
tries around the world, many in Europe, Asia and the Middle East.
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Noteworthy Features

This program provides progressive and sequential leader development 
that begins with the high-potential intern and includes the supervisor, 
manager and executive. The common and mandatory core curriculum 
ensures that each of them receives the same leader development training 
appropriate to grade and level. In a recently completed survey of 37,000 
employees, satisfaction with the core curriculum was over 80 percent. 
Central funding is a program advantage.

Program Description

The Army’s leader development program is extensive and well estab-
lished. Currently funded at $54 million, it is undergoing major changes as 
a result of a recently completed Army Training and Leader Development 
Panel (ATLDP) for Civilians study. The program:

• Covers supervisors and managers, including SES, in 22 career pro-
grams (about 75,000 participants).

• Provides for progressive and sequential leader development from 
intern (Intern Leadership Development Course) to supervisors 
(Supervisory Development Course, Leadership Education and De-
velopment Course), managers (Manager Development Course, Or-
ganizational Leadership for Executives, Personnel Management for 
Executives I and II) and executives (Center for Creative Leadership).

• Includes board selection for the Army Management Staff College (a 
graduate-level professional leadership and management education), 
the Defense Leadership and Management Program and for seats in 
Senior Service Colleges, such as the Army War College, the National 
Defense University and the Industrial College of the Armed Forces.

• Is centrally funded and managed by the Army civilian human re-
sources office.

The Army Civilian Training and Education System (ACTEDS) has oper-
ated for more than two decades with its roots going back to the early 1960s 
when formal career programs were established. It is being merged into a 
broader, deeper career management system that will include leader de-
velopment training for employees at more junior levels, as well as greater 
integration of military and civilian leader development training.

The core curriculum of the civilian leadership training is mandated for 
the targeted group. Selection for the Army Management Staff College and 
Senior Service Colleges is a board process where individuals nominate 
themselves (in accordance with their respective career program require-
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ments) with the written support of the chain of command and career pro-
gram chiefs.

Participants include all members of ACTEDS career programs, as well 
as others. The criteria for selection are position and grade driven. Indi-
vidual ACTEDS plans and the “progressive and sequential” requirements 
of the ACTEDS program outline training requirements. The program 
includes a variety of training methodologies, such as residential or on-
the-job or at-the-job programs; correspondence or web-based programs; 
and utilization plans outlining follow-on operational assignments. Some 
career programs require academic education (e.g. the comptroller career 
program includes an MBA program at Syracuse University). Some require 
or encourage assignment of mentors. Geographic mobility is required but 
not strongly enforced.

Role of Senior Leadership and Human Resources

The role of human resources is to support the senior leaders who run 
the program. The human resources office serves as executive secretary/
support to the Career Program Planning Committee (CPPC) which con-
sists of top agency leadership (most are senior general officers at the de-
partment or major command level) in each career field. Top leadership is 
involved with functional chiefs of the various career programs.

Evaluation and Status

A major conclusion of the ATLDP study was that leader development 
needed to extend to a broader population and begin at lower grade lev-
els.15 As a result, ACTEDS will be merged into a new and more robust 
leader development system to include a new and enhanced civilian edu-
cation system, as well as integration of civilian and military leadership 
training. Among the other new features planned is a Civilian Advisory 
Board reporting directly to the Army Chief of Staff to oversee, among 
other functions, the leadership development curriculum.

U.S. ARMY CORPS OF ENGINEERS

Mission

The fundamental mission of the U.S. Army Corps of Engineers (USACE) 
is to provide high-quality, responsive engineering services to the Army 

15The Army Training and Leader Development Panel Report Phase IV (Civilian 
Study), February 24, 2003.



26  DEVELOPING THE LEADERSHIP TEAM Agency Profiles  27

and nation. The Corps has a wide range of mission areas, from steward-
ship of the nation’s waterway system to contingent requirements in times 
of war and disaster. With an employee complement of approximately 
38,000 in FY 02, slightly less than 30 percent of the Corps’ authorized po-
sition, uniformed and civilian combined, are devoted to the execution of 
military programs.

The value of all USACE programs in FY 2002 was $15.2 billion, $6.1 
billion of which was used for civil water works development with the 
remainder for military programs.

Noteworthy Features

USACE understands that key to aligning policies with strategic goals 
and mission is ensuring that the workforce understands the mission, vi-
sion and strategic objectives, and how each employee’s job contributes to 
meeting the organization’s needs. The Corps has as its primary People 
objective “attracting and retaining a world-class workforce.” Another is 
to “develop leaders at all levels.” USACE has worked with the Gallup 
Institute to use a Leadership Competency Interview to ensure it selects 
individuals who possess not only the requisite technical knowledge, man-
agement experience, and education, but also the leadership capability 
important to the Corps.

Program Description

USACE has a comprehensive strategic plan and an accompanying vi-
sion statement that are well known to employees. The Corps uses its plan 
to guide human capital planning. For example, to help make the govern-
ment more citizen centered, 95 percent of the Corps’ FY 2002 permanent 
employees work in field offices directly helping citizens.

Because the Corps already relies extensively on the private sector to do 
a significant part of its work, staff that acquire and oversee contractors 
must effectively develop, negotiate and manage them. Corps profession-
als must be technically knowledgeable so they can help identify technical 
requirements, interpret customer needs and interact with such external 
organizations as state regulators, community action groups, local govern-
ments and military commanders.

The Corps has determined that the project delivery team is its primary 
workforce element—whether the team actually does the work or manages 
and oversees it through an industry partner. Team composition varies 
significantly depending on project size, complexity, needed skills and 
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customer demands. To sustain the expertise to manage contractor work, 
the Corps must recruit, develop and retain the core expertise of project 
delivery teams. It also determined that each field organization requires 
a minimum federal workforce to maintain such operations as managing 
finances, human resources, information, public and legal affairs, logistics 
and safety.

Human resources are recognized as a strategic tool. USACE’s strategic 
campaign plan includes people as one of the three interdependent strate-
gic goals: people, process and communication.

The people goal is stated as:

People are the foundation of the Corps: our effectiveness, our value, our 
reputation. We inspire the public’s trust through our technical and pro-
fessional excellence and our stewardship of the nation’s resources. Our 
leaders inspire enthusiasm for our vision, mission and our service ethic. 
We respect, value and encourage each other. Empowered, we create a 
better organization that helps us realize our full potential for serving the 
public good. We are the public engineering employer of choice!

To ensure that its workforce understands the mission, vision and strate-
gic objectives, USACE uses a combination of methods. One is CorpsPath, 
an excellent training tool required for all new employees. The CorpsPath, 
a CD-ROM, contains an overview of USACE history, mission, vision and 
strategic goals, as well as detailed information on the five focus areas that 
follow.

Workforce Planning, Deployment and Talent. The Corps 
has recognized the importance of quantifying future requirements so it 
can develop a strategic plan for having the right number of people and 
skills to meet its mission. Thus, a primary people objective is to attract 
and retain a world-class workforce. The strategies to support this objec-
tive are to value and enhance diversity; sustain technical, management 
and leadership excellence; attract and hire the best people available; and 
revitalize entry level and mid-level recruitment. To evaluate how well it is 
achieving this objective, the Corps collects, reviews and analyzes turnover 
rates, accession rates, exit surveys, employee climate surveys, results of 
outreach efforts, results of recruitment, retention and relocation programs 
and customer satisfaction surveys.

Leadership, Learning and Knowledge Management. 
Another people objective is to develop leaders at all levels. Thus, the 
Corps looks at leadership, not only as vested in positions but as a neces-
sary competency of every individual in its workforce. The strategy has 
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been to train to mission needs; develop leaders at all levels; and establish 
mentoring and coaching programs.

Programs for enhancing and developing leadership are being expanded 
to provide broader development and opportunities at every level. The 
Corps has made a long-term investment in measuring, assessing and 
developing leadership skills. Leadership potential is a significant input 
to the selection process for senior-level positions, so leadership charac-
teristics and skills have become more prominent factors in individual 
performance. This does not mean that the Corps is preparing everyone for 
formal leadership positions. Instead, it expects everyone to develop these 
skills and characteristics when performing their duties and working in 
teams. A good leader is also a good follower.

Leadership Competency Interview. One of the most promi-
nent methods that USACE has used to develop leaders has been its work 
with the Gallup Institute. Over the past 10 years the Corps has worked 
on strategies to develop its future leaders and strengthen its current 
leadership to successfully position it to seize opportunities. Today’s ef-
fective leaders need to help people identify and develop talent, build 
teams, shape culture and think more broadly about strategic challenges. 
To ensure that the Corps selects individuals with technical knowledge, 
management experience, education and leadership capability, the Gallup 
Leadership Competency Interview is used as part of the selection process 
for each SES, GS-15 and supervisory GS-14 position.

The interview is a scientifically validated measurement of leadership, 
and the Corps field-tested and validated the process. Further, representa-
tives from the Merit Systems Protection Board examined the process and 
found that the interview passed all validity tests. In fact, the Board be-
lieves the interview will allow the Corps to predict leadership capability 
with greater accuracy than possible through traditional forms.

The Corporate Emerging Leader Program consists of attend-
ing and participating in the annual USACE Senior Leader Conference, 
preceded by a separate 21⁄2 day leadership development workshop. Many 
regions have developed regional programs linked to the content, time 
frame and eligibility requirements of the Emerging Leader program.

Shared Lessons Learned. Employees gain new knowledge and 
experience every day. The true worth of an organization is its ability to 
share and leverage what it learns and to apply and sustain continuous 
adaptations. The Corps’ objective is to ensure that new insights, collective 
knowledge and experience and specialized expertise will be accessible 
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through improved technologies. As it captures lessons learned in specific 
functional and mission areas, the Corps will provide this resource as a 
way to upgrade its technical and business practices. It has published the 
USACE Learning Organization Doctrine which embodies these goals, 
established a corporate learning advisory board to strategically manage 
learning and development, and begun work on a learning network to 
deliver learning resources to team members. The learning network will 
consist of three separate networks: technical excellence, business and 
communications, and leadership. The Corps plans to integrate its exist-
ing virtual campus with the networks and include lessons learned, best 
practices, knowledge management, training, experts and communities of 
practice to create a vibrant knowledge management platform.

Role of Senior Leadership and Human Resources

The Corps Commander is personally focused on transforming USACE 
into a high-performing learning organization where sharing knowledge, 
working in teams, planning and empowerment are valued. The Com-
mander reinforces these values at every opportunity. Indeed, the focus 
of the August 2002 annual General Officer/Senior Executive Conference 
was “USACE—Leadership for the Learning Organization.” Over 21⁄2 days, 
senior leaders participated in activities designed to reinforce the tenets of 
a learning organization, and learned what they needed to do to ensure full 
implementation of the learning organization. The Corps’ group of emerg-
ing leaders shadowed senior leaders during the conference.

All USACE employees (GS-13 and above) have a mandatory perfor-
mance objective that addresses their involvement in institutionalizing the 
Project Management Business Process. The intent for USACE’s “leaders 
at all levels” philosophy is to encourage all team members, regardless of 
their formal position or role, to develop leadership characteristics and 
skills. As public servants, all employees need to demonstrate leadership 
characteristics, such as taking initiative, communicating effectively and 
being responsible and accountable.

Evaluation and Status

USACE recently revalidated the Gallup Leadership Competency Inter-
view, and it is developing an education program to ensure that employees 
at all levels have a common leadership language, understand what the 
interview measures and how selection panels should use it.

LCI measures the following main competencies:
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• direction—focus, concept
• drive to execute—ego drive, activator
• strategic—vision, strategic thinking
• relationship—developer, team
• management—arranger, performance orientation

USACE has spent considerable energy, time and resources to under-
stand and select the most effective leaders for now and the future. Since 
1988 when it defined leadership in a leadership principles doctrine, to 
1994 when it implemented the only validated selection instrument for 
GS-14 and above supervisory positions, the Corps has sought to improve 
leadership. More recently, it has expanded its focus to the early identifica-
tion and development of its leadership talent.

INTERNAL REVENUE SERVICE

Mission

The Internal Revenue Service (IRS) is the nation’s tax collection agency 
and administers the Internal Revenue Code enacted by Congress. Its mis-
sion is to provide America’s taxpayers with top quality service by helping 
them understand and meet their tax responsibilities and by applying the 
tax law with integrity and fairness to all. With a staff of almost 100,000, IRS 
deals directly with more Americans than any other institution, public or 
private. It also is one of the world’s most efficient tax agencies. In 2002, it 
collected more than $2 trillion in revenue and processed nearly 227,000,000 
tax returns. It costs taxpayers 45 cents for every $100 collected by IRS.

Noteworthy Features

Several key aspects of IRS’ leadership development program warrant 
attention:

• The program addresses selection, development and performance 
management of leaders at all levels of the organization.

• It strives to offer a continuous developmental life cycle from employ-
ee to executive, and to maintain a consistent philosophy and theme 
throughout the program.

• It links training and performance management to IRS’ core compe-
tencies (closely linked to OPM’s 27 competencies) and provides four 
levels of proficiency for each competency as benchmarks for indi-
viduals moving through positions of responsibility.



30  DEVELOPING THE LEADERSHIP TEAM Agency Profiles  31

Program Description

IRS organizes its leadership development program into three levels: 
front-line manager, senior manager and executive. Its goal is to create a 
continuous developmental life cycle, from employee to executive, that 
maintains a consistent philosophy and theme. Classroom and electronic 
education is blended with developmental assignments, coaching and 
mentoring and leadership simulations to provide a comprehensive devel-
opmental experience.

Front-Line Manager Development. With the common theme 
of “leading your team” and a potential participant population of 8,000, 
this program offers seven developmental experiences:

1. Front-line Readiness Program (FLRP). Individuals who demonstrate 
interest in becoming a supervisor compete for selection into a 12-
month program that they attend in conjunction with their official 
duties. Classroom and web-based training is provided in commu-
nications, team-building and interpersonal relations. They also can 
be detailed to acting supervisor positions and given business-related 
challenges and self-study assignments.

2. Administrative Procedures for Managers (APM). APM provides a web-
based research engine for administrative tasks and practical infor-
mation that new managers need.

3. Core Leadership for New Managers. Targeting supervisors with less 
than two years on the job and utilizing case studies and simulations, 
this course provides training in managing work, people and pro-
cesses.

4. Employee/Labor Relations Skills for New Managers. This course provides 
new supervisors with training on employee and labor relations is-
sues addressed in negotiated union agreements, as well as a general 
overview of federal labor law.

5. Balanced Measures for New Employees. Participants in this program are 
taught about balanced measures, strategic planning and budgeting.

6. Management Aspects of EEO for New Managers. This computer-based 
training course provides instruction in rights and responsibilities, 
personnel practices, disabilities, complaint processing and sexual 
harassment prevention.
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7. Leading Teams for Experienced Front-line Managers. This course pro-
vides training in leading teams to supervisors with more than three 
years on the job.

Senior Manager Development. With a common theme of 
“leading your organization” and a potential participant population of 
1,600, this program offers four developmental experiences:

1. Senior Management Readiness Program (SMRP). Individuals who wish 
to move into manager positions compete for selection into this 1–2 
year program which features training in decisiveness, developing 
others, continual learning, achievement orientation, business acu-
men and influencing/negotiating.

2. Leading Leaders for New Managers. Targeting managers with less than 
two years experience on the job, this program forms an “instructor 
team” consisting of an external consultant and an IRS executive to 
guide participants through experiential learning exercises involving 
leading organizations and leaders.

3. New Senior Managers Course. This program focuses on managers with 
less than two years on the job and emphasizes public service values 
through study of American history, experiential learning and a cap-
stone simulation.

4. Leading Change for Experienced Senior Managers. Managers with more 
than three years on the job are trained via this seminar-based course 
in IRS’ change strategy model, vision setting, coalition building, 
communication and making lasting change.

Executive Development. With a common theme of “leading the 
service” and a potential participant population of 273, this program offers 
three developmental experiences:

1. Executive Readiness Program (XR). This program is designed to se-
lect and develop individuals for the SES Candidate Development 
Program. It includes a 360-degree assessment, coaching on selected 
leadership competencies and business-related issues, an ethics 
course and leadership simulations. Cross-divisional developmental 
opportunities also are provided.

2. SES Candidate Development Program (XD). This program includes a 
Gettysburg Leadership Experience, coaching, business symposiums, 
marketing, project/risk management, simulations, business-related 
challenges and individual development activities. Interagency semi-
nars also are made available.
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3. Executive Continuing Professional Education (CPE). This program 
provides individually customized opportunities for experienced 
executives identified as succession candidates to fill certain critical 
positions. Interagency training and university MBA programs may 
be included in the program.

Role of Senior Leadership and Human Resources

Senior program and human resources leaders, instrumental in creating 
the program, play pivotal roles in its ongoing operation. Coaching and 
mentoring by senior officials are part of each level of leadership develop-
ment. This is best illustrated by the competency “developing others”:

• Develops Leadership in Subordinates as They Do Their Work: 
Creates an environment for continuous learning through coaching, 
mentoring, recognizing, rewarding and teaching employees. Guides 
learning that encourages short and long-term learning.

• Gives How-To Directions: Gives detailed instructions and/or on-
the-job demonstrations; tells how to do the task; makes specific and 
helpful suggestions. Works patiently with others who may be strug-
gling.

• Informally and Formally Develops Others: Give directions and 
demonstrations with reasons or rationale as a means to develop skills 
and expertise. Guides others as they do their work without doing the 
work for them. Supports developing others by serving as an instruc-
tor.

• Provides Feedback to Encourage Development: Gives specific posi-
tive or developmental feedback for developmental purposes. Reas-
sures others after a setback. Gives individualized suggestions for 
improvement. Explains on an on-going basis what was done well 
and how to improve on technical/business skills.

• Does Long Term Coaching or Training to Create Leaders: Creates 
an environment and strategy to support continuous learning. Creates 
and communicates a long-term plan for the development of a sub-
ordinate’s skills, abilities and competencies. Systematically builds a 
solid talent pool for the IRS and develops high-potential people to en-
sure effective succession planning. This emphasis on the importance 
of developing others clearly is key to the IRS development program.
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SOCIAL SECURITY ADMINISTRATION

Mission

The Social Security Administration (SSA) is the nation’s primary in-
come security agency. It administers the federal retirement, survivors and 
disability insurance programs, the supplemental security income (SSI) 
program for the aged, blind and disabled, and performs certain functions 
with respect to the black lung benefits program. SSA also directs aid to 
the aged, blind and disabled in Guam, Puerto Rico and the Virgin Islands. 
Headed by a Commissioner, SSA has a staff of over 65,000 employees 
within an organizational structure of 13 offices. The central office is lo-
cated in Baltimore, Maryland. The field organization, which provides ser-
vices at the local level, includes 10 regional offices, six processing centers, 
and approximately 1,300 field offices.

Noteworthy Features

Two key features related to the development and implementation of 
SSA’s overall leadership development program warrant special mention. 
SSA received clear executive level buy-in and extensive executive involve-
ment in its programs. A well-respected executive outside human resourc-
es recognized the criticality of the program and became its champion. He 
was able to engage other senior leaders as mentors and instructors in the 
various programs.

SSA has a unique and innovative approach to job-based developmental 
experiences. By temporarily promoting participants and centrally control-
ling their development, it uses different experiences as development tools 
and opens opportunities for others.

Program Description

SSA has a comprehensive approach to developing leaders over the 
course of their careers, beginning at the entry level. It organizes its overall 
leadership development program into four levels: the Presidential Man-
agement Intern program, Leadership Development program, Advanced 
Leadership Development program and SES Candidate Development 
program. These are national programs of primarily 1–2 years’ duration. 
The particular focus is developing broader based leaders with people and 
customer service competencies, and technical competency. Each program 
entails an orientation to the particular career stage and developmental 
challenges; core training components geared to the level of need; develop-
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mental experiences where individuals are taken off their jobs and placed 
into challenging assignments for on-the-job leadership learning; and se-
nior mentors who provide coaching and advice.

Presidential Management Intern Program

The Presidential Management Intern (PMI) Program, established by 
Executive Order in 1977, is designed to attract to the federal service out-
standing graduate students from a wide variety of academic disciplines 
who have an interest in and commitment to a career in the analysis and 
management of public policies and programs. PMI assignments may in-
volve domestic or international issues, technological changes, criminal 
justice, health research, financial management and many other fields in 
support of public service. Federal departments and agencies strive to 
provide interns with challenging and rewarding assignments. All Cabinet 
departments and more than 50 federal agencies have hired PMIs. For the 
past several years, SSA has recruited 30–40 PMIs, who enter mid-level 
(GS-9) jobs but remain part of a centralized developmental pool. Rota-
tional assignments give them varied experiences before they are assigned 
to a permanent position at the end of the two-year program.

Leadership Development Program

The Leadership Development Program (LDP) provides participants 
with training and developmental experiences designed to enhance their 
leadership potential. This program is open to employees GS-9 through 
GS-12. Along with the Advanced Leadership Program, LPD uses spe-
cially designed structured interviews and self-assessments of executive 
core competencies as a basis for initial selection and later for individual 
development plans. Those selected participate in a one-year program 
of planned developmental experiences that include individual training, 
rotational assignments and other core training; there is extensive action 
learning in cluster teams. Participants are assigned to LDP trainee posi-
tions in their home components. A competitive process is used to select 
applicants and numbers are based on replacement projections, range of 
experience and diversity.

Participation does not yield a permanent promotion. Qualified partici-
pants receive a temporary promotion, made effective when they enter the 
program. To qualify for a temporary promotion, selectees must meet the 
time-in-grade requirements for promotion and design a plan that contains 
at least 51 percent developmental assignments at the grade of the tem-
porary promotion. After successful completion of the one-year program, 
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candidates who have satisfied all program requirements will receive a 3-
year certificate of eligibility for one non-competitive promotion to the next 
higher-grade position for which they meet the criteria. The certificate is to 
be used at the discretion of SSA management, with the concurrence of its 
Office of Human Resources.

Advanced Leadership Program

The Advanced Leadership Program (ALP) is an 18-month program 
designed to provide high-potential GS-13 and GS-14 employees with 
training and higher-level developmental experiences to prepare them 
to become future agency leaders. Each participant selects a mentor who 
will assist him or her in creating an individual development plan that 
identifies a variety of rotational assignments, training courses and other 
developmental experiences directed toward enhancing specific leadership 
competencies.

Program participants are assigned to ALP trainee positions established 
in the home component. The program does not offer permanent promo-
tions. After completing 90 days in the program, participants who have 
identified 51 percent of their assignments at the next higher-grade level 
and met the time-in-grade requirement for promotions may be eligible 
to receive a temporary promotion for the remainder of the program. At 
the end, participants who have met the program requirements receive a 
3-year certificate of eligibility for one non-competitive promotion to a po-
sition at the next higher grade for which they are eligible.

Senior Executive Service Candidate Development Program

The Senior Executive Service Candidate Development Program (CDP) 
is designed to develop the executive skills of high-potential GS-15 and 
equivalent employees, provide career enhancement and prepare them to 
assume executive responsibilities. The program is conducted over a pe-
riod of 12 to 18 months depending on each participant’s developmental 
schedule. Participants must complete an individual development plan 
designed to develop the five executive core qualifications mandated by 
OPM. The plan will identify developmental assignments and formal train-
ing courses in accordance with organizational goals and individual needs. 
The development plan must be approved by SSA’s Executive Resources 
Board. For their rotational assignments, participants take one temporary 
position outside SSA (public or private sector), in operational areas, 
headquarters, and hands-on jobs serving customers. There also is direct 
exposure to SSA’s most senior executives and to its strategic agenda and 
decisions.
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The SES CDP is announced to all government agencies. Individuals 
selected from within SSA remain in their positions of record during the 
program. Non-SSA competitive service individuals are appointed to full-
time GS-15 positions in SSA. At the end, candidates who have completed 
every program element may request SES certification from OPM. How-
ever, candidates approved for certification are not guaranteed placement 
in an SES position.

Role of Senior Leadership and Human Resources

Senior leaders are active as mentors, selecting officials and program 
instructors. Through this participation, their understanding of the impor-
tance of investing in development at all levels is reinforced. SSA’s Office 
of Training provides design, implementation and evaluation support for 
the LDPs.

Evaluation and Status

SSA used an outside contractor to evaluate its first SES CDP and ALP; 
questionnaires were sent to participants, mentors and selected supervi-
sors. The evaluations showed the strength of the programs—assessment 
center, developmental activities and mentoring process. Respondents rec-
ommended that formal program activities be increased for the group and 
that SSA institute an electronic application process. With regard to lead-
ership placements resulting from the program, statistics show that a sig-
nificant number of leadership development program graduates move into 
leadership positions. For example, the 1998 SES CDP ending in December 
2000 had 37 individuals selected. Of the thirty-seven, thirty received SES 
appointments (three left the agency, one declined participation, and three 
have not been placed to date).

DEPARTMENT OF STATE

Mission

U.S. diplomacy is an instrument of power, essential for maintaining ef-
fective international relationships, and a principal means through which 
the United States defends its interests, responds to crises and achieves its 
international goals. The Department of State is the lead institution for the 
conduct of American diplomacy, a mission based on the role of the Secre-
tary of State as the President’s principal foreign policy adviser.
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To carry out U.S. foreign policy at home and abroad, the Department of 
State:

• Exercises policy leadership, broad interagency coordination and 
management of resource allocation for the conduct of foreign rela-
tions.

• Leads U.S. representation overseas and advocates U.S. policies to 
foreign governments and international organizations.

• Coordinates and provides support for the international activities of 
U.S. agencies, official visits and other diplomatic missions.

• Conducts negotiations, concludes agreements and supports U.S. par-
ticipation in international negotiations of all types.

The Department of State employs over 40,000 employees worldwide. 
This includes Foreign Service officers, specialists, nationals and civil ser-
vice.

Noteworthy Features

• An exceptional feature of the Department of State’s program is that 
most all foreign affairs professionals are allowed to attend most of the 
courses offered by the Foreign Service Institute (FSI) and the School 
of Leadership and Management (LMS).

• The Secretary of State has mandated leadership training from mid 
through senior grade levels to ensure that employees have the neces-
sary training for increasing levels of responsibility. The mandatory 
training consists of basic (GS-13), intermediate (GS-14) and advanced 
(GS-15) leadership skills that are one-week courses based on OPM 
leadership competencies and Foreign Service promotion precepts.

• The Senior Executive Threshold (newly promoted Senior Foreign 
and Executive Service) is a 21⁄2 week seminar that must be completed 
within the first year after promotion into the senior service.

• EEO Diversity Awareness Training is mandatory for all managers and 
supervisors.

• All ambassadorial appointees (career and non-career) are required 
to take the Ambassadorial Seminar (orientation to Department and 
Embassy operations) prior to undertaking their assignments. Spouses 
also are urged to participate.

Program Description

The Under Secretary for Management is responsible for the leader de-
velopment program at the Department of State. The Director of the For-
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eign Service Institute (FSI) and the Dean of the School of Leadership and 
Management (LMS) have primary responsibility for it.

LMS was created at FSI on October 1, 1999 and inaugurated on June 
14, 2000 in response to the Overseas Presence Advisory Panel report and 
other studies. It was established to respond to the increasing need for 
sustained development of career leaders and managers in the depart-
ment and broader foreign affairs community. LMS’ mission is to develop 
competent, effective foreign affairs professionals to meet the challenges of 
the global workplace. The school has four divisions: Executive Programs, 
Management Development, Crisis Management Training and the Senior 
Seminar. Through them, LMS achieves its mission by:

• Designing and conducting relevant, cutting-edge leadership and 
management training programs that address career needs from entry 
level through the senior ranks.

• Overseeing the leadership and management training continuum to 
ensure participation by foreign and civil service employees.

• Managing external leadership and management training resources so 
that employees have quality long-term training with direct career ap-
plication.

• Working with bureaus and overseas missions to improve organiza-
tional effectiveness and crisis management.

LMS has adopted a leadership development continuum that begins with 
new employee orientation classes and advances through non-supervisory 
and supervisory courses, mid-level management and senior-level semi-
nars. FSI offers more than 50 courses designed to train employees at 
various stages during their careers. LMS offers more than 25 courses. The 
entire continuum is designed to help employees to develop the necessary 
competencies that OPM and the department have identified for effective 
leaders.

The department’s leadership competency development model has four 
major components:

• formal training (classroom instruction, briefings, forums, distance 
learning)

• learning from experts (mentoring, shadowing, networking, reading 
lists, distance learning)

• job assignments (details, rotations, special projects, overseas tours, 
intergovernmental mobility assignments)

• external activities (professional associations, educational seminars, 
volunteer service, independent study, distance learning)
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The Department invites all foreign affairs professionals to participate 
in leadership and management training. It has developed a publication, 
“Leadership and Management Training Continuum,” which allows em-
ployees to chart their training needs and requirements to develop the req-
uisite skills for career advancement into supervisory, mid-management 
and executive positions. In addition, there is additional information re-
garding FSI, LMS and individual development plans on the department’s 
Intranet.

Role of Senior Leadership and Human Resources

Human resources and FSI work in partnership to achieve the goal to 
improve the quality and number of competent leaders required to ac-
complish the Department’s current and future mission. Both are led by 
Assistant Secretary level positions that report to the Under Secretary for 
Management.

Evaluation and Status

Although LMS is less than five years old, some components are much 
older. The senior seminar, which is a year-long program and the most 
advanced professional development program offered by LMS, graduated 
its 45th class in June 2003. The Secretary of State has supported the new 
leadership development program. The training is tied to OPM competen-
cies and promotion requirements are linked. The program is designed to 
incorporate the Department’s strategic goals and to develop a leadership 
cadre capable of superior performance. The senior seminar has been 
evaluated and recently revised to a shorter course that will allow more 
employees to receive focused leadership training.

DEPARTMENT OF VETERANS AFFAIRS

Mission

The Department of Veterans Affairs (VA) was established in March 
1989, succeeding the Veterans Administration. It is responsible for pro-
viding federal benefits to veterans and their families, active duty service 
members and members of the National Guard and Reserves. Headed by 
the Secretary of Veterans Affairs, VA is the second largest Cabinet depart-
ment and operates programs for health care, rehabilitation and readjust-
ment benefits and manages the national cemetery system.
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VA’s FY 2003 budget was $59.6 billion—$33 billion for benefits, $30 bil-
lion for health care, $130 million for national cemetery operations, $455 
million for all VA construction and $322 million for department adminis-
tration.

As of February 2003, VA had 224,724 employees. Of that total, 202,709 
are in the Veterans Health Administration (VHA); 13,479 in the Veterans 
Benefit Administration (VBA); 1,432 in the National Cemetery system; 
3,166 in the Veterans Canteen Service; 409 in the Revolving Supply Fund; 
and the remainder in various staff offices. VA places special emphasis on 
hiring veterans.

VA has two noteworthy programs for developing the leadership team:

• The High Performance Development Model (HPDM), which is designed 
to provide a framework for VA to develop a highly skilled, customer-
centered workforce.

• The Leadership Development Program currently used by the Veterans 
Benefits Administration to develop its own workforce. (This program 
is now being blended into the HPDM.)

High Performance Development Model

In 2003, VA adopted the HPDM, for department-wide application. The 
model reflects VA’s desire to invest in developing its employees and help-
ing them with their own career planning. The HPDM is designed to help 
employees identify their best skills and those that need further develop-
ment and to understand how the organization and their jobs contribute to 
helping veterans.

Given VA’s large size and decentralized nature, the HPDM is in various 
stages of implementation; significant milestones have yet to be achieved. 
Nonetheless, it can provide a good example of an ambitious, integrated 
approach to building leadership talent in a large federal agency.

The HPDM is designed to recognize that leaders exist at all levels of 
the organization—not just among supervisors and managers—and that 
non-supervisors should be encouraged and supported in developing their 
leadership skills. At the same time, the model attempts to improve succes-
sion planning and serve as a framework for developing leaders.

There are six major components of the HPDM: core competencies, 
continuous learning, continuous assessment, performance based in-
terviewing, coaching and mentoring, and performance management. 
The following program descriptions are not meant to fully describe the 
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HPDM, but to provide an overview of some important programmatic 
features. Each component includes support tools available to program 
participants.

The HPDM model segments employees into levels. They are: Level I, 
frontline staff who do not supervise others; Level II, work unit leaders 
who lead the work of a natural group of people; Level III, mid-level man-
agers, division/department/service line managers in charge of a major 
function in an organization; and Level IV, executive leadership respon-
sible for the overall functioning and outcomes of the organization. (See 
Figure 1, p. 43.)

Core competencies have been identified as have behavioral examples 
appropriate for each organizational level:

• Personal mastery: Assuming responsibility for personal development 
and career goals.

• Technical Skills: Displaying knowledge and skills necessary to per-
form assigned duties.

• Interpersonal Effectiveness: Building and sustaining positive rela-
tionships.

• Customer Service: Understanding that customer service is essential 
to achieving the mission.

• Flexibility/Adaptability: Responding appropriately to new or chang-
ing situations.

• Creative Thinking: Appreciating new ideas and approaches.
• Systems Thinking: Understanding the complexities of veterans pro-

grams and how they are delivered.
• Organizational Stewardship: Demonstrating a commitment to peo-

ple.

Continuous learning aims to increase the scope and nature of learning 
for all employees by using a combination of traditional and alternative 
approaches. Traditional classroom training away from the worksite does 
not always meet job needs and can result in huge time/productivity trade-
offs. Driven by the need to train a large number of people with limited 
resources, continuous learning focuses on positioning training within the 
context of work and relies on improving accessibility through technology 
to deliver worksite training on a just-in-time basis. Traditional classroom 
training and formal off-site organizational and academic degree and non-
degree programs exist, but alternative worksite approaches will become 
increasingly important.
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Level I Employee

• Expresses thoughts, ideas and concerns clearly.
• Gives courteous, accurate and complete responses.
• Listens attentively to others without interruption.
• Keeps commitments.
• Seeks accurate information (avoids jumping to conclusions).
• Treats all employees with respect regardless of their level, personal-

ity, culture or background.

Level II Employee

• Effectively involves team members in building consensus.
• Uses negotiation skills to settle conflicts in the work group.
• Shares information readily.
• Encourages employees to express their opinions, ideas and con-

cerns and listens empathetically.
• Invites contact and is easy to approach.
• Expresses ideas clearly in writing.

Level III Employee

• Exhibits the negotiation skills required to achieve cooperation 
among service line managers, chiefs or team leaders.

• Regularly coaches staff on their contribution to agency mission and 
their performance development.

• Encourages shared decision-making.
• Confronts issues that block achievement of goals and mission.

Level IV Employee

• Conducts credible and prudent briefing sessions for Congress or 
the national media.

• Exhibits clear, candid and open communication in meetings, town 
halls and other interactions.

• Develops collaborative relationships across the network.
• Breaks down barriers to effective communication.
• Gives authority and responsibility to others.

FIGURE 1
EXAMPLES OF INTERPERSONAL EFFECTIVENESS

IN PRACTICE
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VA believes that shifting much of the responsibility for managing 
learning to individual employees and emphasizing self-directed learning 
require a support infrastructure. Employees must have access to a variety 
of development resources consistent with their learning styles. Continu-
ous learning opportunities directly support competency development, 
and identifying and structuring them can be achieved through coaching/
mentoring. Demonstrating new skills, knowledge and ability is detected 
through continuous assessment, which can be used to provide feedback to 
the learner and target individuals for advancement and rewards. Perfor-
mance-based interviews serve as an effective means to assess the impact 
of continuous learning opportunities as they relate to job performance.

Continuous assessment provides feedback to individual employees 
about their performance and development, and timely information to 
management on the level of workforce competence and rate of develop-
ment. Self-assessment provides immediate feedback to employees linked 
to skill practice and learning. Supervisors should do informal assessments 
frequently through coaching and dialogue with their direct reports. For-
mal assessments of demonstrated performance, which illustrate under-
standing and practice of the core competencies at the appropriate level, 
can occur as part of annual performance evaluations.

Continuous assessment allows for the measurement of an individual’s 
development over time. This should enable the organization to make de-
cisions about the deployment of training resources based on their impact 
on advancing competency levels across the population. Individuals, along 
with their supervisor or mentor, can use the information generated by the 
assessments to continually chart and track progress toward individual 
and organizational development objectives. The range of assessment op-
tions empowers individuals to seek information about their own perfor-
mance and redirect their efforts based on feedback received.

Continuous assessment provides information critical to evaluating 
and planning continuous learning opportunities, as well as content for 
coaching/mentoring focused on performance improvement or compe-
tency development. Aligning performance and development to core com-
petencies and linking it to VA’s overall change management objectives, 
continuous learning supports moving the entire organization forward 
more quickly and uniformly, not focusing on specific jobs and job levels.

Performance-Based Interviewing (PBI) assumes that a set of behavioral 
factors leading to job success or high performance exists for every position 
in an organization. PBI is a selection process that integrates interviewing 
techniques and design with criteria believed to be essential to high perfor-
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mance. As past candidate behavior is considered to be a reliable predictor 
of future performance, PBI focuses on it and information specific to the 
technical and performance skills needed for a position. For a job where 
flexibility/adaptability is important, an interview question might be, 
“Think of a situation (job, environment, and role) that changed quickly. 
What did you do to adapt?” The interviewer will examine the response to 
determine particular attributes, such as whether the candidate was able 
to quickly adapt to change or whether he or she worked hard to meet the 
organization’s needs. This concept can be applied to any position or role at 
any level of an organization. It is being used as a tool in promoting people 
within VA, as well as hiring applicants from outside.

PBI reinforces competency development by helping to select candidates 
who meet the core competency requirements. PBI also could be linked to 
continuous assessment if this methodology is used to assess competency 
development or evaluate job performance on a timely basis. It can assist in 
selecting individuals for committee membership, special teams and task 
forces that represent continuous learning opportunities.

In addition to a small cadre of field station and outside trainers, inter-
ested parties can access such tools as instructional videotapes, a CD-ROM, 
website, interviewing instructor notebooks and a Microsoft Outlook mail-
group. Under development are short messages to provide information, 
motivation and successful ideas/stories; a reference guide/legal slide rule 
developed by the Office of General Counsel to provide information on 
legal issues in interviewing and selection; PBI awareness training for the 
potential applicant; and a training module for new supervisors’ training.

With over 80 percent of VA’s senior executives currently eligible to 
retire, senior staff are expected to share their knowledge and skills 
through coaching and mentoring. For example, VHA’s Network Director 
Performance standards include a mentoring measure that supports and 
advances knowledge and skills transfer to the next generation of VA lead-
ers. Although not required by the performance measure, formal planned 
programs are encouraged. Key features of the more successful programs 
include early input from stakeholders, a competitive process for mentee 
selection and a written application and panel review of candidates. For-
mal training for mentors and mentees is encouraged, too.

VA’s five-step process for developing a formal mentoring program is 
depicted on the next page (Figure 2).

Performance management stresses setting clear expectations, assessing 
outcomes and rewarding individual or team performance. Each is a com-
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STEP 5 ASSESSMENT
• Measure progress
• Mid-point review
• End of program review

STEP 1 PLAN THE PROGRAM DESIGN
• Develop guiding principles—include stakeholders (labor organiza-

tions, special emphasis programs etc.) in the process
• Establish program features (i.e., pre-program assessment tools, 

shadowing, formal training, overall program curriculum)
• Define roles and responsibilities of all participants
• Develop criteria and processes for selection and matching
• Develop a tracking plan
• Develop a marketing strategy

STEP 2 IDENTIFY MENTORS AND MENTEES
• Implement the marketing plan
• Screen and select applicants
• Match mentors/mentees

STEP 3 MENTOR/MENTEE/SUPERVISORY 
ORIENTATION

• Establish ground rules (i.e., meeting length, time, 
cancellation)

• Define the goals/objectives and expectations
• Establish support from mentee’s supervisor
• Pre-program analysis assessment reviews (i.e., 

Myers-Briggs)
• Develop mentoring agreements and individual 

development plans

STEP 4 IMPLEMENTATION
• Continue to cultivate effective mentoring 

relationships
• Carry out developmental activities
• Conduct mentoring forums and group 

sessions

FIGURE 2
VA’S 5-STEP PROCESS TO DEVELOP A FORMAL 

MENTORING PROGRAM
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ponent of a process that drives utilization of competency assessment and 
development tools, links individual performance planning with organiza-
tion strategic goals and engages supervisor and employee relationships. 
Measurement is a key factor as it ensures that expectations are clearly 
communicated, strategically important objectives are well supported and 
employees feel a sense of fairness and importance in evaluation and con-
tributions.

Performance management holds individuals and groups accountable 
for contributing to VA’s vision by providing them with goals and mea-
sures of their own. Cascading the highest level strategies down to each 
employee empowers individuals to take responsibility for their own 
development and performance. Stating clearly what is expected of an em-
ployee provides important cues about work priorities. Measures enable 
self-assessment throughout the year, giving employees the opportunity 
to gauge their efforts. A well-designed performance management process 
can improve supervision effectiveness if it is oriented toward mutual ac-
countability that balances employee effort and supervisor support.

Performance management links to the HPDM by providing a direction 
and purpose for development. Competency development is intended to 
support achievement of both short term and long term performance goals. 
Continuous assessment tools, such as 360-degree feedback, are useful in 
diagnosing weaknesses or blind spots that can hamper performance effec-
tiveness. Individual performance plans written to support achieving one’s 
goals should be understood in terms of competency requirements so that 
appropriate continuous learning opportunities can be chosen. The entire 
performance management process, including linking performance to de-
velopment, relies heavily on supervisors to provide coaching/mentoring, 
rather than prescribe development or abdicate it completely to the indi-
vidual.

VBA’s Leadership Development Program

The Veterans Benefits Administration (VBA) is part of VA that admin-
isters claims for disability, pension, education, home loan, life insurance 
and vocational rehabilitation benefits. As mentioned, VBA is adapting its 
program to fit into VA’s overall HPDM structure. However, there are sev-
eral key aspects of VBA’s leadership development program that warrant 
attention:

• It provides a comprehensive approach to leadership at all levels of the 
organization.
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• It uses the same competency model for all levels of the program with 
different proficiency expectations for each level of leadership.

• An emphasis on mentoring enhances participant experiences and 
helps engage senior leaders in leadership development.

• The emphasis on the agency’s core values, history and mission at 
each level of the program helps root participants in broader themes 
and issues and provides a wider perspective of the organization and 
their place in it.

Program Description

VBA organizes its leadership development program into five levels: 
Leadership Enhancement and Development; Introduction to Leader-
ship; Division Level Management Training Program; Assistant Directors 
Development Program; and SES Candidate Development Program. The 
program focuses on OPM’s executive core qualifications plus two others 
added by the agency: professional and personal growth and customer 
service. Individual and team learning projects, classroom training, cross-
functional and shadowing assignments, mentoring and self-development 
actions are program elements. The agency’s core values, history and mis-
sion are emphasized in each level of the program.16

Leadership Enhancement and Development (LEAD). Designed to 
identify future VBA leaders, the program solicits applications for one of 
25 slots open each year. Open to GS 9–12 non-supervisory employees, the 
program has three weeks of formal training seminars in various locations 
over a nine month period and offers 10 separate developmental experi-
ences:

 1. Introduction to VA. This provides training to participants on all as-
pects of the department, including health care and cemeteries.

 2. Mentoring. Each participant is mentored by a senior manager.

 3. Individual Development Plans (IDP). Personal assessment tools and 
mentor and supervisor input are used to generate the plans.

 4. Team-building Skills. Participants are assigned to and work on a vari-
ety of organizational issues.

16For a fuller discussion of VBA’s program, see Organizations Growing Leaders: Best 
Practices in the Public Service, by Ray Blunt. The IBM Endowment for the Business of 
Government. December 2001.
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 5. Shadowing Assignments. Each participant shadows his or her mentor 
plus a division manager in the home office for one week.

 6. Action Learning Assignments. Team-based experiences are provided 
to strengthen leadership skills.

 7. Presentations. Each participant makes presentations to the group and 
senior officials.

 8. Management Interviews. Each participant conducts two interviews of 
senior leaders to gain insights into management.

 9. Assessment Tools. Assessment tools are used to provide feedback to 
participants and to help prepare the IDPs.

 10. Self-Study Projects. Reading assignments and home office experiences 
are included.

Introduction to Leadership. The purpose of this training course is to 
provide new coaches and supervisors with the tools needed to make a 
successful transition into leadership. The course is 75 hours in length and 
includes 32 hours of human resources management and labor relations 
training. The following modules are taught:

• VBA overview
• transition to leadership
• personality profile/personal profile system
• communications
• planning, assigning, controlling and evaluating
• mediation
• leadership (Leader/Team Leader Behavior Analysis)
• motivation/empowerment
• delegation
• what matters most
• business skills
• individual development plan
• human resources management
• labor-management relations

Division Level Management Training Program (DLMT). This two-
week course is designed to train new division chiefs or assistant division 
chiefs (generally, GS 13-15). The modules include:

• introduction/VBA overview
• leadership challenge
• leadership assessment
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• budget formulation and execution
• personal assessment
• communications (giving/receiving feedback)
• business management/data analysis
• data to action (acting on customer/employee survey results)
• succession planning
• team management
• employee development
• emotional intelligence
• change and change leadership
• program integrity
• quality control
• labor-management partnership
• human resources management
• briefing techniques/presentations

Assistant Directors Development Program. This program is designed 
to help high-performing individuals GS 13–15 prepare for future assistant 
director positions in VA regional offices. The 12–18 month program fea-
tures:

• individual development plans
• mentoring
• enrollment in VA’s leadership program (four weeks over a one-year 

period)
• assessment tools
• detail assignments
• community of practice training
• self-study assignments

SES Candidate Development Program. This month-long program is 
designed to identify and develop future agency leaders. Its key features 
include:

• orientation
• individual needs assessment
• individual development plans
• mentoring
• developmental assignments
• shadowing assignments
• classroom training
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Role of Senior Leadership and Human Resources

Senior leaders play an essential role in VBA’s leadership development 
program in three ways. First, they serve as mentors to expose the partici-
pants to a broader understanding of the organization and provide career 
advice and guidance. Second, shadowing leaders provides participants 
with a look at the day-to-day issues they face. Third, senior leaders are 
expected to provide a significant portion of the training given for each 
program level. The core competency for senior managers and executives, 
“leading people,” includes the elements “development of managers and 
coaches” and “modeling organizational values.”

Evaluation and Status

The program was cited as a best practice in a study by the IBM Endow-
ment for the Business of Government17 and as a best practice in several 
government-wide conferences.

17Ibid.
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CHAPT ER  THRE E

Successful Practices from 
Private Sector Leadership 

Succession Programs

This chapter focuses on some practices that private sector companies 
have found successful as part of their comprehensive leadership succes-
sion programs. Federal agencies should consider incorporating them into 
their own programs.

The first seven practices are edited summaries from The Next Genera-
tion: Accelerating the Development of Rising Leaders, a 1997 strategy study for 
the Corporate Leadership Council of the Advisory Board Company. The 
eighth practice is excerpted from the Conference Board’s research report, 
Developing Business Leaders for 2010.

COACH-ASSISTED MENTORING

Coach-assisted mentoring involves using professional coaches to su-
pervise mentoring between senior executives and selected high-potential 
employees. The goals are to accelerate career development of high po-
tentials and to develop coaching skills of the executives. Unlike typical 
mentoring relationships where few organizational layers separate mentor 
and mentee, executives reach deep into the organization’s middle man-
agement level, often into another division or functional area, to find men-
tees. Rising middle managers, in conjunction with a mentor and outside 
coach, construct detailed development plans based on a formal leadership 
competency assessment (e.g. 360-degree questionnaire and interviews) 
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to prepare to eventually move into a senior executive role. Professional 
coaches contribute discipline to the process by encouraging senior execu-
tives to spend time with mentees and enabling mentor/mentee pairings 
to thoughtfully tackle ambitious development plans. External coaches 
are chosen for their expertise in the mentees’ key developmental areas. 
Through example and specific intervention, they focus the parties on key 
development areas, monitor progress over time and teach executives how 
to become better coaches.

Coach-assisted mentoring can be used to complement other leadership 
development strategies (e.g. Senior Executive Service Candidate Develop-
ment programs) and to imbue the highest potential talent with a senior 
management perspective. In addition, organizations are likely to retain 
their middle management because of the time and attention being focused 
on high-potential middle managers. Top level executives also benefit sig-
nificantly from the opportunity to observe and learn from skilled profes-
sional coaches.

Challenges to implementation include employee concerns about inter-
nal equity regarding the selection of mentees, especially if the practice is 
not connected to a competitively selected leadership development pro-
gram. Further, criteria for selecting participants must be clearly stated in 
program documents, and top senior executives must be willing to devote 
the necessary time for mentoring responsibilities. To solidify executive 
commitment, regular executive meetings should include reports on indi-
vidual mentee contacts and progress on development goals. The practice 
would create peer pressure, a sharing of successful interventions and en-
hanced knowledge of individual high-potential candidates, all of which 
can assist in future discussions regarding senior executive selections. The 
techniques for encouraging executive commitment is having the mentors 
identify multiple preferences for specific mentees and thereafter to base 
pairings on identified preferences and mentee development objectives 
and preferences.

The human resources office is responsible for overseeing the develop-
ment, monitoring and evaluation of the program. Contact is maintained 
with mentees, mentors and coaches to interpret results, document suc-
cesses and failures and assess participant satisfaction.

SHADOW CABINET

Potential leaders often are trapped in jobs that focus on functional and 
tactical challenges, but that rarely present opportunities to deal with long-



54  DEVELOPING THE LEADERSHIP TEAM Successful Practices from Private Sector Programs  55

term strategic issues faced by senior executives. This problem is exacer-
bated by geographically dispersed, decentralized or siloed organizations 
that have few mechanisms to enable the development of a corporate-wide 
perspective. Consequently, those with potential to reach top leadership 
positions are afforded few occasions to hone advanced strategic skills, 
while the executive cadre is unable to test firsthand the agility and mettle 
of rising talent. Newly promoted executives often struggle with strategic 
issues, resulting in underperformance or derailment. A shadow cabinet 
may be used to create opportunities that accentuate individual learning 
through engagement of strategic problems.

A shadow cabinet is composed of a group of high-potential employ-
ees convened regularly to consider actual issues on the agenda of an 
organization’s senior staff. It is useful for developing the instincts of high-
potential employees and for enhancing the perspective of top leadership 
on a strategic issue. The practice involves emerging leaders attending 
periodic meetings to discuss timely, critical strategic corporate challenges 
and formulating concrete suggestions for action. A subset of the shadow 
cabinet attends regular senior level strategy sessions to present conclu-
sions and observe the current leadership’s methodology for addressing 
problems. At these sessions, senior leadership scrutinizes presenters on 
their recommendations to test ability and acumen. This is done using “live 
fire” questioning to introduce personal risk and individual accountability 
for the quality of conclusions while minimizing organizational risk. A sig-
nificant challenge is to avoid the temptation to water down the shadow 
cabinet agenda. It is critical that the cabinet addresses all but the most 
sensitive issues.

A shadow cabinet can be highly effective for honing senior executive 
instincts and increasing familiarity with corporate strategic issues. The 
examination of real strategic issues in this setting is superior to traditional 
single executive shadowing that typically filters sensitive content and 
rarely provides “live fire” sessions. Utilizing authentic organizational 
challenges lends credibility to development efforts and eliminates the 
perception of “wasted time.”

A shadow cabinet adds new ideas and approaches to problem solving 
and reinvigorates existing leadership. Also, discussions between cabinet 
members and senior executives establish mutual familiarity and respect 
needed for continued career progression. Networking among high poten-
tials and with top leadership improves management communication.
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STAKEHOLDER-FOCUSED CURRICULUM

Increasingly, organizations realize the need to understand, anticipate 
and respond to stakeholder needs. Strong partnerships make it easier for 
the organization to respond quickly to rapidly changing conditions and 
uncertain futures. Unfortunately, middle managers often have little direct 
or meaningful contact with stakeholder groups. Typically, front line em-
ployees have direct customer contact and dedicated functions (e.g. public 
affairs, procurement and human resources) while top management deals 
with other constituencies. Middle manager insulation is a special concern 
given the urgency to develop corporate leaders from this cadre. Creating a 
stakeholder-focused curriculum is a relatively easy, low cost commitment 
option for leadership development.

A stakeholder-focused curriculum involves exposing high potentials to 
a range of stakeholders (e.g. OPM, OMB, congressional staffers, mission 
customers and administrative support functional staff) to challenge their 
assumptions in a structured setting, allowing for interchange and learn-
ing. The practice is intended to help rising talent understand the pressures 
under which senior executives must make strategic decisions. The interac-
tive, structured nature of the stakeholder contact, along with formal de-
briefing, ensures that participants learn from the interactions rather than 
simply react to them from the perspective of their traditional mindset.

Variations of the practice include stand-alone stakeholder sessions di-
vorced from a larger leadership development curricula that can be used 
by organizations without resources for full-blown coursework; and stake-
holder simulations where high potentials face fictitious situations that 
affect multiple stakeholders (e.g. closing a field office) and where stake-
holders participate in the simulation as they would in an actual situation.

Careful selection of stakeholder spokespersons is imperative. The learn-
ing experience is derived from hearing and responding to reasoned, con-
sensus commentary rather than a rambling or unrepresentative point of 
view. Once selected, individual stakeholders should be granted freedom 
to script their own presentation without any organizational involvement. 
Honest airing of views opens the way to equally frank, open question-
ing by the audience, resulting in a clearer understanding of stakeholders’ 
points of view. Competing points of view become most evident when 
stakeholders are asked to discuss specific items on their organizations’ 
agenda.
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CEO CHALLENGE INITIATIVES

Emerging leaders rarely have the opportunity to acquire strategic 
leadership skills before they assume executive level positions. Given the 
high risk associated with senior level positions, high-potential managers 
should have “real world” experience before they are placed in these as-
signments. However, formal education, the most common development 
activity, typically fails in this objective. Theory taught in a classroom is 
not sufficient given the complexity and change that organizations expect 
senior executives to manage. Consequently, action learning activities must 
involve development through real strategic change efforts that incorpo-
rate individual risk and bottom line results.

Challenge initiatives entail high profile, long-term (generally six 
months or more) developmental assignments (action learning projects) 
that provide maximum learning opportunities for high potentials and 
benefit the organization in the process. They usually require participants 
to spend 50 percent of their time and have a multimillion dollar impact. 
The initiatives can be part of a broader leadership development program, 
or separate from it. The senior leadership team uses individual project 
performance during high level executive selection. To ensure that projects 
address an organization’s top priorities, business unit heads design and 
sponsor them. These individuals select projects as challenge initiatives. 
A liaison from the sponsoring business units is available to help project 
members acquire needed data and resources.

Special attention is focused on learning and personal development 
during the project. Internal or external “faculty” are provided for each 
challenge initiative to expose participants to the most relevant business 
theories and to assess and brief their group’s strengths, weaknesses and 
team dynamics.

At the conclusion of the project, the team presents its recommendations 
to the leadership team. The business unit head must accept the recom-
mendations or explain why they are not being implemented within a de-
fined period of time. If the decision is to accept the recommendations, the 
organization head later follows up with the business unit head to check 
implementation status.

Challenge initiatives constitute an effective, if resource intensive, means 
to develop and test future organization leaders in a way that is fully in-
tegrated with corporate strategy. Through this practice, the top executive 
team can directly assess team members’ acuity of thought and ability to 
lead in collaborative environments. Furthermore, incorporating learning 
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into project work with bottom line results creates dramatic return on in-
vestment. Also, project initiatives often substitute internal effort for what 
otherwise would have been an expensive external consultant engage-
ment.

HIGH-POTENTIAL (HIPO) BROKER

Moving employees across large decentralized organizations is difficult. 
Often it is easier to find new jobs outside an organization than inside. 
This creates a particularly difficult situation for high-potential employees. 
Supervisors typically want to keep top talent within their units, while 
hiring managers are wary of less experienced, unknown candidates from 
other parts of the organization. Combined, these dynamics stifle cross-
organizational transfers which are critical to development of leadership 
competencies.

High potential movement technologies and corporate succession plan-
ning exercises often are insufficient and occur too infrequently to dislodge 
talent as soon as a new development opportunity arises. Consequently, 
high-potential employees cannot take advantage of new assignments that 
arise, thereby slowing their careers. When succession planning meetings 
occur with sufficient frequency yet with minimal top leadership direction 
and involvement, movement decisions typically are suboptimal. Par-
ticipants know little about the candidates and the jobs under discussion. 
Those who are knowledgeable may politicize the evaluation process by 
advocating for their own protégés. The situation is further complicated by 
managers who eschew corporate high potential programs in an effort to 
maximize their unit’s performance.

The HIPO broker appears to be an effective, perhaps transitional, strat-
egy for managing high potentials’ movement in organizations where bar-
riers to doing so are especially high. A dedicated corporate-level steward 
can ensure effective leadership development until line management 
recognizes the need for and takes on process ownership. The principal 
strength of this practice is creating a real-time movement mechanism for 
top talent which ensures that developing leaders move into optimal jobs 
at the optimal time, maximizing their development trajectory across the 
organization.

The HIPO broker maintains an intimate yet objective understanding of 
the organization’s high potential talent pool. Following a comprehensive 
executive assessment, the talent pool receives individual development 
precisely targeted toward specified needs. In consultation with senior line 
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management, the broker evaluates potential job openings against the or-
ganization’s leadership competencies, thus determining minimum levels 
of ability required and the potential for development offered within each 
competency. Through this practice, the broker forestalls evaluation and 
movement processes affected by political agendas or personal advocacy.

Practice success is dependent on a high level of sponsorship from the 
organization head, senior management team and the broker’s personal 
networking, relationship building and marketing abilities. Without these 
factors, the broker may be seen as overly intrusive or uncredible. It is 
imperative that the broker is positioned as a facilitator, not the ultimate 
arbitrator of talent movement. While the broker may excel at facilitating 
development of talent under his/her stewardship, this responsibility ide-
ally belongs to the organization head and senior management team.

CROSS-DIVISIONAL DEVELOPMENT ADVISOR

Many organizations have concluded that the shortage of general man-
agement talent is at least partially due to insufficient internal leadership 
development. A glaring weakness in development efforts is the inade-
quate movement of top talent across divisions to achieve a broad manage-
ment perspective. Senior management trust is one of the largest barriers. 
Unit heads are leery of taking talent from other units, particularly when 
the purpose of the move is largely developmental for the individual and 
where no consensus exists about what actually constitutes “high poten-
tial.” Also, there is fear that talent brought into a unit for a developmental 
“stretch” may fail and hurt performance.

Usually, organizations accept lower rates of talent movement across 
organizations or force moves through direct organization head interven-
tion. Even with intervention, however, the nature of an autocratic deci-
sion-making process engenders resistance among managers who must 
live with the results. Absent is the buy-in of senior division managers that 
either give or take talent for development purposes. They have no shared 
understanding regarding the quality of high-potential talent across the 
organization.

To create buy-in, cross-divisional development advisors, represented by 
each member of the senior leadership team, become responsible for objec-
tively assessing the performance and potential of talent in other divisions. 
The “cross-divisional” nature of their portfolio ensures that top talent 
deep within the organization becomes better known by many senior ex-
ecutives, not just by managers within specific silos. Broad senior executive 
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participation engenders consensus about exactly what constitutes “high 
potential.” It also builds trust when moving talent across divisions. Public 
airing of talent quality makes executives less skeptical of movement espe-
cially when new roles represent a development stretch.

Cross-divisional development advisors can be used as a jump start for 
organizations where internal cultural resistance is the biggest barrier to tal-
ent movement. Trust building among the executive cadre usually requires 
at least two cycles of successful transfers. The strength of the practice rests 
with line ownership, with human resources serving as a facilitator and the 
organization head representing one voice among many. The most obvious 
difference is likely to be a common language for discussing talent. Using 
the same assessment tools and the breadth of exposure of high potentials 
to the executive cadre are primarily responsible for the positive change.

The downside to this practice is the intensive time investment of “de-
velopment advisors” in assessing high potentials. Yet this time investment 
can be scaled back after sufficient trust is built among executive cadre.

ORGANIZATION HEAD TALENT AUDIT

Organization silos (functional, geographic and divisional) always have 
impeded talent movement across an organization. Recent trends toward 
autonomous business unit structures exacerbate this problem as organiza-
tions look to speed development of top talent across the organization. The 
biggest reason for “stickiness” of talent is business unit resistance to give 
up top people, particularly when thinning organizational ranks create a 
greater burden to drive business unit performance. Furthermore, business 
units that receive talent from other areas have no means to verify quality; 
and talent infusions designed for individual development lack appeal for 
business unit heads rewarded for results. As demand for leaders with cor-
porate perspective increases, many organizations look for mechanisms to 
increase muscle behind talent movement systems.

One mechanism is an annual audit done by the head of each strategic 
business unit to conduct talent review assessments of top management 
and rising stars. These in-depth audits allow top management to gain a 
personal understanding of the organization’s bench strength and identify 
a set of corporate human assets ready for developmental moves. Hav-
ing the organization’s top leader onsite lends urgency to the audit and 
ensures line commitment agreement on development objectives. Assess-
ing high-potential employees across business units by the same “pair of 
eyes” allows objective cross-calibration of talent. Direct organization head 
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involvement overcomes business unit tendencies to hoard talent and fa-
cilitates moving of individuals across divisional silos.

This practice is particularly useful when organization strategy calls for 
increasing the rate and quantity of leaders who need to be developed and 
where a softer hand may not be able to respond with the required volume. 
That said, it is highly dependent on the organization head’s particular 
style of interaction and ability to free up significant amounts of time. Fur-
thermore, tying the talent review to the leader risks making the process 
dependent on a single individual. The intense focus on talent may not 
outlast that individual. Finally, there may be a concern that preparation 
for an audit may take on a life of its own, creating unnecessary work and 
becoming overly bureaucratic.

This practice is likely to work when the organization head has a special 
affinity for a human asset style of management or when urgency for de-
velopment makes consensus-oriented approaches untenable.

ONBOARDING

As soon as a new hire or transition occurs, the executive should clarify 
the departmental strategy and explicitly articulate the links between ex-
pected key results and achievement of the broader business strategy. To-
gether, they develop a strategy and work program for the manager’s new 
unit, and identify specific and creative options to mitigate risks, support 
success and prepare for future responsibilities.

To support transitions at the managerial level and increase likelihood 
of success, other management development program components spon-
sor learning events, individual coaching, mentoring and a varied learning 
curriculum. The idea is to directly link the selected candidate to the right 
support. Additionally, new hires are encouraged to form peer learning 
and coaching groups of approximately eight to 10 people. The elements of 
the peer learning groups are:

• Group members share their development needs and provide sup-
port and peer-level coaching to each other.

• At each level, peer group members discuss what is different about 
working at the new level (e.g. first time effectively managing man-
agers or handling a budget, giving performance feedback, manag-
ing upwards).

• For external hires, there is an additional focus on how to navigate 
the complexity of the organization and how to do business within 
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its culture. Group members are provided mentors to make the pro-
cess easier.

• Peer groups are facilitated at the early stages to overcome the initial 
resistance to sharing information; even resistant members can be 
expected to begin sharing once they observe the safety and benefit 
gained by those who do.

• As the groups become self motivated and managed, facilitators fade 
into the background, occasionally provide just-in-time learning op-
portunities to the whole group, and observe and track the progress 
of individual managers to offer them additional support as they 
encounter difficulties.
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CHAPT ER  FOUR

Checklist for Developing the 
Leadership Team

Each agency’s leadership succession program should be specifically 
tailored to the agency’s mission, size, and unique attributes. The pro-
grams profiled in this report use a variety of strategies, techniques and 
approaches that should be considered by other agencies, but there is no 
one perfect program or a single, government-wide program that can meet 
the needs of all agencies.

There are, however, critical components that each agency’s leadership 
succession program should include. The following checklist of critical 
components allows agencies to rethink current programs or build a new 
leadership succession program:

 Ownership by key agency leaders: Top leaders participate and ac-
tively coach and mentor program participants; they ensure that their 
agency’s programs receive sufficient funding. They use the program 
to develop, place and promote individuals to meet mission needs.

 Link to strategic planning: Performance goals and standards cascade 
down to all leaders from the mission and strategic plan, and define 
specific leadership competencies.

 Covers all supervisory and leadership positions: The leadership suc-
cession program is designed to develop leaders throughout the orga-
nization. It begins with identifying individuals with the aptitude and 
readiness to become first-line supervisors.
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 Mission related competencies: The mission and strategic plan cascade 
through the organization and define both technical and leadership 
competencies.

 Talent pools—high potentials: High-potential individuals are identi-
fied at all levels throughout the organization. This should take place 
early in their careers and development should be ongoing.

 Assessment tools: Excellent assessment tools exist and are used to 
identify high-potential individuals and determine proficiency in 
various leader competencies.

 Assignments—primary development methods: Sequential and pro-
gressive assignments are the primary means for developing new 
leadership skills and exposing participants to new situations.

 Formal training and self-development: Leadership and strategic 
mission training is integrated with actual growth assignments. Self 
development is a career- and life-long effort.

 Performance management and feedback: Individuals grow best when 
measured by mission related standards and given constructive feed-
back.

 Mentoring and coaching: Informal, yet effective programs link high-
potential individuals with exceptional leaders who provide mentor-
ing and coaching.

Using this checklist and other critical components unique to your agen-
cy can help to produce an effective leadership succession program.
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APPEND IX

Human Resources
Management Panel

Biographical Sketches

ACADEMY FELLOWS

Thomas S. McFee, Chair Management Consultant. Former Assis-
tant Secretary for Personnel Administration, U.S. Department of Health 
and Human Services; Technical Assistant to the Director, Science and 
Technology Office, Executive Office of the President; Director, Systems 
and Development, U.S. Department of Health, Education and Welfare; 
Project Leader, Weapons Systems Evaluation Group, U.S. Department of 
Defense.

Carolyn Ban Dean, Graduate School of Public Affairs and International 
Affairs, University of Pittsburgh. Former Associate Professor and Assis-
tant Professor, Department of Public Administration, Graduate School of 
Public Affairs, State University of New York at Albany: Policy Analyst/
Acting Division Chief, Civil Service Reform Act Evaluation Management 
Division, U.S. Office of Personnel Management; Manager, Arthur Young 
and Company.

Cora Prifold Beebe Consultant. Former Vice President, Jefferson 
Consulting Group; Chief Financial Officer/Executive Director (Admin-
istration), Office of Thrift Supervision, U.S. Department of the Treasury; 
Branch Chief and Executive Assistant to the Associate Director for 
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Management, U.S. Office of Management and Budget; Director, Planning, 
Budget, and Evaluation, U.S. Department of Commerce; Director, Policy, 
Budget, and Program Management, Office of Solid Waste and Emergency 
Response, U.S. Environmental Protection Agency.

Ralph C. Bledsoe Former Assistant Archivist for Policy and IRM and 
former Assistant Archivist for Management and Administration, National 
Archives and Records Administration; Director, Ronald Reagan Library; 
Director, Washington Public Affairs Center, University of Southern Cali-
fornia; Special Assistant to the President of the United States, Cabinet 
Council on Management and Administration; Associate Director, Office 
of Planning and Evaluation, Federal Emergency Management Agency; 
Professor and Senior Faculty Member, Federal Executive Institute.

Bradford Huther Senior Advisor to the Under Secretary, U.S. Patent 
and Trademark Office. Former Special Attaché and former Consultant, 
World Intellectual Property Organization; Chief Operating Officer, Bureau 
of the Census. Former positions with the U.S. Patent and Trademark Of-
fice: Associate Commissioner and Chief Financial Officer; Assistant Com-
missioner for Finance and Planning; Deputy Assistant Commissioner for 
Administration; Deputy Assistant Commissioner for Operations.

Patricia W. Ingraham Distinguished Professor of Public Admin-
istration, Alan K. Campbell Institute, The Maxwell School, Syracuse 
University. Former positions with the Maxwell School: Director, Alan 
K. Campbell Institute; Professor and Associate Professor, Department of 
Public Administration. Former Director, Program in Public Policy and 
Administration, and Associate Professor, State University of New York 
at Binghamton; Commissioner, Department of Planning and Economic 
Development, Broome County, New York; Special Assistant, Evaluation 
Division, Office of Community Development, U.S. Department of Hous-
ing and Urban Development.

Harriett G. Jenkins Consultant. Former Director, Office of Senate 
Fair Employment Practices, U.S. Senate; Assistant Administrator, Equal 
Opportunity Programs, National Aeronautics and Space Administration; 
Teacher, Principal, Director of Elementary Education, and Assistant Su-
perintendent for Instruction, Berkeley Public School System.

Rosslyn S. Kleeman Distinguished Executive-in-Residence, Depart-
ment of Public Administration, School of Business and Public Manage-
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ment, George Washington University. Former Staff, Office of Presidential 
Personnel, The White House; Director, Federal Workforce Future Issues 
and Senior Associate Director, General Government Division, U.S. Gen-
eral Accounting Office; Project Director, U.S. Office of Management and 
Budget; President’s Advisory Council on Management Improvement; 
Acting Director and Deputy Director, Women’s Action Program, U.S. De-
partment of Health, Education, and Welfare.

James L. Perry Associate Dean and Chancellors’ Professor of Public 
Affairs, School of Public and Environmental Affairs, Indiana University. 
Former positions with Indiana University: Director, Institute for the Study 
of Government and the Nonprofit Sector, Indiana University; Professor. 
Former Senior Research Associate, National Academy of Public Admin-
istration; Special Assistant to the Assistant Secretary for Personnel Ad-
ministration, U.S. Department of Health and Human Services; Professor, 
Graduate School of Management, University of California, Irvine.

Gordon Sherman Director, Fidelity National Bank. Former positions 
with Social Security Administration, Atlanta Region: Regional Commis-
sioner; Deputy Regional Commissioner; Principal Staff Officer, Office of 
Atlanta Regional Commissioner; Administrative and Staff Assistant. Vari-
ous directorships on several bank boards, profit and non-profit organiza-
tions, and civic associations.

Curtis Smith Malcolm R. Meyers Distinguished Chair in Public Service, 
Wilson Center for Leadership, Hampden-Sydney College. Former Direc-
tor, Federal Executive Institute. Former positions with the U.S. Office of 
Personnel Management: Associate Director for Retirement and Insurance; 
Associate Director for Career Entry; Policy Advisor to the Director; Dep-
uty Assistant Director for Pay and Benefits Policy, Compensation Group; 
Special Assistant to the Associate Director; Legislative Assistant.

Frank Thompson Dean, Nelson A. Rockefeller of Public Affairs and 
Policy, Acting Provost, and Professor of Public Administration and Policy, 
Political Science, and Public Health, State University of New York at Al-
bany. Former Executive Director, National Commission on the State and 
Local Public Service (Winter Commission); Professor and Department 
Head, University of Georgia; Program Analyst, U.S. Public Health Ser-
vice; Assistant Professor of Political Science, California State University at 
Long Beach.
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NON-FELLOWS

Madelyn Pulver Jennings Former Senior Vice President of Per-
sonnel for the Gannett Company. Previously, held executive positions at 
Standard Brands and General Electric. Serves on Emory Business School’s 
Center for Leadership and Career Studies Board of Advisors, George 
Washington University’s School of Business and Public Management As-
sociates Council, the Board of Directors of the Labor Policy Association, 
and the Society for Human Resource Management.

William H. Wilder Former Human Resources Director, City of Char-
lotte, North Carolina; Chief of Classification and Pay, State of Florida. 
Member of the International Personnel Management Association, Past 
President of the State Chapter. Member and President of Local Chapter of 
the Society for Human Resources Management.






