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ABSTRACT

The Navy's Consultant Development and QJual:=ficacion
Program (CDQP) can be considered to be at ths midpoir% of
its own irnitial da2velopment, It presently exists irn the
form of +wo instucticns, one for tha Pacific System and onz
for tke Atlantic System, with dsvelopment of a Navy-wide
program scheduled €£c¢r Septcaber of 1984, Ths program is
dasigned to0 describe desired parformance capabilities for
consultants in  the Navy and 3stablish a system to develop
and document <those capabilities. The prcgran serves the
needs of many people, from th2 individuzl consultant o ths
Commandzrs of the Systems. Tne purpose of this thesis is tc¢
documen <the origin of <the Coasultant Davzlopment -and
Qualification Program in the Navy and %o discuss areas of
coencern at this stage of its evclucion.
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I. INIBODUCTION

Prom the beginning Human BResources Management (HRM) din
the Navy has been associated with tha "pecplz-programs";
substance abuse, race relations, lsadsrship, ard intercul-
tural relations. Although the ne2d for organization davel-
opasnt (OD) wmethodology was racognizad from the fircs<, the
Navy toock a standardized survey-guidsd dsvelopmznt approach
to OD. Bach uanit was to go througa a Human Resource
Availability cycle (HRAV) evary eigh*teen months. ERY
specialis*s were trained to administsr and analyze +hs stan-
dard Navy survey at the unit (ship or squadron) level. Then
s-andard workshops (called stand up training ) were adminis-
tersd to deal with the problems surfac2d by ths survey.

This appréach has produced gocd results but can lead ¢
*he Lkelief that all organizational problems c¢an be d=al:
witk by training within th2 uni+, If this were so, then the
Leadership and Management Education and Training Prcgran
should be all that is nesded %o soslve <the Navy's crganiza-
tional problems. In fact, the peopls in a uait often know
what shoculd be done about certain problems bu“ may nead heip
dcing it (e.g., a process intervantion.) Also, a unit's
problems are somestimes caused by situations beyond it's
centrel, such as procedures or rsguiations set up by
superiors.

In zesporse to the needs of c¢lisn* commands <he Human
Resource Marnagement Support System (HRMSS) has oradually
changed to more flexible scheduling and individualized
approaches to organizational grobleas. Thsrs is a g-eatly
reduced emphasis on standardized workshops and <“raining in
general, 4isncluding program-related trainping (squal oppor=u-
nity, substance abuse, etc.) The necd for 0D abovs the unit
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lsvel, up %0 ard including flag lavel, has become clear.
This <+ype cf 4individualized and higa-level ccasul4ing is
differant from the originzl concept of OD in *tha Nzvy. Iz
fact, when OD was first being introduced to +the Yavy this
type of large-system consulting technology didn't exist. It
r2quires consulting skills that can't be taught with only
twvelve weeks of schcoling, 2nd parhaps can't be <zaught by
schooling at all. Thus, the reed has arisan for a program
tha* will ensure that the Navy's prssant and futurs consult-
ants will d=valop the appropriata skills. That program is
the Consultant Develcpment and Qualification Program (CDQP).
The purpose of tais thesis i to documen*= *he crigin of
the CDQP and to discuss areas of concera at this tage in
its development. This thasis is offersd as %the viewpoint of
ar. outsider to the system and 4is ajdressed to “he people in
tha HRMSS whe will be usirg the CDQP rather “han an acadenmic
audiance. The first chapter is 2 review of the his*orical
background that led +to the need for and develcpment of %he
CDQP. The second chapter is an analysis of the existing
program 2s it is recorded in the Pacific and Atlantic
inszruc=ions. It 1is intepded that +this analysis will be
valuable to the extent that i+ points ouat potantial problems
ard raises important questions. These Qquestions are
intsnded as guides for <¢hought and no a<tempt will bz mads
to answer all gquesticns raised. It may not be possible to
answer some 9f these questions until th2 system has more
experience using the progranm. Tbe +hird chapter offsrs
conclusicns and recoamnmendations fcr fur+<her s<tudy.




II. CDQP BACKGROUND

A. EARLY HISTORY

The Human Resources Manageament (dRM) Program in thz Navy
bagan wh2n Admiral EBE. R. Zumwal:, Jr. was the Chief of Naval
Operations (CNO). In his autobiography ADM. Zumwal®
describss +he situation he faced as h2 assumed oZfice,
"...the Navy was approaching a crisis., For many years the
goal for reenlistments after the first hitch had been 35
percent., In 1970 the actual <£figure was 9.3 rpercent.”
{Ref. 1: p. 167). ADM. Zumwalt saw the retention figures as
a symptcm of several people-related problems in +he Navy.
He established the Human Resources Maragement Pilotr Progranm
to "...develop and evaluate pew idszas and technigues in the
human rslactions area. My objective is to improve menagement
c¢f our human ra2sources by enhaacing cur uadsrstarding c¢£ and
communications with people." [Ref. 2: p. 280]. The Progranm
found that "There is a nesed in the Navy *o fcllow the orga-
nizational developmen: concept of planned changsz over “ims,"
[Ref. 2: p. 281]).

One defipition of Organizatior Dzsvelopmen: (JD) is, "An
effort planred, co¢rganization-wide, and managed from the top,
to increas= srganizaton effectivaness and health <through
planred interventions iz the orgaaization's ‘'processss,!
using bebhavioral-science knowladge.” (Ref. 3: p. 7].

The following are significant avents concerning ths
crigin cf 0D ir the Navy [Ref. 4].

1. 5 November 1970: RNAVOP Z2-~55 solici%ad agplications from
all Nevy personnel with acadszamic or
experiehced_backgrounds ip managemsnt
and +he applied %ehavzcral scien¢ces for

the Human esource Mazagsment Pilet
Frogranm.

2. 18 January 1971: The 24 personnzl szlected r2porzed to
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8.
9.

10.

11.

1 March 1971:

September 1971:

December 1971:

March 1972:

April 1972:

October 1972:

Novemker 1972:

February 1973:

April 1973:

the Naval Chaplain Scheol, NS L
Newport, Rhode Island, for the -nitial
€ight weeks training and the Sormasiz:h
cf "the Human Resource Managemer* 2ilo<«

Program.

Eroject aanager, Human Relations
Project éBUP RS-Fc) established as |
overall Project Manager for develcping
rograms in Drugy Abus2 Educaticn_and
ehabil itation, Kace Reliations, Inter-
cultural Relatlions, and Humzn RssouTce
Management Prograas.

Initial defipnition of Humar Resou=cs
Managsment Pilot Program amission_as
1mglement;n ,organizational devslopmant
efforts within She operational rforces
cf the Navy.

Developmsnt c¢f specific ozgapizational
development program_ for applicazicn
within the Navy called ths Commard
Development Projraa.

Human Resourc: Management Pilot Program
terminated and rtransition to command
status as Human R3source Developmsn<*
Center, NS Newport, Rhede Islarnd.
Human K Rescurce Devalopment Centers at
San Diego, Norfolk, aand P=2arl Harbor
established within six moaths.

First Command Da2velopment Spacialist
Training cycle to train Navy personnel
in managenén: corsultant teckriquss
for a2xpandad4 program implementation.

The USS Kittyhawk racial incident
puts the Navy in the news.

The USS Constellation racial
incident.

Transition of Command Devslopment
Erogram <o o:%anlzatlonal Deyelogment
ard "Management Program offering full
managsmeny consultiag services and
crgajizaticpal ievelégment techanology
to"£hs raval establishment with
flexibility to meet the nesds of =ach
comnmard.

Establishment of the Human Goals Office
under the CNO, utilizing *he Humarn
Resource Managameat Program as <the
framaswork for all Humarn Goals Prograams,
including Race Relations Education,

zug and "Alcohoi_ Abuse Educatior,.
Intércultural Rslations, leadersﬁ;p aad
and transition to civilian life.

11
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12. mid 1975: Centract awarded to McBer and Ccapany =90
devalop a program t9 address zhe Navy’s
leadership and discipline problems.

13. lats 1978: Navy begins Leadership and Managemerz
Educaticn and Training progranm.

14. June 1978; First graduates of ths Masters progranm
in Human Rssources Managemant at the
Naval Postgraduat=2 Schodl, Monterey.
Scme significant points tc bear in mind are that OD i:r
the Navy is l2ss than fif-een years 013, that i has always
been asscciated with specific programs such as race rela-
tiorns and drug abuse and that i+ has often been forced into

a reactive mode, even in the midst of being proac<+ive.

B. REVISION OF THE ¥AVY HRN PROGRANM

On February 11, 1981 Admiral Hayward, whc was then Chiaf
of Naval Opsrations, asked by memd> for a zero~-based reyiew
of the Human Resources Management (HRM) Program [Ref. 5].
Be was par-icularly interested in detzrmining whether ths
resourcss allocat2d provide an appropriate rsturn on invest-
ment, whether <the program should bz reduced in scope or
rastructured to make it relevant o the 1980s and a more
posi+ive contributor %o rsadiness, and whether the commards
served by the HRMC receive value for the time and resources
they are requirad to invest in <he 2£f£for* (e.49., HRAVS). A+
that time <he LMET prrogram had bean in place for over two
y2ars, giving tha VNavy <¢wc separate progr-ams aimed a+
improved management, cne witkh an individual apprcach and ore
with ar organizational approach.

Op~01 responded with a task group review and a survsy of
commarding officsrs [Ref. 6. Tha su-vey showed tha%t 76.5%
of the ccmmanding officers would go through with a Human
Resource Availability cycle (HRAV) if they were scheduled
for it and had the cptior of going through with it or not.

12
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Eighty~five perceat said that they felt that the tims allo-
cated to HRM activities was well span<.
The task group fcund that the ¢total gross cos= of the

Bumanr Resourcs Managemezt Centers and Detachmsnts (H3NC/Ds)
is abcut $5,700 per year per fleat ship/sgquadrcn but few
valid analyses exist to measure <chzir benefits. They 2ls»
found that while the HRM survey provides *he command with
accurate angd useful information, after presenting the survey
to the command the centers usually cannot provids +he effec-
tive advice and assistance requestad &and needed by <hs
commanding cfficer.

on 29 May 1981 in a memo for the Chizf cf PNaval
Oparations, oP-01 recommendsd that “he Centers and
Cetachments be retained but streamlined and refocused. Orn 1
July 1981 the CNO agreed to consid2r a plan to 42 so. On 28
October 1981 ¢the general cutline of such a ©plan was
presented tc him ia a memo [Ref. 7). Soma of its recommen-~
dations were that HRM activity should be infused with the
necessa:y degree of standardization <o assure unifora
quality and +that the talents of th2 psople who serve in the
HRMC/Ds should ba upgraded to prsvide more sophisticated
assistance w0 *‘he Ccmmanders~in-Chief's (CINCs) <chair of
comaand. The CNO in a mamo dated 12 January 1982 approved
the reccmmendations and request2i @ wmore specific plan
[Ref. 8].

Oon 22 Januacry 1582 the Head of lLaadership and Command
Effectiveress Branch, CNO staff h2ld & ccnference in
Mcnterey, California on the future of Humaa Resources
Managem2rnt in the Navy. A diverss cross-seczion of experi-
enc2d pecple attended. The purposa was t¢ pinpoint problem
ar2as and genera+e ideas for solutiosns. "...we cors<ructed
the time to draw out blue-sky ideas, ...it was very creativa
and open-ended." [Ref. 9].

13




An HEM Review Task Group was convened in March 1932 wizh

CINC staff participation [Ref. 10]. It preduc2é an  HEM
improvements plan with the following fourteen recommexda~
tions:

1) centralize the HRM program coatrol and managament, both
at the CNO and CINC levels.

2) provide for CINC management of all people programs at
their fleet concentrations by establishing centralized over-
sight through a Deputy Chief of Staff (DCOS) respomnsible for
the HRM Support Systen.

3) reorganizs “he HEMC/Ds intc a n2twork of HRM Certers
urdsr centralized command of a commander in =2ach f£lae+ and
under the staff supervision of the JINC DCOS.

4) placs all people programs under the local base coamanding
officers in the line chain of command to perai:t control and
accountability.

S5) Recharter the HRMCs to make consultive assistance avail-
able %o ships, squadrcns and local shore commands as well as
to 2ach echelon of <the fleet chaia of command for larger
organiza*icnal issues, coordinmation of people programs and
command assistarnce.

6) as the CINC directs, and working within the chain of
copmand, HRM centers evaluate the regional =ffecrtivenass of
all peorle programs (FSC, CAACs, MWR, 3tc.) for the DCOS axnd
provids managameat assistance as rejui-ed.

7) <ctecharter the presect HRM school, which trains special-
ists and LMET iastructors, <to be it 4RM devzlopment cente:
and school.

8) develop the HRM subspecialty to provida th2 core cf
expertise in futura HRM centers as "blue sui:z" interrnal
consultants.

9) recharter HRX Washington to sarve the activities in ths
washingtcn, D. C. area, vice the entir2 shore establishment.

14
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10) concentrate *he services providad by the HRM certzars and
detachments to those proven to have high payeff irn rzin-
forcing command leadership and =zetantion.

11) undertake an LMET/HRMC reinforca2aent prog-am <c¢ raen-
force LMET in the command.

12) change policy ficm a mandatory HRAV to "on regquest" by
the coamanding officer or higha2r authority.

13) upgrade the quality and <+hz qualificatiosns of ¢th2
personnsl in the HRMC/Ds in order to have proven performers
assisting the proven performers ir coamacd.

14) reduce by at least 100 +tk2 nuaber of sclisted HRM
spacialist billets in ths HRM system, principally indzpen-
dsan+ HRM specialists.

Of particular 4interest hare are recommendations eight
and thic-teen; the suggested emphasis on coasultarnt sxpertiss
and th2 recommendaticn concerning the quality and gqualifica-
tion of personnel in the HRMC/Ds. These are ths issues *ha+
led to <the creation of <+he Ccnsultant Dsvelopment and
Qualificaticn Program (CDQP) as a ma2<tkod of dz3finira
consultant expertise ard a systea of qualificaticas for
consultarts. The other reccmmendations azs izcluded here to
show th: scopa of the changes being coasidered for the Human
Besource Maragement Support Systea (HRMSS).

This plan was sent %o CNO in a memo on 17 May 1982.
Admiral Wa*kins assumed ¢the office of Chizf cf \Naval
Operations in July and was briefed on the plan o1 26 August
1982. He approved the plan in general but requested further
informa=ion on command/reporting ralationships, +he organi-
zational restructure and the bille: realigrmenis. A CO/CINC
HRM coaference was convened on 8 Sapteabsr 1982 to davelop
the details requested by CNO. on? of the objsctives 0f ths
conference was +t5 determine personnel quality and training
requirenents for HRM specialists. The ra2sults of the
conference were presentad to CNO and approved.

15




C. TBE GENESIS OF THE CDQP

In December 1982 when it bacame clsa- how ¢<he nevw sys=en
wculd be organized, Captain Patrizk Ryan, <the procspszciive
commandsr of the Pacific HRM Systaal! (COMHRMSYS 2iC), vwhe
was then Commanding Officer of the Human Resources
Management Center (HRMC) Pearl Harbor, immediately sav the
nead for a method of developing ard standardizing ccnsulting
skills in <the Navy. He began discussions with <th2
Commanding Officers (COs) and Officers-in-Chacge (OINCs) of
the HRMC/Ds that would be incorporated into the rnew Pacific
System. (See Table I and Table II .) They a2ll a=tended a
meeting in Pearl Harbor on March 14-18, 1983 tc discuss *he
upcoming changes and their gcals for the system. During
this meeting professiornal developaent emerged as a majer
concern. I* was agreed that a special task force was needed
to develiop a systea- wide plan. Captain Richard Daleke, the
Commanding Officer of HRMC San Diego offesred *he use of his
facilities o0 the task force, Captain Ernest Haag, the
cfficer-in-Chargs of HRMD 2alameda was agreed upon as
commandar of the task force, and thas dates of 18-29 Apri
1983 were set,

All but one of the CO/OINCs wsre able to sa2rnd a repre-
sentative ¢o the task force. dr. Mikes Glenn, “hes Assistant
for Operatiocns and Training for HRMC Norfolk also a+tended
and bccught with him HRMC Norfolk's Professional
Qualificaticn and Development Progranm. Prior tc¢ *his task
force maeting each HRMC/D had its own version of the CDQP
which was usually called a Professional Developmen: Plan
(PDP) . These prograss had very littls in common z2nd wers of
videly varying degrees of effectiveness.

10n 1 December 1983 <the names of
Centers uers chanied 0 Ocganizational
ar. castecs. n this thesis <the
(HRMSYS, HRMC, e<c.) will be used.

the HRM Systams and
gfectiveness ystens

E
previous termihology

16
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As a backdrop for this task force meeting, i+ zhculd be
noted that <he curriculum taught a%+ <the HRM Schacl was seen
as out of touch with the needs of <the «cliernts o0f the
HRMC/Ds. Also, most of th2 HRMC/Ds had develspzd 2 s-reag
sense of indepandence. I+ was <tha= independercs that
allowed them to resgond to the needs of +heir clients.
Finally, if you add *o this situation the *wo facts that
each par*icipant came with a pra2-sxisting development plan
and that they had never worked =together 2as a *eanm befors,
then it might be expected that the divisive forces could be
greater than the cohesive ones,

In the beginning some approaches were discussed. I+ was
reccgnized that each command had ownsrship in its own plan
so the 2xisting plans were all passed out. Lit+tle headway
vas mad:s at first but once it was agreed that the framework
should be similar to the mocdel for the new curriculum at the
HRM Schocl the program b2gan to takz shape. Tre task €forcs
commandar had just come from Mamphis whzre ths HEM School
curriculum had been <revised azourld a process mcdel.
Eventually this model was accepted as the basis for <hs
CDQP. Norfolk's existing prcgram had lsvels o2f qualifica-
+ion and degrees of proficiency ani was drawn on for termi-
nology when the ac*ual writing of the ins%ruc*ion bagan. It
was estima*2d4 Dby one pacticipant that perhaps 60% of the
instruction had existed previously in on2 form or another.
[Ref. 11]. The real =acconmplishmsn4 of “he =ask force was
the consensus that was establisked 2round it. In fact, tthey
not orly produced the HRMSYSPACINST 1500.1, *hsz Cocnsultart
Develcpment and Qualification Program, bu% ¢h2y 2lsc creatad
arn  leval of teamwork and «communication +hat had never
existed in the systea before.

Iamsdiately after the task forcs mearting the draf: CDQP

fo1}

was diszributed with ins*ructions to both implemen= i<

w

n

assess it. Recommendations for changes =0 <he draf+ wer
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requestad. Thes:z recommerdations wa2re collated and &z seccend
varsicn ¢f the draf+ wvas distributzd ir August 1983, agsin
vith a requast for <recommenda+ions. These reccmmendaticrs
wera alsc raviewad and ccllated azd ware incospore=zzd iate
the finral irstruction, which was issuzd in October 1983,

D. CDQP - WHAT IS IT?

1. Ihe lasiructicns

The Navy's Consultant Dev2alopment and Qualifica+ion
Program pr2sently consis+s of two inst-uctioas, ocne for the
Pacific Fleet (HRMSYSPACINST 1500.1) and oae for *he
tlantic Fleet (HRMSYSLANTINST 1500.3). The <%woQ programs
will be described with ¢the focus on the Pacific Fleat
instruction. (See Appendices B and C for copies £ the
actual instructions.) The Atlantic FPleet instruction will
te referred to wvhere it differs from ths Pacific. A tenta-
tive date of Ssptamber 1984 has Leea set for ths establish-
ment of a Navy-wide progzam, probably as par* of an NMPC OE
manual [Ref. 9].

a. Pacific Fleet

The HRMSYSPACINST 1500.1 is an admirably brisf
instruction, thirty-nine pages in all. ¢ ccnsists of 2
two-page overview and four enclosures. The mos+* important
part of the instruction is enclosurz (1) which starts off by
explaining what “he CDQP is designel to do. (This statemant
of goals is discussed further in chapter III, section E of
¢nis thzsis.) Thes enclosure then definas the “ecms that are
used bty the instructicn. The Areas of Capability (A0Cs) are
defined as "Specific categories of professional activity
required before, during or after an interven+ion: nission
essential services provided by operational personnel."
{Ref. 12]. Bach is assumed ¢to b2 s2lf-zxplanatory and
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together . they comprise the mcdel upon which the CDQE is
bas24d. The Degrees cf Proficiency (DOPs) are describzd and
each of *he four is defined. Bach of the five Consul=zan=
Qualification Levels (CQLs) is dafinsd and i:s methecd of
certificaticr and cer+tification timaframe is discussed. Th=
report forms in the instruction are then briefly discusssd.

This definiticn of terms is very important, not
only because these terms are nevw to most of the ©pesople on
the West Coast, but also because the definitions are actu-
ally a description of what the CDQP is intended to accom-
plish. The definitions of the Corsultant Qualification
Levels are particularly important in this regard.

The next two pages, pages 5 and 6 of enclosure
(). are the essence of the instruction. This is the
Qualificaticn Criteria Matrix which integratss the A0Cs, the
DOPs, and ths CQls. i* can also be seen as a snapshot of
where Organizaticn Development in the Navy is now, whers the
system would 1like to be going, aad a aethod for getting
there. The next section, fpages eight to thirtesn of enclo-
surz (1), is the larges*« single section in <he instruc*ion.
This is the Qualification Activity Record and it incorpo-
rates all the information in th2 Qualification Criteria
Matrix along with specific examples under each Area of
Capability and a format for keeping track of ths Degrees of
Proficiency attained wunder each Arsa of Capability. This
individual record is then £followed by +he . Command
Qualificaticn Summary which is a one-page form for tracking

the levsls of gqualification within a Centsr. This is the
same form that will ke periodically submitted to CCMHRMSYS
PAC with the names of the individuals deletead. Thus the

same form can be used for tracking Centsr and System capa-
bility, and eventually, Navy-wide capability.
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Baclosurs (2) discusses the suggested rewards
and recogrition procedures for sach Coasultant Qualificzt
lev2l. Enclosure (3) is two pages of devalopaental guidazcs:
"o be used when ccaching opzrational prRIsoansl,. "
(Ref. 12]). Enclosure (4) addresses Center <training rzquire-
ments, suggesting types of training and recomasnded partici-
pation. It contains forms for %raining evaluatior, training
dccumertation, and training resourcs requests and briafly
discusses the conceot of the Training Support Teams.

. Atlantic Fleet

ARMSYSLANTINST 1500.3 is very similar to
HRMS YSPACINST 1500.1. It has a twdo-page overview and <hraes
enclosures and consists of cnly thir:y pages. It does zot
have azx enclosure (4) on Training Requiremerts/Resourcs
Support because SYSLANT bas a separate instruc+ion on
training. It has four Corsul“ant Qualification Levels
instead of five (vhich merely mears tiaas it has no official
itle for reople befcre <they become 1Interns.) The CDQP
Qualificaticn Criteria M2trix and the Qualification Activity
Record, which are the most iomportant parts of the instruc-
tiors, are identical. This st-ong similarity should
simplify the process cf coambining them whan the Navy goes ¢
a Navy-wids program.

2. Ihe Psogranm

The program consists of twanty-fcur divisiors of the
OD procsss (Ar=2as of Capability) 4in which an individual may
display <four different types of behavior (Degrees of
Proficizncy) in order to qualify at four different levels of
expertise (Consultant Qualification Lavels). The initial
qualification level for the Pacific Flest s nct part of
this process since one qualifies for i+« by graduation from
+the HRM Schcol.
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a. Areas of Capability

The Areas of Capabilisy comprise <he 1rodel o2
wvhich the CDQP is Lased. Models of the OD process havs
existed for ysars, with, perhaps, the classic example beirng
+he Kolb-Frchman model. The modsl in the CDQP is a compre-~
hensive and official description of what *he procsss of OD
in the Navy is like. Sse Table III . Which model one uses
may b2 a minor consideration as 1long as it has enough
subheads to cover all relevant behaviors. One impor:zant
thing abcut this particular model is that it is very similar
to the one now being usecd at +*he HRM Schcol. This format of
the HRM School model 4is derived from the <+eaching and
enabliny objectives for the new curriculun. (See Appendix
D.)

b. DOPs & C¢ls

The DOPs are *he four <ypes of behavior tha<“ one
may display in each area of capability. Howavsr, it may be
necessary tc display the zppropriate bahavior more than cnce
in order to be certifi=d at a specific DOP 1level in a
specific Aresa of Capability. Put simply, DOP 1 is having
kzmowledge, DOP 2 is applying knowlsige, DOP 3 is expertise,
azd DOP 4 is innovation.

Once one certifies at specific DOPs in each Area
of Capabili-y, one is qualified 2t a specific Ccnsultant
Qualificatican Level. Th2 Ccnsultant Qualificaticn Levels
are philcsophical divisions c¢f all th2 peoplz who are or
might eventually be in the HRM Support Systen. The Intern
ard Consul:an% levels are called the "fundamsntal compe-
tency" levels and <+he one year maximum qualification “ime-
frame corresponds tc the six months to cn& year timeframs
that it has ¢ypically taksn ir the past to get an HRM Schcol
g-aduate up <0 “he skill level neaed=d to perferm effectively
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A.

C.

D.

E.

TABLE III
Bodel Comparison

CDCP Hodel
Marketing
1. Develdp marketing
Strategy program.
2. Implemént macfketing
-ogram
3. Asséss and evaluat2
HRMC marketing progranm
cntragting
« Conduct scouting
. Conduct entry
activities
. Ccnduct negotiation
Achieve clésure
fagaosing cilent systan
. Collect data frch
client systen
. Conduct interviews
b. Design, administer
insttuments
C. Revisw historical

za
d. Conrnduct unobtrusive
observations
2. Analyze and interprst
data

c
1
2
3
4
D
1

a. Analyze data
b. Interpret da:a

3. Feedback analysis ard
intergretation

a. Design feedtack
ackdge

b. Present feedback
package

<ing organizatzion
process
ervention design
ir<srvention
strateg {n
b. Design tervention
2. Intervent4on deliver
a. facilitation_skil s
B. instcuctional skil
¢. logistics management
d. coaqh*&g/counsel ing/
mediat ica skil
e. co-ordiration cf
ac+ivities
va luating 0D gperation
. D=velc€ eva¢uation plan
. Collec ana;yze
eva¢ua*zon da.a

Implznme
change
1. ILt
a.

E
1
2

A.

B.

C.

D.
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w
.

VMEWNaOH
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Analyze data

a. observatic:

b. Survey

c. informatiosn

measuremert, format
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€. causeseffact analysxa

f. coillate, cross-
-efe-ence . .

.« issue identifica+ion

aadback

. prapara"or of
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model selszsction,
package deve;opmeat
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. feedback presentatien

. diagnosis presantation
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in the fieglad. The Ssnior and Master Consultan: levzls ar:
the "advanced competency” levels.

B. SUMMARY

From the beginpning <the #HRM program has been associaxzad
with programs and methodologies that have emphasized the HRM
specialist's skills as a trainer. With the revisicn of <hs
program and the resulting shift in emphasis to £flaxible
approcaches aad large systenms consulting the nesd for
insuring the development 0f new types of spacialist skills
arose. In *rue participativz managsmznt style, thz program
to meet that need was developed by a *task force of represen-
tatives c¢f the commards that wculd be responsibls for imple-
menting thes progran. This not o01ly ensured <+<hat the
implementing commands would have ownership in the progran,
but also ensurad <that the program was developed by some of
the mes: experienced and commited indivi3uals is the HRMSS.
The CDQP its2lf is a bshavior-Based gualification program
tuil“ a-cund a medel of OD ir th2 ¥avy that is interded to
be both comprehensive and state-of-ths-art.
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IIT. ANALYSIS

This chapter is writtsr from <the viewpoin:t of an
outsider2 and is interded tc¢ surfacs important ques+ions and
areas of concern about ths pregraam. After a brief look a<+
the aAreas c¢f Capability, the Degrees of Proficiency and
Consultant Qualification Levels will be examined &and <their
sipilarities and differences described. The chapter ends
with an examination of the criteria for evaluzation of the
Frogranm.

A. AREAS OF CAPABILITY AS AN OD MODEL

The model can be considered an indication of “he rsla-
tive importance of certaia behaviors. For example, in ths
CDQP marketing is a separatse heading, which would s=zem to
indicats it's comparatively importaat, evan though nc ornz is
expected to parform in it at a vsry advanced level (nozhing
above DOP 2.) In the HRM school model wmarketing is a
subheading under contracting. Th2 CDQP amodel is subject *o
anaual cevisior along with the <ra2st of the CDQP. Ideally,
the HRM School model will be equally raspoasive.

B. DOPS & CQLS

There is a strong correspcndence betwean the Degrees of
Proficisncy (DOP) and the Consultaa+t Qualificaticn Levels
QL) . This becomes more obvious if the2y are set side by
sid2. See Table IV and Table V beslow. Literal similari+ies
are undarlined but the similarity of in%ent is not difficuilt

2Ths au+<hor will soon beccme an ‘'iansider.' Upon gradua-
tion from NPS, she will be assigned to “h2 OE Center at
fckosuka, for a two year +*our as an OE spscialiss.
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TABLE IV
Pundamental Competency Levels

P 1
e in avidu l is
quir enons trate

;fitﬁ ’!%§§§£§na

ugcones of
“*hé& capab

This capabil;z may be
gaip eg throu h prgvzous
ng,

reading actlvg
cbsarvaﬁ jon or ocal
indoc*riraticn prcgraas.

DOP
The gndzv;dual begins to

a vle
1%Ergut e % Tud f%ﬁnc
wzth some assistance and
% dance.

ET be accomplished
through limited
part‘cxgatzon in
activities,

The ;nd¢vldua1 may also
lead cc comg ate an
activi+y under direct
Superyision.

Intern -
Works with guidacce
and supervi€ion of
mora gqualifi=2d personrszl
has completed
gua lification criteria
or the irtern level and
ossss:es a
c undersb_;d‘gg

36,8 B3ERadRies ana
exhibits minimum abilizy
toc =mploy appropriate
skills

Consultant -,
Horés w. th glnzmum
uidancg and supervision
3t m%’?‘gﬁ‘I 1 §78geTassed
parsonnal. has completed
ualifica“ion_criteria
or thes consulzan+ level.
has a working kpgwls
of organizational” mo ;,
changad theories and
procésses and understands
and a Dlles a varisty of
conau ting skills to core
£icld activitize,

se=2. The DOPs describe

describe the individual.
have two sets of terms %0

begin wich?

2liminated,
would streamline +he instruction

t+he b2havior and +<he CQLs
With such close similarities,
Surely *he ins*truc-
tien would te simpler with only on3. There are two matrices
in the instruction: <the CDQP Qualification Criteria Matrir
and the Qualificaticn Activity Record (QAR).
these s3ats of terms were

migh*t ba eliminated which

If one

one of these matrices

and greatly siaplify the progran.

For example, +he Consultant Qualification Laveli defini-~
tions could be eliminat=d and ¢the names of +he levels
substituted for the DOP numbers. Thus, an Intsrn would be
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DOP 3 -

The individual

has demonstrated
consistent performance
and the

ability to use relevant
experience in the
appliction of the
required.

capab iity.and can

erfo ipdeperdently
gﬁ‘iI&'but %E'EE'
unusual circumstancses.

DoP &4 -

Theil ndividual

2§§ 25.3

h i [

Bé 30 g%! erior
performance, an creates
innovas

13087852, vithin the
requlred capability.

TABLE V
Advanced Competency Levels

Senior Coansultant -

Works indeperdently
TTom, I%’E ﬁjuﬂCton vith,

or as a supelivisor €or
othsr 0D personnal-
has comple;e
ualification criteria
or the Senioc Corsul:ans
level; has a *horougn
kzowlad %e of ali
applicable 0D skills
has highly developed
irczzrpsrsonal
comaunicazion skills,
and is capablz of
conducting a comple'e oD
prosass of intervention.

uaster Consultant -
Works -ndegenden*lé ffom,
in conjunction wit
as a supervisor £¢ o*he;
0D paersonnel. Additional
Ies Onalbllltles may

1nc ude use as a resource
i paovative

nitITIIVES, E msnter,
and 2 lsader of Irain! ng
Support T=ams,. Has
completed qualification
criteria £Oor the Master
consul<tant leve;.Poss==ses
mors sophlstlca-ed
consgliin afoe:tise and "
is skille t"workirg wis
senior leade-shgp =3=ls.

required to demonstra*e basic kncwlzdg:z and understanding of

the purpcse 2and expected outcomas of each capabili+y.

snsultant weuld apply this

and guidance. A Serior Ccnsultant would demonstrate consis-
tent and independent performance aand the ability to us2
application of the regquired capa-

relavant experience in +hs

bility and a Master <Consultant would demonstrate superior
performance and create inaovative adaptations within each

knowleige with somz sup

srvision



capability. These definitions make sense and wculd =iimgi-

nate the Qualificaticn Criteria Matrix from the instruc=iocn.
They would also greatly simplify th2 program and make it
much easier to understard.

On the other hand, the <%wo sets of teras give <¢the
instruction some flexibility. There are a total of twan=y-
four Areas of Capability (AOC). Three of them are undar the
heading of marketing. These thrse A0Cs differ from <he
cthars since almost everyone is expactad to gqualify a+ a DoP
1 level only. If ycu leave out these *hree AOCs the
Consultant Qualification Levels position themselves rather
nsatly, halfway between the DOPs., An Intsrn nmust gualify a+*
the DOP 1 level for 11 cut of the 21 remairing A0Cs, and a+
the DCP 2 level for 10 of thenm. A Consultant mus*t qualify
a* the DOP 2 level fer 9 of +the 21 AOCs and the DOP 3 level
for 12 of them. 1A Senior Consultant must qualify a+« ths DOP
3 level for 11 out of 21 and <*he DOP 4 level for <he
remaining 10. A Master Consultant must qualify a+ *+he DOP 3
level for aralysing data and at the DOP 4 lsvel f£for the
remaining 20 AOCs.

Presumaltly, the Consultant Qualifica+ion Levaels will not
nsce ssarily stay positioned between tha DOP levels. A< zhe
intern level, for example, one must perform at DOP 1 for 14
cut of 24 Areas of Capability and a: DOP 2 for the othar 10.
If all ke requirements were a2t a DIP 1 level, qualifying as
ar  Intern would sizply be a preccess of da2monstrating
acquired knowledga. By having scme ra23uirements at *he DOP
2 level, it is reccgnized that wost people arrive a= a
Center with some knowledge and are ready =o demcnstrate scme
skills as well. Tke DOP 2s at th2 Internr level «can be
looked upon as a summary of the skills tha* it is presently
assumed an HRM Schocl graduate is prapared to demorstraze.
If pre-assignment <+¢raining should dezeriora*e c¢r Dbeconme
outdated, the requirements for Intarn could bz adjus<ted ¢o
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include more DOP 1 requirements. Conversely, if pra-
assiganmant training sheculd radically iamprove, t-e DOP 1
requirements might disappear from tha matrix, oOr simply be
no longer relsvant to the normal 2ntry level. Sipcs the
intern level, as defined, 4is primarily a stage of verifying
tasic knowledge and skills this lev2l, too, could fall off

the bottom of thes matrix.

This is geod in theory, but far fronm ideal.
Historically, the system has not baen ccnfronted with <he
problem of deteriorating training, bput of static training ir

a dynamic situation. What is missinrg is an evalua<tion of .

the proficiency levels of an HRM Sshool graduate. One carn
make csrtain assumptions abou:z the proficiency levels a
graduate is expected to have by looking at ths DOP 1s tha+«
are missing from the Qualification Criteria Matrix as it
presencly exists. It would be preferable to have these
assumpticns spelled cut and the Graduate laval placed on *he
matrix. It would be even better to have an evaluaticn by
the system cf the gradvates of the new curriculum at the HRM
School in terms of *the Degress of Proficiency of the CDQP.
What Degrees o0f Proficiency is the na2wv curriculum designed
to produce in its graduates? re these what are most nesded
arnd desired in the field? When these questions are answered
the Interpr and Consultant lsvels can be mora accurately
evaluated.

Placing the Graduate 1level on <he mairix would bse
halpful when dealing with the exceptional few that entar +ha
system withocut going to HRM School or Naval Postgraduate
School. Ccnsider *he case of a quaiified persor whe needs a
shore duty assignment because of tamporary family problzms
that would prevent her or his separation from or relocazion
of her or his family for the ¢tims raquired to go tc HRHM
Schocl. The saze nwmight be true for a person entering 4hs
system with civilian experience or a deg-ee in Organization
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Developmen<. Certainly, in the late- case, such 2 persca's
kr.owledge and skill level should be verified bu+t it could
well be a wast: of time and money %5 put this perscr “hrough
BRM School. Alternativaly, the Navy could simply decids
that it was not practical to ssnd a person thrcugh HRM
school, as in the case of scpe oaz coming from an overseas
duty statior such as Yokosuka and ther going back <+tc the
HRMC Yokcsuka.

Another importan* consideration is the problem of
differentiating between DOP 3 and DOP 4. DOP 3 &and Do? 4

toth rz2fer to indepsndent performanca. DOP 4 specifies
superior performance while DOP 3 refers +o consistent
perfcrmance. How exactly is consistent performance

(assuning that it's ccnsistent good performance) different
from superior performance? How can it be measured since
this performance is gensrally adone independently (i.e.,
without supsrvision) ? In measuring parformance tha%t is not
diractly observed a superior may rely on fzedback concerning
a sutcrdinate received from cthers, ia this casz, perhaps z
client command, Obviously, <this is far frcm idzal, -espe-
cially in light of ambiguous standards.

DCP 4 (unlikas DCF 3) refers t¢> innovative adapta*ioas
within <hse required capability. Webster's Collegs
Dic<ionary d2fines ™innovate™ as "+o introduce something
new." (Ref. 13]. 1If two peopls both intzoduc2 +he same new
thing are trey both innovativa? How vital to +he systenm is
inaovaticn? How will it be measurzd? Is i+ intardad <khat
degree of innova<ioan be the major differsnce between DOP 3
ard DOP 4 ‘Lehavior? I+ cculd become the najor differemncs
between LOP 2 and DOF 3 by default., It nay be sasisr «c say
vhether somethipg is innovative or ao« tharn to differern+iate
tetween corsistent aprd superior performancs. This is
particularly ¢rue when +the final dzcision is being madz o:
must bs accounted fcr at scme distancs from the actual
kehavior.
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Webster's Collegiate Thesaurus 1lists ‘"cr=zaztivs" anéd
"original" as syaxonyes for "innovative." [Ref. 14]. Whils
a complete discussion of creativity is well beyond +ths sccpa
of this paper, some thoughts are relevant here. Aithough a
scientific definition for creativity is very difficult %o
find, one descripticn of creativity is the apnility to think

the unthirkable. As an axample, children are given some
beads on a string and asked to rearrange 4hem without
breaking the string. Bven bright children find this impos-
sible, but crsative children break the beads. 1Is crea+ivity
and inncvation the next logical step bayond expertise? Or
is what is being called innovation rsally an expressiorn of
the "tactical flexikility" competency? described by McBer
and Company? ([Ref. 15]

C. QUALIFICATION LEVELS

The Consultant Qualification Level (CQL) 3definitions arse
descripzions of the desired produc<s of the CDQP. Thus i+
will ke fruitful 2o examina each in turn.

Degree of Proficiency one may be displayed by discus-
sions with o¢ae's mentor c¢r team leader. Degree of
Proficiency twc is displayed by 1limizted participation in an
activity or completion of ar activity under supervisiorn.
Thus, an intern is expected t¢o understand and be able to
discuss all ¢ha Areas of Capability and be able to partici-
pate in ten of then. The time liamit set for this level of
qualification is <three months. However, a person ccming
into the HRM system from the HRM school has just spent “hree
months beirg trained for the posis<isn s/he is entering. A+
present we have no experience with thz pesople from the new
BRM school curriculuas. In the future, however, it might be

32 consultant demonstratas tactical flexibility when
s/he recognizes and uses alternat2 courses of action to
overcome tarriers and acheive desirsd outcomss.
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impertant +o ask if this levsl 1is reslevant o a person

()

entzring the system from the schodl. It cculd easily b
F

-
-
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reserved fcr non~-typical system entrants. Obviously, i a
intern level is nc lenger considered the normal entry lavel,
the timeframe and skill requirements of the consultant leval
would nreed 4o be raconsidered. These two "fundamenptal
competency" levels are fairly clear cut but would not be
difficult to combine into one levsl, if that were desired.

If you look at the gqualification 1level defiritien a
Senlor Censultant is cbviously a "good" consulrazt, some one
who is competent in the full <rcange of relevar:t skills and
needs n¢ supervision. However, it is interesting to note
that a Senior Consultant is reguired to perform a+ DOP 4 for
ten out of “he twenty-four Areas of Capability. The impli-
cation secems to be that one cannot ba a good ccnsultant
vithout being innovative, It is, of course, importan%t for =
consultap: “0 be flexible, to have a large .r2pertoire of
behaviors for dealing with clients. Th2 Juestion acises, is
i+ this type of flexibility that is beirg refsrred <o as
innovatior, or is true originality desired?

The Master Consultant level doasa't appear to be just a
"hetter" consultant although is 3 obviously intended to be
a person with a higher skill level than a Ssnior Corsultant.
I- may be that the Master Consultaa: is just a £rrmal recog-
nition sf those outstanding consultants <that have existed in
the system all along. However, this formal recognizion will
allow them to be used in ways +that were not possible before
(¢e.g., On Training Support Teanms). Thus, in soma raspects
the Master Consul%tant is a navw cresature prodauced by <*he
ins+ruc+ior.

It is impor*ant t¢o differentiate betvween Serior and
Master Consul®ants because the Navy has a history c¢f grads
inflaticn. In referenca to fitness rapozts it's sa‘fe to say
tha+ at least fifty percent of Naval officers are in the top
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five percent. Coincidentally, five percernt of <he “ctal
BRMSS perscnnel is the most ccmaonly mernticned propcr<ion cf
Master Consultants we can expect to have. If i+ is imoecr-
tant to have a "real world™ <£five psrcent rather <tharn arn
inflated five percent, then thoss specifications need %o be
tuil% into the instruction.

As a measure cf similacicy betwaen Consultant
Qualification Levels we can look at the similazities in the
DOP requirements, (See Table VI) The Intern level has *hree
cut of “weniy-four Areas of Capability ir which <the DOP is
the samp: as for *the Consultant levsl. The Ccnsulzant level
has eight out of twenty-four AOCs in which the DOP 4is <%he
sama as for “he Senior Consultant la2vel. But the Senior
Consultant level has twelve out of twenty-four AOCs in which
the DOPs are the same as for the Master Consul*ant level.
If you leave out the marketing AOCs, for the sams rsasons
cited above, the differ=snces in degree of similarity are
ever more striking: no DOPs in common for Intern ani
Consultant, £fiva2 out‘of twenty-ona in common for Consul+Ant
and Serior Consultant, and sleven out of twenty-one in
common fcr Senior Consultant and Master Coasultan+. Eitkter
vay, a Serior Coansultant is halfway to being 3 Master
Consultant as far as DOP qualifications are concerned.

So what is the differsnce betwsen a Senior and a Master
Consultant? Their descripticns both refer to someones who
works indep2ndently from, in conjunction with, or as a
superviscr for other OD personnel. Each is sxpected to
completa the gqualification <criteria for their respective
levels, but the problea of discriminating betwesn DOP 3 and
DOP 4 has already been discusssd. A4 Senior Consultart is
descrited as some one who has highly developed interfpersonal
communication skills. Interpersoaal comamunication skills
are not addressed as such in the Arsas of Capability bu% are
vital to such <capatilities as interview.ng and faedback
Fresentation.
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TABLE VI
Qualification Criteria Matrix

Areas,of Senior Master
Capabiliity Intern Consultant Consultaat Consultant
SARKETING
Ilplementatzon S R B 2
Evaluat on L g lecomcene- Y . 1
CONTIRACTING
Scou*in 2 Jeoaccccees 3 m
{ 1 2 u-~-- ...... a
Nego iation 1 2 fowomone e 4
Clog\lre 1 2 oecacaacanal
DIAGNCSING
Collect da<a
Irtervievus 2 3 [T
Iastruments 2 K D 3 4
rchives 1 Jrmme e 3 4
Okservation 2 3 T
Process data
Aralyze 2 K Joem—e- ~===3
Fecséback
Design . 2 3 Yommmmee ——l)
Presentation 1 2 3 4
IMPLEMENTATION
PgEdt 1 2 3 “
rate
Intorvggtion 1 2 3 4
Dellverx
Facilifation 2 3 foeemececa- 4
Insruc* on 2 3 joccccen cea 4
gzstics 2 Jemevmcnnaa] U4
chin 1 2 3 4
Coordnnation 1 2 3 4
EVALUATION
Planning 1 2 3 4
Analysis 2 3 . 4
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A Master Ccnsultart 1is described as posessing mcrs
sophisticet:d consulting axpertiss. But sophis+ica<icen is
nct defined or described and could be merely an indiczzion
of experiencs. A Master Consultant is alsc 2xpectad tc b2
skilled a*t working with senior 1leadership levels. This is
clearly not required cf a Senior Coasultant, bu%t it is just
as clearly rot addressed in the Arsas of Capability. 1I< is,
evidently, 2 skill the Master Consultants will pick up
vithout the guidance of the CDQP 2as currently specified.
Intzrestingly, tha opportunity t> participat2 ir senioer
cliznt interven+ions is mentioned in tha2 instruction as =2
reward for attainment of +the Senior Consultant 1level.
That's like saying the opportunity to tzke the Chicsf's exan
is a raward for making PFirst-Class. The interesting point
is that it's a clear departure from the matrix. The reward
system nas tecome part of the develcpmental requiremer*s.

Master Ccasultants are requiired to qualify at DOP 4 €for
twanty out of twenty-four Ars2as of Capability. Thus, they
can ke expected to Le the wmost ianovative pedple in +he
system. TLkis is ipteresting since iz studies on creativity,
military cfficers are sometimes useil as examplas for the low
ernd of the scale or, converse2ly, as being the mos* cerfcr-
mist when conformity is ina invesrse relationskip +*o
creativity [Ref. 16]. Orn2 <2xt states, "Military officers,
it would seem reasonable to guess, are not mainly selscted
for crez*ivity." [Ref. 17].

Master Consultants are <further described by *the uses
tha* may ks made of them. They may be used as mentors
(21though they are, of course, nct the only ones). They may
ke used as leaders of Training Support Tsams, and they may
be used as resources for inrovative dinitiatives of an
unspecified nature. The HRMSYSPAC instruction states, "It
is intended tha* <c¢riteria for gqualification as a Master
Consultant will be so stringernt <+ha“ o2nly thcse experienced
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consultants of the highest caliber will receive certifica-
tion.Y" ([Ref. 121]. It is also stated in th2 sec+ticn refer-
ring tc timeframes that <+the Master Consultant qualifica+tion
lavel may Le acheived on 1 first operational tour o=nly by
exceptional people. Hcw exceptional one mus*t be to qualify
is not sgpecifiegd. In the HRMSYSLANT instruction paragrapk
on certification timeframes i* is stated, "This gualifica-
tion level may be achieved ¢n a first or second operational
tour by exceptionally high performing personn=21."
[Ref. 18]. Since tike Commandars of the Systzms will be the
ones certifying the Master Consultant level it is important
tha“ they be clear on these issues. Even that might not bs
erough, however, since iadividuals inevitably rotate and ths
understanding might nct b2 passed along. If standardization
over time is desired then a systeam-wide decision on thess
issues is preferable.

0f course, different centars have different needs and an
effort has been made to prevent the CDQP ianstruction fronm
being tco restrictive so that ¢ths Centers will have <the
flexikbility to address their individual nzeds. This is a
valid concern when it comes tc spaecifying qualification
tehaviors. One of the ma jor ban2fits of tha CDQP to th2
system is +he common definitions +that it creates. If thes2
dsfipiticns are vague that benefit is minimized rather ¢than
maximized. The CDQP was designed "with stretch in mind."
[Ref. 19]. It was intended to szt some goals <that wers
beyond *he presant capabilitiss of the people in “+he system.
That makes it even gore important to be clear about wha:
those’goals and capabilities are, aven if <he methods of

achievirg those goals are not yet clear.
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D. CRITERIA POR EVALUATION

Any goal for a system may be ussd as a criterion zgaiznss
which to measure the effectiveness of that systen. Thers
are four Lasic sources for such criteria: a. the goals

stated In the instructions thewselves, b. the goals s+ated
in the HRMSYS PAC CD(CF brief, c. éoals stated by the prcgraa
sponsor, d. the author's obarvations of eappropriate
criteria. These criteria may ba divided into three types:
1. Cri+teria for evaluating th2 iastructior as a
program guide.
2. Criteria for evaluating the process established
by the instructior.
3. C-iteria for evaluating the products of
the instruction.
Each type will be discussed in order.

1. 1The Inszruction

The criteria stated in the HRUSYS PAC CDQP brief for

the ipstruction are:

1. that i+ iacorporate 2xistaat programs,

2. that it Yte simple to administsr and implsment,

3. and that it ke 2asy to document.
Ease of understanding is not statad but is 2 relevant
criterion fcr the ins*truction as an ins*truction.

The instructicn is fairly sasy to understand, paz+ly
bacause it does inccrporate exisci:c systems. In fact,
understanding it seems to be less 5f a problem on the East
Coast because parts of it are so similar “¢ systems *“haz
were previcusly in 2ffect thsre. For some commards on the
West Coast the instruction seems to create a new vocabulary,
or at 1least, uses cld vocabulary in a nev ard unfamiliac

vay. The "new vocaktulary" being ra2fzrred to is chiefly tha
AOCs, the DOPs, and “he CQLs. Tais %terminology is kasic %o




the process established by the instruction ard i<s nswness
should rapidiy fade with use. Otherwise, <the instruczio:x
" appears admirabkly free of jargon ani "bufeaﬁcratwese."
Although not specifically stated, the CDQ? is
d2signed to be self-adminis*tered, i.e., =each irdividual

kesps track of her or his own progress. This 2nsures that

administrative protlens are kept to a minimum.
Documentation forms are ircluded in the instruction and have
also keen kept to a a@minimum, Ths Qualification Activity
Record, which is the documentation form for the individual,
is +vwelve tages long but is sumarized on one line 4in the
Command Qualificaticn Summary. This summary allows the
Commanding Officer of an HRM Centar to document the entirs
CDQP proc2ss 2n one or two pagas. TIhese same pages would be

»

used by <the Commodore of the systam <tc keep track of th
process for the system. Thus, the bulkiest documentatica is
+ the lowest level, where the motivation *o handle it is
graatest.

The CDQP instruction da2scribes what it is dssigned
to do in paragraph 3. b. and in Enclosure (1) paragraph 1.
Of these stated goals the ones relavant ¢c the process
established by the instruction are summarized as follows:

1. It should be composed of five distinct a2ad
progressive levels of qualification.

2. I+ should build on basic skills and knowledge
already obtained.

3. It should ensure coantinuing personal and
professional growth of operational personnel by
encouraging and rawarding individual initiative.

4, It should provide ongoing quality assurance for
evaluaticn and training.
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The CDQP dis composed of five levels of qualifica~
tion. The first four are clearly iistinct ard prcgrassive.
Since half of tha requirements for Mastac- Consulien:t ars %hz
same as for Senicr Ccpnsultant, +this lavel is not as clearly
defined as the other levels.

If cne *akes the krowledge-application-cxpsrtise-
innovatior model as progressive theax the levels are progres-
sive. But other rgprogressions ars as 1logiczl, such as
knovwledge-application-expsrtise-teaching. Indeed, Maszter
Consultants will be expected to teach, as iIs indiczatsd by
their role as mentors and their presence on Training Support
Teams. Equally logical 1is krowledge-application-expesr<¢ise-
specialization. In fact, in ths civilian sphsre OD consul:-
arts frequently specialize in a particular me:hcdclegy or
Eranch of industry. Anothexr logical progression is
knowledge-application-expertises~ managsmerncz. If zxpertiss
rresupposes innovaticn it cculd bhe particularly important to
dsv2lop OD management skills. Just as managemen~ c¢f the
research and developameat branch of aan indus=zr reguires
different skills than the managem2n:t of the manufacturing
kraach, management cof a Navy systam wh2re innovatior is the
norm might ra2quire different skills thaa management of 2
Navy <ccmponent where innovaticn is less valuad. Thess
possible alternatives all focus cn *“he uses of the Master
Consultant. The 1levels of gualification are «c¢learly
distinct and progressive until *h2 Master Consultan: level
is reached.

The CDQP may be safely assumed <o build on basic
skills and knowledge already obtainzd since it usss a mcdel-
similar to the one that the HRM School -is using. onca the
graduates of the nevw curriculum have been in the system for
a while vwe will be able t0 tell how wzil it builds on this
ekill and knowledge. Whather ths praviously ob+tairned skill
and kncwledge is appropriate would szzm morz 2f an issue.
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The ins<ruction contains provisions for amnual review and
updzate but no formal prcvision for feeding this information
back to the HRM Schocl at Memphis.

The progran is designed <*o anpsure ccntiruing
personal and professional growth of operational personnel by
encouraging and rewarding individual dinitiative. The
professioral growth being referr2d to here is an indivigdu-
al's grosth as a ccnsultant ir the Navy. I« encouragses
initiative by describing a meth>d <for advancement and
revards initiative by recognizing advancsment (via certifi-
cates and lstters) at tha appropria%t2 points. It seeas,
however, that ensuring grcwth is beyord th2 scope of this
irstruction (althoughk encouraging it 4is not.) To =nsurs
growth one would have +to address the2 issues tha* prevent
growth as well as rewarding growth whan it occurs. For
example, arn individual that makes it through HRM School but
dcesn't think OD is valuable or us2fal to the Navy.

0Of course, crofessional growth can also refer te
one's growth as a naval of ficer or Navy enlisted and this
typa of professional growth is not irrelevant %o one's
growth as a consultant. For example, if the tour a+ a HRM
center is regarded as shore duty only with 1o relavance to
ons's overall carger, <*he certificates and letters might be
regarded as mere hoopla. Such a situation might presert a
strong disiccantive +¢o growth and is obviously beyond the
dirsct cecrtrol of the CDQP. This situation migh¢t be indi-
rectly effected by <the CDQP if the program succeads in
raising the gquality and effectiveness of consultants in the
Navy to such a degree that ¢he Navy as a whcle «comes %o
respect and value the entire HRM Support System more.

Another possible growth inhibiting £factor is the
training capability of the Centers. It can take up *o a
year to qualify at the fundaaental coapetency level. Since
normal tour length is two or three years, the program makes
large demands on the resources of individual Centers.
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The program is also designed <to provide ongoing
guality assurance feor evaluation and training. I+ dsfi~
nitely provides a wmethod of documenting evzluation and
training. Whether <his documenta-ion precczss assures
quality depends on how seriously it is taken and how much
agreemant there is on the original dafinitions. Right now
it is keing taken very seriously and there is a great deal
of agreement on the wecrking terminology. '

In summary, the program doss build on basis skills
and knowledge and it dces encouraga professional grew+h.
The levels of qualification are distinct and progressive a+
the lcwer end, but less s> at the top.

3. Ibe Products

The CDQP produces qualified ccnsultants and an
information system on the qualification process. The goals
for the products of the CDQP 1list2d in the HRMSYS PAC brief
are:

1. Tha*t the qualification levels of +the consultants
will be standardized throughou“« +he sys<en.
2. That SYSPAC will be able to monitor the

capebilities of the Centers with the information

system.

3. That the information system will allow efficient

use of trainirg and education rssources.

Tha program sponsdr alsc has the goal of upgraded capability
for tkcse presently in the field 4in accor-dance with “he new
curricuium being taught at Memphis.

The instruction Gprovides a coamon vocabulary
complet2 with definitions. This is a st-ong standardiza*iorn
tool 4in itself. I+ also gives SYSPAC and SYSLANT ¢the
cartificaticn authority fer all Senior arnd Master
consultants which will aiso allow for greater stardardiza-
tion. Standa-dization will allow comparability which will
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makes it possible to knmow what a Centars *otal capabili=zy is

fron the Ccmmand Qualification Summary. Thus, capabilis,
can be monitored Cen%er by Cen%er.

The instruction provides no%t orly a mezhod for
recording and reperting on training sources but 21sc z stan-
dard by wvhich to measure their usefulnass. Having a single
locaticn for all of this ioformation for +the Systems gives
the Centers greater flexibility in addressing +their naeds
and also assures that the in€ormation will not be 1los: if
krowledgabls people are transferred.

The CDQP uses a model that is similar to *he model
for the curriculum at th2 HRY School. Singse it requires
that personnel on bcard at <*he implementation date of the
instruction be assessed against the instructisnf®s s<tated
criteria within 30 days, it lets people in the £ield know
vhere they stand in terms of the na2w methodology. This
allows for a rapid upgrading of existing capabilities, siace
individuals will kaow exactly what th2y are lacking. If
people in <he field vere "grandfathared" or 2utomatically
assigned to a certain quaiification lavel based on seriority
or zank it could take years <for th: qualification levels to
be completely standardized. ‘

Ir summary, the prcegram providss a format for msas-
uriag, standardizing, and monitoring the capabilities of <he
Centers. 1In the Pacific Pleet it creates a body of informa-
tion on training and education sources that didn't exist
kefore. Training 4s not part of the instruction in the
Atlantic Fleet, al+hough it is expactad tha*t a close link
will ke developed betw2en the LANTFLT CDQP and <+heir
training program.¢

*Thzcughout this thesis no mention has_ _bsen made of
HRYSYS Eurdpe.  _ I+t is assymed that <¢hey will have a CDQP
wher the Navy-wide prcgram is develdopad, 1f nost sooner.
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IV. CONCLUSIONS, RECOMMENDATIONS

The Navy's CDQP, in the words of one of its creators,
"may well be the boldest program ever." (Ref. 11]. 1Indeed,
+ may be on2 of the very few OD certificatior prcg-zams in
existarce. There is no shortage of trairing and education
programs in the field ¢f£f organization developm2nt, bu* the
field nas traditionally suffared from a lack of formal
certificaticn.

Anocther important peint, again in the words of a pactic-
ipart in the process, "It's the £first time, system-wide,
that we have come up with agreement about a standardization
towvards consultant's qualifications withk not Just *oken
agr2ement....agreament with enthusiasm."” (Ref. 11]. Much
of this accomplicshment 3is due ¢0 “he process that producad
the CDQP.

The first annual <review in September cf 1984 wilil be a
critical event for several reasons. By then the first grad-
vates of the nev HRM School curriculua will have been in the
field for sevaral nmonths. The system will <+hen have scae
information on hew appropriate the CDQP s for those people
and how effective it is fer the people already in the field.
The informa+ion on the Pacific anil Atlantic CDQPs will be
important for the development of <the Navy-wide CDQF. Alsc
there should also be enough information available <Zor the
Feople in the system to ask som2 <tough quastiorns. A%
prasant there is aa understandable reluctance +o tamper with
the program. It is "the brainchiid of the more prolific and
pragmatic minds of <the HRM system..," [Ref. 20] and it is,
aftsr all, still comparatively untried.
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Scme of the gquestions that it will be importarnt tc ask

at that staga are: What dces iznovatior in orgazizas<icn
developmernt look like? How vital, valuable, znd recessary
is it? How will it t2 msasured? Thesa questions are impor-
tant tecause the system needs a comnon definition of innova-
tion if it is to have common definitions €for Senior
Censultant and Mastar Consultant.

The validity and relsvance of 2ach qualification level
is important to the program. Where does a Graduate fall ir
terms of DOP ratings? Why does the Intern level exist? Is
it necessary? How is 2 Master Consultant different from a
Senior Consultant? Does the chQp produce Master
Consultants? (Are they born or made?) The more irherently
logical and usaful each level is, the 2asiar *they will be ¢
standardize.

]

Is there still "stretch" in the Program? Is it clear in
vha+ dicection the system would liks: to stretch?
Individuals entering the system should 1lock t©o th

[}

implemer+ting instructicn of their Tenter for clarification
of r—elevant ta2rams, and perhaps expac% guicdelines to be less
clear at the upper levels. Commanding Officers of Centers
might find i¢ fruitful to dJdefine wha* an idezl consultant
pears to tken. The mor2 clearly it can be defired, the
easier it will be to deva2lop. The Commanders cf the Systaams
sight find it fruitful to systematize <their <«hinking
concerning tha Master Consulrant Qualification Level. Is
five percent Master Consultants out of the tctal subspe-
clalty population a serious, or mors importantly, a real-
istic estimate? If so, is it a guo*ta or a gcal? How is a
Master Consultant different from a Senior Consul<ant?
Desigpnation of an individual as a Master Consultant means
that persen will be recognized at the syst2m 1level as a
rasource for ad hoc groups and *ke Training Support Teanms.
What will mctivate the CO of a busy and perhaps understaffed
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Canter to provide <the type of +traircing opportuni<tics a

5]

individual needs to qualify as a Master Consultanz if =

ta
means the CO may have to do withour <that dirndividual's

ct

services occasionally cnce s/h2 qualifies?

The HRM School and the Naval Postgraduate Schocl now
hava a way of measuring the quality of their owr output.
They might £find it valuabls to formalize a £feedback loop
f-om the data *+hat can be gathered from the system with the
CDQP in place. The program sponsdr now has a way to make
retouring in the subspecialty valuable to th? system siace
mediocre vperformers can be identified and ¢hus prevanted
from —returaing. It would now be worthwhile tc make
retouring in +the subspecialty valuabls to *he individual,
since in ths past it has not been 2 carser-enhancing subspe-
cialty. In the civilian world there is no equivalent to the
CDQP. It has been described as a practicum but is actually
closer to the internship “hat physicians go through. It may
noct be directly applicable to +h:s civilian wdorld but is
certainly worth watching since ¢the 0D field bkas 1long
suffered frcm a lack ¢f certification procedures.

There are many fruitful azeas for further research. A
compariscn of the CCQP 4implementing inst-uctions of <the
irdividual Centers wculd be enligntening. Are they really
producing a standardized product? What percentage of
ccmmonality is being produced at 3ach lavel? Por example,
do all Consultan<s look aliks, but no =wo Mastaer Consultants
speak the same language? At what lavel of devalopmen+ ars
specialists more valuable to the systam than generalis+s, if
any?

Creativity and innovation in organization develcpment is
an area worthy of more examination. How vital is it to the
problem solving process, or, for that matter, <the entire
organizaticn change process? Can its contribution to CD be
measured? Can it be taught?
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Tha Consultant Development and Qualification P-cgranm as
a vay o¢f measuring the behavier of corsultants may be <h:
first s*ep toward measuring “he berefits of <+hz HRYM systizm
to the Navy. The systenm will have "a grace pericd cf a few
years" [Ref. 21] in which toc get the rsorganizaticn ir place
and then will be expected tc display improved effectivaness.
In 1981 when the Naval audit Ssrvice was requested to 40 2
cos=-Lkenefit aralysis of the HRMSS they responded <that %hs
state of the art would not permit objective measurement of
most HRY activities. Ths CDQP may be the first s%sp “cward
a new state of the art.
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ARRERDIX A
GLOSSARY OF ACRONYNS

.Area of Capability

.Consultant Development and Qualifica<zicn
Precgran

.Commander in Chief

«Lhief of Naval Opsrations

.Comnanding Office:

.Compander, Human Rasource Managamernt
System Pacific

.comsander, Organizational Effectiveness
Systen Pacific

.Consultant Qualificatrion Level

.Degree of Proficiasacy

.Human Resource Availability cycle

.HAuman Rasouzces Maragament

.Human Resourca Nanag2aamant Centsar

.Human Resource Managsment Detachmernt

.Human Resources Management Suppd>rt Systam

.Human Resource Managament Systenm
Atlantic Instruc<tion

.Human Resource Manigeaent Systen
Pacific Instruction

.0rganization Develspmant

.0rganization Effectivaness

.0rganizaticn Effactiveness Centarc

.Qfficer-in~-Charge

.Professional Developm2nt Plan

.Atlantic Systen

.Pacific Systen

*Obsolete tarminology: HRM is now JE.
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ARRENDIX B

HRMS YSPAC INSTRUCTION 1500.1
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DEPARTMENT OF THE NAVY
HUMAN RESOURCE MANAGEMENT CENTER PEARL HARBOR
BOX 685. NAVAL STATION
PEARL HARBOR. HAWAII 96860 IN REPLY REFER TO
HRMSYSPACINST 1500,1
NO3:SHB:WP]1:jak

20 0CT 1983

HUMRESMANSYS PAC INSTRUCTION 1500.1
Subj: Consultant Development and Qualification Program
Ref: (a) HUMRESMANCEN Pearl Harbor HI 310035Z MAR 83

Encl: (1) CDQP Qualification Criteria
(2) Rewards and Recognition Procedures
(3) Guidelines for Personnal Professional Development Planning
(4) CDQP Training Requirements/Resource Sypport

1. Purpose. To promulgate and implement a Consultant Development and Quali~
fication Program (CDQP).

2. Scope. The provisions of this instruction apply to all Pacific Fleet
Human Resource Management Centers (HRMC's).

3. Discussion

a. Background. Reference (2) established a task force to design a
Pacific Fleet standard CDQP for use by all Pacific Fleet HRMC'S as a standard
gulde for the development and qualification of assigned operational persomnel,
building on basic skills and knowledge obtained through graduation from
service schools, completion of previous HRM tours of duty and pertinent
civilian educatiom.

b. Program Overview. The CDQP is designed to provide a systematic
framework that ensures continuing growth of operational personnel in specific
knowledge and skill areas. The CDQP alsc provides a review and certification
program composed of five distinct and progressive levels of qualification
defined in enclosure (1). The requirements of each qualification level are
satisfied by achieving specified degrees of proficiency as set forth in
enclosure (1).

(1) Rewards and Recognition. Enclosure (2) addresses action to properly
recognize personnel who achieve each successive level of qualification and
provides samples of recognition letters and certificates.

(2) Person al Professional Development Guidelines. Enclosure (3) provides
planning considerations to be used when coaching operational personnel.

(3) Resource Requirements. Existing procedures, policies, and availabil-
ity of funds have not provided for necessary resources in a consistent manner.
Enclosure (4) addresses resource consideration required to sustain the CDQP,
provides Training Evaluation/Documentation/Resources forms, and addresses
purpose/membership/tasking of Training Support Teams.
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4, Action. Commanding Officers of all Pacific Fleet HRMC's will:

a. Develop command implementation plan and specific standards to meet
criceria for qualification and submit to Commander, Human Resource Management
System Pacific for information, review and support. -

b. Initiate action to ensure all operational personnel participate in the
CDQP. .

¢. Ensure operational personmel receive timely assessment and recognition
as qualifications are achieved. Those personnel on board at implementation
date are required to be assessed against stated criteria within 30 days.

d. Provide for periodic review of this instruction and forward comments
for improvement to COMHUMRESMANSYS FAC annually by 30 September and as occur~
ring, ensuring that feedback is solicited from all operational personnel
participating in the program.

e. Ensure that training requirements necessary to maintain the CDQP are
adequately documented for support by Commander Human Resource Management
System Pacific.

f. Identify and track aggregate CDQP levels to provide a system-wide
proficiency status for Commander Human Resource Management System Pacific.

g. Provide documentation and overall status of Command CDQP for review
during Command Inspection by Human Resource Management System Pacific.

h. Provide recommendations for incorporating client feedback on system
performance and consultant readiness to C der Human Resource Management
System Pacific to emhance CDQP viabilit

——
Distribution: Storked:
SNDL Human Resource Management System Pacific
FB44. HUMRESMANCEN PAC P. 0. Box 72
Pearl Harbor, Hawaii 96860
Copy to:
SNDL

A3 CNO (0P-15)

21A2 CINCPACFLT

26NNN1 COMHUMBRESMANSYS LANT
26NNN3 COMHUMRESMANSYS EUR
Fj18 NAVMILPERSCOM (NMPC~62)
FT1 CNET

FT73 NAVPGSCOL

FT87 HUMRESMANSCOL

Dr. Irvin Rubin
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CDQP QUALIFICATION CRITERIA

1. CDQP Rationale. The CDQP is designed to:

a. Describe the critical range of standard capabilities and performance
qualifications required of operational personnel.

b. Establish a systematic development process that builds on basic skills
and knowledge obtained through service schools, previous HRM tours, Navy
experience and civilian education, and through which consultant qualification
levels are achieved,

¢. Provide a comprehensive framework to ensure continuing personal and
professional growth of operational personnel that encourages and rewards
individual initiative.

d. Establish an ongoing quality assurance system for review, evaluation,
and training that will strengthen and sustain the quality of services provided
to a diverse range of client commands and systems.

2. Matrix Incent. Managers, supervisors, and other operational persomnel can
use the CDQP Qualification Matrix as a planning guide for determining activ-
ities required to achieve and maintain an optimum level of Center capability.
They may also use the matrix to counsel personnel when initiating and review-
ing professional development plans. Individuals may use the matrix to gain

an overview of mission essential areas of capability when designing or
revising personal objectives,

3. Matrix Overview. The CDQP is composed of five distinct and progressive
levels of consultant qualification. The first represents completion of basic
training. The next two levels represent fundamental competency; the fourth
and fifth levels represent advanced competency. The matrix integrates the
relationship between "Areas of Capability," "Consultant Qualification Levels,”
and "Degrees of Proficiency." Within each level of consultant qualification,
various degrees of proficiency are required in each area of capability.

4, Definition and Integration of Terms. The definitions and interrelation-
ship of the elements summarized on the matrix include:

a. Areas of Capability (AOC). Specific categories of professional
activity required before, during or after an intervention: mission essential
services provided by operational personnel.

b. Degrees of Proficiency (DOP). Each area «. capability within the
various qualification levels carries with it a requisite degree of proficien-
¢y. DOP certification is based on the quality of observed performance and may
require more than one observation. Certification at a specific degree of
proficiency is considered to include satisfaction of all lower DOP require-
ments. Authorization to certify degrees of proficiency may be delegated to
qualified individuals who have achieved a higher DOP than the one they are
observing and certifying. DOP~4 certification remains the responsibility of

Enclosure (1)
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the Center Commanding Officer based on recommendations from others with DOP-4
certification in the specified capability. The four degrees of proficiency
are:

DOP-1 - The individual is required to demonstrate basic knowledge and
understanding of the purpose and expected outcomes of the capability. This
capability may be gained through previous training, assigned reading, activity
observation or local indoctrination programs.

DOP-2 - The individual begins to apply the knowledge in routine
situations with some assistance and guidance. This may be accomplished
through limited participation in activities. The individual may also lead or
complete an activity under direct supervision.

DOP-3 - The individual has demonstrated consistent performance and the
ability to use relevant experience in the application of the required capabil-~
ity and can perform independently in all but the most unusual circumstances.

DOP-4 ~ The individual performs independently. Demonstrates superior
performance, and creates innovative adaptations within the required
capability.

c. Consultant Qualification Levels (CQL). A summary description of
individual achieved performance level. They provide common graduated
reference points through which the HRM system can standardize, review, train,
and evaluate system needs and capabilities. The five consultant qualification
levels are:

GRADUATE - Entry level graduate from HRM School/EOMI; has not qual-
ified for intern.

INTERN ~ Works with guidance and supervision of more qualified person-
nel; has completed qualification criteria for the intern level and possesses a
basic understanding and knowledge of OD principles and exhibits minimum
ability to employ appropriate skills.

) CONSULTANT ~ Works with minimum guidance and supervision of more
qualified persomnel; has completed qualification criteria for the consultant
level; has a working knowledge of organizational models, change theories and
processes; and understands and applies a variety of consulting skills to core
field activities, .

SENIOR CONSULTANT ~ Works independently from, in conjunction with, or
as a supervisor for other OD Personnel; has completed qualificacion criteria
for the Senior Consultant level; has a thorough knowledge of all applicable OD
skills; has highly developed interpersonal communication skills, and is
capable of conducting a complete OD process or intervention.

MASTER CONSULTANT - Works independently from, in conjunction with, or
as a supervisor for other OD personnel. Additiomal responsibilities may
include use as a resource for innovative initiatives, a mentor, and a leader
of Training Support Teams. Has completed qualification criteria for the

Enclosure (1)
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Master Consultant level., Possesses more sophisticated consulting expertise ]
and is skilled at working with senior leadership levels.

5. Qualification Level Certification. To be certified at a given level, all ,;j
qualification criteria for all subordinate levels must have been satisfied. :
All recommendations for certification at a specific qualification level shall
be reviewed in accordance with local Center procedures. e
Classification at the GRADUATE level is automatic on graduation from —
HRM School/EOMI and assignment to a-Pmeifie HRMC. Certification at the INTERN
level will be accomplished by the Team Leader or equivalent supervisor.
Certification at the CONSULTANT level shall be granted by the Center Command-
ing Officer in accordance with local Center procedures. Recommendations for
SENIOR and MASTER CONSULTANT certification shall be submitted by the Center
Commanding Officer for approval by COMHRMSYS PAC. It is intended that cri-
teria for qualification as a MASTER CONSULTANT will be so stringent that only
those experienced consultants of the highest caliber will receive certifica-
tion.

6. Certification Timeframes. It is recognized that provisions for strict
timeframes for certification is problematic because of such variables as.
scheduling opportunities, personal skills and unique external demands. The
following is offered to assist personnel in assessing CDQP progress:

a. GRADUATE -~ Automatic on graduation from HRM School/EOMI and assignment
to a Pacific HRMC,

* b. INTERN - A timeframe of up to three (3) months from reporting date is
prescribed as adequate to achieve this level of qualificatiom.

¢. CONSULTANT - A timeframe of an additional nine (9) months is pre-
scribed as adequate to achieve this level of qualification dependent upon the
variables cited above.

d. SENIOR CONSULTANT - This qualification level will be achieved by those
motivated personnel who demonstrate advanced consg-lting skills and the abilicy
to function independently. No timeframe is established.

e. MASTER CONSULTANT - This qualification level may be achieved om a
first operational tour only by exceptional personnel.

7. Special Consideration. Personnel having job assignment or training
disparities, i.e. Equal Opportunity Program Specialist, that limit
opportunities for achieving a specified DOP required for a specific

- qualification level may negotiate alternatives in their development plan on &
case basis. Likewise, those personnel with exceptional educational/
experiential backgrounds may be expected to qualify at an accelerated rate.
In those cases where previously qualified personnel are returning to the HRM -
program after an intervening tour, they will be assessed and re-qualified as
deemed appropriate by the Commanding Officer. )

Enclosure (1)
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8. Qualification Activity Record (QAR) (Individual). (Enclosure (1), pp.
7-19) A program guide and activity accomplishment record shall be maintained
by operational personmnel. A completed record will contain the evaluation
method, initials of certifying personnel, dates of achievement and comments
relating to the conditions of the certificationm.

9. Unit Qualification Summary. (Enclosure (1), p. 20) Provides a means to

track and access overall unit capability to perform mission essential ser-
vices. The summary records degrees of proficiency achieved for all capabil-
ities by individuals and provides a unit profile of collective capabilities.
This summary will be submitted to COMHRMSYS PAC without specifying personnel
names, as required for the Management Information System.

10. Training Evaluation/Documentation/Resources Summary.. (Enclosure (4) pp.
3-5) Provides a means to evaluate, document and support training/resources in

support of CDQP.

Enclosure (1)
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CDQP QUALIFICATION CRITERIA MATRIX

CONSULTANT QUALIFICATION LEVELS

AREAS OF CAPABILITY
SENIOR MASTER
INTERN CONSULTANT CONSULTANT CONSULTANT

A. MARKETING

Al Develop Marketing
Strategy Program 1 1 1 2

A2 Implement Marketing
Program 1 1 1 2

A3 Assess & Evaluate HRMC
Marketing Program 1 1 1 1

B. CONTRACTING

B.l Conduct Scouting 2 3 3 4
B.2 Conduct Entyy Activities | 2 ‘ 4 4
. B.3 Conduct Negotiation 1 2 4 4
B.4 Achieve Closure 1 2 4 4

C. DIAGNOSING CLIENT SYSTEM

c.l1 Collect data from client
system

C.1.1 Conduct Interviews 2 3 4 4

C.1.2 Design & Administer

Instruments 2 3 3 4
C.1.3 Review Historical Data 1 3 3 4
C.l.4 Conduct Unobgtrusive

Observations 2 3 4 4
Cc.2 Analyze & Interpret

Data
C.2.1 Analyze Data 2 3 3 3
C.2.2 Interpret Data 1 3 4 4

56 Enclosure (1)
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SENIOR MASTER :
INTERN CONSULTANT CONSULTANT CONSULTANT -

C.3 Feedback Analysis and Interpretation of Data to Client

C.3.1 Design Feedback

Package 2 3 4 4
C.3.2 Present Feedback T
Package 1 2 3 4
D. IMPLEMENTING ORGANIZATIONAL
CHANGE PROCESS
D.1 Intervention Design T
D.l.1 Determine Intervention
Strategy 1 2 3 4
) D.1.2 Design Intervention 1 2 3 4
D.2 Intervention Delivery E
D.2.1 Demonstrate
Facilitation Skills 2 3 4 4 i
. D.2.2 Demonstrate —
Instructional Skills 2 3 4 4 -
D.2.3 Demonstrate 3
Logistics Management .
Skills 2 3 3 4 :
D.2.4 Demonstrate Coaching/ :
Counseling/Mediation ~
Skills 1 2 3 4
D.2.5 Integrate Co-ordinate
of Activities 1 2 3 4
E. EVALUATING OD OPERATION -
E.l Develop Evaluation
Plan 1 2 3 4

E.2 Collect & Analyze
Evaluation Data 2 3 4 4 -

Enclosure (1)
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QUALIFICATION ACTIVITY RECORD (QAR) UTILIZATION

1. QAR Overview. The QAR (Encl (1), pp. 8-19) provides a means by which
individuals may record and designated evaluators may critique the individual's
qualification progress. The QAR expands on the CDQP matrix by providing
examples of the scope of activities which comprise each area of capability.
The examples may be further refined as necessary to meet individual Center
training needs/capabilities.

2. Instructions. The QAR should be used as follows:

a. The name, reporting date and PRD shall be recorded by each individual
in the space indicated on the first page. Each individual will have the
access to their QAR's at all times.

b. The four blank lines below each area of capability sub-set under the
Qualification Criteria column are designed to accommodate an activity at each
performance level, one through four. Specific activities are to be selected
by each Center to correspond with Degrees of Proficiency (DOP) Performance
requirements as outlined in enclosure (1). For example, an individual may
"observe an activity" for DOP-l certification, and later "lead or assist a
related activity" for DOP-2 certificacion.

c. Dashed lines under the column labeled "Degree of Proficiency” provide
a means to check-off or certify successful completion of each activity and
readily identify the level achieved. The evaluator's initial and date should
be used. This will facilitate later clarificacion of individual strengths and
weaknesses for subsequent evaluators.

d. The use of additional space for "Critique" comments (margins, reverse
side, etc.) is encouraged.

e. A Sample is provided below.

Qualification Criteria for: Degree of PROFICIENCY
LT 0. D. EFFORT SEP 1980 SEP 1983

Date Reported PRD 1 2 3 4
A. MARKETING

A.l Develop Marketing Strategy (1, 1, 1, 2)

a. Discuss current Center marketing plan for
units/ISICs/other.
DWB
Comment/Achievement Method: 1 - Discussed Center 9/80
Market Plan with OPS
2 - Participated in Center Markecing Planning Session 5/83
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Qualification Criteria for: Degree of PROFICIENCY
1 2 3 4

Date Reported PRD
A. MARKETING
A.1 Develop Marketing Strategy (i, 1, 2, 2)

a. Discuss current Center marketing plan
for units/ISICs/other.

Comment/Achievement Method

|11
R
1]
1]

b. Read/discuss HRM Journal Spring/Summer
81 article "Marketing OD"

Comment/Achievement Method

A.2 Implement Marketing Program (1, 1, 2, 2) L
a. Discuss current Center marketing procedures.

Comment/Achievement Method

b. Review file data as available (ltrs, msgs,
briefs, brochures)

Comment /Achievement Method

A;J Assess/Evaluate Marketing Program (1, 1, 2, 2)

a. Discuss/review Center marketing activities
for purpose of assessing marketing strategy.

Comment /Achievement/Method

1]
1]
r‘\
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Qualification Criteria for:

Date Reported PRD
CONTRACTING
B.l Conduct Scouting (2, 3, 3, 4)

a. Demonstrate ability to collect relevant
client system information

Comment/Achievement Method

b. Pre-entry strategy using scouting
information.

Comment/Achievement Method

B.2 Conduct Entry Activities (1, 2, &4, 4)

a. Demonstrate understanding of entry
strategy/models tactics and goal setting.

Comment/Achievement Method

b. Participate in entry activities at various
echelon levels.

Comment/Achievement Method

B.3 Conduct Negotiation (1, 2, 4, 4)

a. Demonstrate the ability to conduct an
initial visit.

Comment/AchievementMethod

HRMSYSPACINST 1500.1

20 OCT 1983

Degree of PROFICIENCY

1 2
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Qualification Criteria for:

Date Reported PRD

b. Demonstrate the ability to identify needs
of client organization.

Comment/Achievement Method

c. Conduct goal setting to identify desired
outcomes of intervention,

Comment/Achievement Method

B.4 Achieve Closure (1, 2, 4, 4)
a. Demonstrate ability to identify successful
and unsuccessful strategy and tactics
employed during initial visit.

Comment /Achievement Method:

b. Develop a memorandum of understanding (MOU)
that encompasses points resulting from the
client entry meeting(s).

Comment/Achievement Method

c. Obtain client closure on MOU,

Comment/Achievement Method

Enclosure (1)
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Qualification Criteria for: Degree of PROFICIENCY
1 2 3 4

Date Reported PRD

(1) Exhibit flexibility to modify/revise MOU
to address situation client needs.

Comment /Achievement Method

DIAGNOSE CLIENT SYSTEM
C.1 Data Collection
C.l.1 Conduct Interviews (2, 3, 4, 4)
a. Demonstrate the ability to collect, collate,
analyze interview data (one on one/group

interviews).

Comment/Achievement Method

b. Demonstrate the ability to identify the
possible presence/absence of hidden agenda
in collection of interview data.

Comment/Achievement Method

C.1.2 Design and administer instruments (2, 3, 3,
4)

a. Demonstrate the ability to administer data
gathering instruments.

Comment/Achievement Method

Enclosure (1)
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Qualification Criteria for: Degree OF PROFICIENCY
1 2 3 4

Date Reported PRD

HRM Survey (code, administer, process,
analyze, diagnose).

Comment /Achievement Method

M
111
11

Develop client centered supplemental
questions.

Comment/Achievement Method

111
]
|11
1]

Conduct organization assessments (s/A, EO,
Retention).

Comment/Achievement Method

11
|11
LT
1]

Transition Questionnaire.

Comment/Achievement Method

L1
1]
|11
111

C.1.3 Demonstrate the ability to collect
historical daca from a client system
(e.g. Review of 3M data reports, inspection
grades, retention statistics, etc.). (I, 3,
3, 4).

Comment /Achievement Method

111
|11
1]
1]
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Qualification Criteria for: Degree of PROFICIENCY
l Date Reported PRD 1 2 3 4

C.l.4. Demonstrate the abilicty to collect
unobstrusive data (observe day to day
N activities in a client system and extract
' relevant information). - (2, 3, 4, 4)

Comment/Achievement Method

| C.2 Analyze and Interpret Data

C.2.1 Demonstrate the ability to analyze appropriate
forms of data (2, 3, 3, 3)

a, HRM Survey - gap difference, causal
relationships, frequency distribution,
normative comparison (unit and aggregate),
demographic trends of paygrade, race, age,
sex,

Comment/Achievement Method

b. Interviews - significant trends, intensity
levels, agendas, etc.

Command /Achievement Methnd

||
| |
||
||

c. Other assessment Information.

Command/Achievement Method

Enclosure (1)
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Qualification Criteria for: Degree of PROFICIENCY
I Date Reported PRD 1 2 3 4
. d. Unobtrusive data.
= Comment /Achievement Method
C.2.2 INTERPRET DATA (1, 3, 4, 4)
‘ a. Demonstrate the ability to interpret data
from collect various sources (survey.
interview, observation, assessment, etc.)

and make appropriate cross-references for
use in the feedback package.

Comment/Achievement Method

—,TTTTT
1T

N

C.3.1 DESIGN FEEDBACK PACKAGE (2, 3, 4, 4)
a. Demonstrate the ability to design an
. appropriate feedback package based on the
collated results of various forms of data.

Comment/Achievement Method

C.3.2 PRESENT FEEDBACK PACKAGE (1, 2, 3, 4)

a. Demonstrate the ability to deliver a
feedback package/presentation to the
client that provides understanding,
ownership, and involvement.

Comment/Achievement Method

Enclosure (1) .
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Qualification Criteria for: Degree of PROFICIENCY
Date Reported PRD 1 2 3 4

b. Demonstrate the ability to deliver feedback
package/presentation for varying levels within
the organization (i.e. upper, middle, lowez).

Comment/Achievement Method

D. IMPLEMENTING ORGANIZATIONAL CHANGE PROCESS
D.1 Intervention Design
D.l.l Determine intervention strategy (1, 2, 3, 4)

a. Demonstrate the ability to apply OD theories
in practical situations.

Comment/Achievement Method

1
1]
1]
RRR

b. Demonstrate the ability to identify desired
outcomes and select appropriate strategies.

Comment/Achievement Method

1
|11
1

D.l.2 Design Intervention (1, 2, 3, 4)

a. Develop a model that supports intervention
strategy.

Comment /Achievement Method SR
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HRMSYSPACINST 1500. 1
20 OCT 1983

Qualificaction Criteria for: Degree of PROFICIENCY

Date Reported PRD 1 2 3 4

b. Demonstrate the ability to translate OD
theories into workshops and activities
to help client commands. (e.g. write plans,
lesson guides, etc.).

Comment/Achievement Method

D.2 Intervention Delivery
D.2.]1 Demonstrate facilitation skills. (2, 3, 4, &)

a. Demonstrate facilitator skills that indicate
the ability to surface hidden agenda,
appropriately handle dysfunctional attitudes or
behaviors, and accurately assess the level of
group development.

Comment/Achievement Method (

]
]
]
]

D.2.2 Demonstrate Instruction Skills (2, 3, 4, &)
a. Demonstrate instructional skills to deliver
content oriented workshop. (e.g. Time Manage-
ment, Effective Meetings, Communication, etc.).

Comment/Achievement Method

b. Demonstrate the ability to conduct content
workshops to include the use of all available
audio/visual aids and a variety of methodologies.

Command/Achievement Method

Enclosure (1)




Qualification Criteria for:

Date Reported PRD
c. Demonstrate the ability to adapt material
or methodology to the participant's level
of understanding and classroom environment.,

Comment/Achievement Method

D.2.3 Demonstrate Logistics Management Skills
(Z’ 3’ 3’ a)

a. Demonstrate the ability to prepare for work-
shop set-up. (e.g. materials, seating
arrangements, audio/visual equipment etc.).

Comment/Achievement Method

b. Demonstrate the ability to plan and
execute activities off site. (e.g.
TAD, client'’s environment).

Comment/Achievement Method

D.2.4 Demonstrate Coaching/Counseling/Mediation
Skills (1, 2, 3, 4)

a. Demonscrate the ability to understand and
apply the theories relating to counseling,
negotiation, ete. (e.g. discuss or role pla

Comment/Achievement Method

68

gRé!SOYE_%’A@%gST 1500.1

1 2

3

Degree of PROFICIENCY

4

y).

Enclosure (1)




HRMSYSPACINST 1500.1
20 CCT 1983

Qualification Criteria for:

Date Reported PRD

D.2.5 Integrate and Coordinate Activities (1, 2, 3,

a. Demonstrate the ability to plan and
execute multi activity operations.

Comment/Achievement Method

b. Demonstrate flexibility in the intervention
implementation to meet situational changes
in the client environment. ’

Comment/Achievement Method

E. EVALUATING OD OPERATION
E.l Develop Evaluation Plan (1, 2, 3, 4)

a. Develop an evaluation plan to determine
effectiveness of the intervention process.

Comment/Achievement Method

E.2 Collect and Analyze Evaluation Data (2, 3, 4, 4)

a. Conduct meeting to determine the client's
assessment of intervention effectiveness.

Comment/Achievement Method

Enclosure (1)
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Qualification Criteria for: Degree of PROFICIENCY
Date Reported PRD 1 2 3 4

b. Compare MOU outcomes with intervention
outcomes.

Comment/Achievement Method

¢. Collate and analyze evaluation data.

Comment/Achievement Method

d. Write an evaluation report describing the
impact of the intervention on the client
system.

Comment/Achievement Method

e. Complete required reports as required by
directives. (e.g. NPRDC Team Leader Evaluation
Report)

Comment/Achievement Method

Enclosure (1)
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Rewards and Recognition Procedures

Exact delineation of the rewards and recognition to be gained as a result
of individual qualification are the responsibility of the respective HRMC.
System policy will provide support for the following specific actions which
are intended to comprise the core of rewards and recognition programs at
individual centers.

Consultant (Level 3):

An appropriate letter of designation and certificate given by the
Center Commanding Officer,

Appropriate PAO photos/news release.

Consultant (Level 4):

Letter of designation and certification given by the Commander, Human
Resource Management System Pacific. ’

Consideration for recommendation for participation in the NPS Advanced
Course.

Recommendation to conduct professional training outside the home
center.

Increased opportunity/responsibility.

Opportunity to conduct independent consulting operations and to
participate in senior client interventions.

Award recommendation as appropriate for exceptional performance in
tour of duty.

Master Consultant (Level 5):

Letter of designation, certificate and plaque given by COMHRMSYS PAC.

Consideration for recommendation for assignment as staff member at NPS
Advanced Course.

Increased opportunity to pursue special studies/projects relating to
overall system performance.

Maximum opportunity/responsibility,

Opportunity to conduct independent consulting operation with senior
clients.

Funding to allow presentation of papers/training to professional OD
organization external to the Navy.

79 Enclosure (2)
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7. Award recommendation as appropriate.

8. Consideration for assignment as Training Support Team Leader.

Above is not intended to preclude special activities or applications by
individual centers. Examples of appropriate certificates of qualification are
included. A

”-\\

)
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NO3:SHB:WP1l:jak

1500
Ser

From: Commanding Officer, Human Resource Management Center

To:

Subj: Human Resource Management Specialist (Graduate) Designation
Ref: (a) COMHRMSYSPACINST 1500 (series)

Encl: (1) Cerctificate of Qualification

1. Pursuant to reference (a), you are designated a Human Resource Management
Specialist (Graduate) (HRMS (G)) as certified by enclosure (l).

2. This designation signifies your graduation from Human Resource Management
School/Equal Opportunity Management Institute and your entry into the Consul-
tant Development and Qualification Program (CDQP).

3. May this process be an exciting time of professional growth and develop-
ment for you.

Enclosure (2)
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NO3:SHB:WP!:jak

1500
Ser

From: Commanding Officer, Human Resource Management Center
To:

Subj: Human Resource Management Specialist (Internm) Designaciom -
Ref: (a) COMHRMSYSPACINST 1500 (series)

Encl: Certificate of Qualification

1. Pursuant to reference (a), you are designated a Human Resource Management
Specialist (Intern) (HRMS (I)).

2. To achieve this designation you satisfactorily completed all academic and
practical requirements. You demonstrated the requisite skills and capabil-
ities to perform the specific duties of an HRMS (I).

3. Congratulations!

Enclosure (2)
75




HRMSYSPACINST 1500.1
20 OCT 1883

NO3:SHB:WPl:jak
1500
Ser

From: Commanding Officer, Human Resource Management Center

To:

Subj: Human Resource Management Specialist (Consultant) Designation
Ref: (a) HUMRESMANSYSPACINST 1500 (series)

Encl: (1) Certificate of Qualification

1. Pursuant to reference (a), you are designated a Human Resource Management
Specialist (Consultant) (HRMS (C)) as certified by enclosure (l).

2. To achieve this designation you satisfactorily completed all academic and
practical requirements. You demonstrated the requisite skills and capabil-
ities to direct the efforts of other HRMS's when conducting limited inter-
vention activities. Acknowledgement of this achievement will be made a part
of your permanent service record.

3. Congratulations and Well Done!

Enclosure (2)
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NO3:SHB:WP1l:jak
1500
Ser

From: Commanding Officer, Human Resource Management Center
To:

Subj: Human Resource Management Specialist (Senior Comsultant) Designation
Ref: (a) COMHRMSYSPACINST 1500 (series)
Encl: (1) Certificate of Qualification

1. Pursuant to reference (a), you are designated a Human Resource Management
Specialist (Senior Consultant) (HRMS (SC)) as certified by enclosure (l).

2. To achieve this designation you demonstrated your competence, knowledge,
and skill in all aspects of the Human Resource Management Specialist. Through
your efforts you significantly increased your value to yourself, this command,
and the U.S. Navy. With this designation you are entrusted to independently
conduct all intervention activities and direct the efforts of other consul-
tants and specialists. Your successful completion of all requirements iden~
tifies you as a person of significant initiative and motivation and distin-
guishes you as an outstanding performer among your contemporaries. Acknowl-
edgement of this achievement will be made a permanent part of your service
record.

3. Sincerest congratulations for the successful completion of this noteworthy
accomplishment!
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NO3:SHB:WPl:jak
1500
Ser

From: Commanding Officer, Human Resource Management Center
To:

Subj: Human Resource Management Specialist (Master Consultant) Designation
Ref: (a) COMHRMSYSPACINST 1500 (series)
Encl: (1) Certificate of Qualification

1. Pursuant to reference (a), you are designated a Human Resource Management
Specialist (Master Consultant) (HRMS (MC)) as certified by enclosure (1).

2. To achieve this designation you demonstrated your competence, knowledge,
and skill in all aspects of the Human Resource Management Specialist. Through
your efforts you significantly increased your value to yourself, this command,
and the U. S. Navy. With this designation you are entrusted to independently
conduct all intervention activities and direct the efforts of other

consul-
tants and specialists. Your successful completion of all requirements iden~-
tifies you as a person of significant initiative and motivation and distin-
guishes you as an outstanding performer among your contemporaries. Acknowl-
edgement of this achievement ‘will be made a permanent part of your service '
record,

3. Sincerest congratulations for the successful completion of this noteworthy
accomplishment!

Enclosure (2)
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GUIDELINES FOR PERSONAL PROFESSIONAL DEVELOPMENT PLANNING -
l. All operational personnel shall develop personal professionai development
plan. These plans are to lead to achievement of the various qualification
levels and identify other initiatives which support individual development.
Thus, the professional development plan will fully integrate CDQP require-

ments. -~

2. In addition to CDQP requirements, some suggested areas for inclusion
within individual development plans are:

A. A professional reading program graduated in categories of:
(1) Basic
(2) Intermediate
(3) Advanced
This program should include provisions for evaluation of effort, appli- -
cability to mission related activities and sharing of findings with other

operational personnel.

B. Activities that would lead to a demonstrated knowledge and understand-
ing of interfaces between elements of the HRMSS:

- (1) LMET (Attendance)
(2) Family Service Centers
(3) CAAC
(4) NASAP/DSAP

(5) Other appropriate or geographically required

(6) CMEOP
C. Activities that would lead to knowledge and understanding of associ-
ated areas of Navy organization, warfare specialties and other Navy program -
areas:

(1) Ships/Squadrons (visits)

(2) Operational readiness exercises

(3) Unit scheduling and schedules (familiarization)

(4) Navy organization structure (papers, readings or briefings)

(5) Retention

Enclosure (3)
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D. Off-duty education in graduate/undergraduate organization development
(OD) related fields.

3. Centers should encourage individual initiatives in the development of
studies/projects in OD related professiomal areas. Such studies/projects will
not only provide opportunities for individual recognition, but also provide
for Navy-wide recognition of OD system contributions. Studies/projects
selected will have broad scope and applicability, eg., new intervention,
strategy, new developments to enhance operational effectiveness/readiness, OD
evaluation techniques, Navy policy impact, etc.

A. Criteria for project assignment/aﬁproval should encompass the follow-
ing:

(1) Individuals should be qualified OD Consultants.
(2) Individuals should be subject matter experts in the project area.

(3) Project approval should be based on potential gain for the indi-
vidual, the Center, the System, and in the Navy. -

B. High quality achievements may be recognizeé via presentations at:

Advanced HRM, OD Network, American Society for Training and Develop~ (
ment (ASTD); or publication submissions to: HRM Journal, Training HRD Maga- b
zine, OE Communique, Naval Institute Proceedings etc., or for system adoption - o
via HRM Development Center. (See enclosure (2)). .
{
N
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TRAINING REQUIREMENTS/RESOURCE SUPPORT
1. The CDQP provides for individual professional qualification. Addition-
ally, a plan for responding to state-of-the-art training needs generated by
CDQP 1s a primary requirement. This plan should identify resources both
internal and external to the Navy OD System. It is not intended that this
plan address other areas of learning such as GMT, training of civilians or
other areas not directly related to CDQP requirements. Resource requirements
and funding considerations should include the following:

A. Per diem, travel, and tuition fees for professional training both on
and off site,

B. Center membership in appropriate professional organizations (e.g.,
ASTD, OD Network, etc.).

C. Acquisition of appropriate professional publicatioms.
D. Acquisition of media (e.g., VIR tapes, films, etc.).

2. Sources (other than own Center) for consideration in meeting training
requirements may include, but are not limited to:

A. NPS Monterey.

B. Other Centers, )
C. Training Support Teams,

D. Colleges/Universities.

E. Private contractor.

F. Non-profit foundation. (i.e. Center for Creative Leadership, Kellogg
Institute, etc.).

G. Professional organizationms.
(1) ASTD
(2) OD Network

(3) Society for International Education Training and Research
(SIETAR).

H. Other government organizations. (i.e. USA OE School, ONR, etc.).
3. Criteria for attendee selection may include the following:

A. Time onboard/time remaining onboard.

83 Enclosure (4)
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B. CDQP level
C. Ability to apply training/train others.

G.

4. System feedback of completed training both internal and external will be
accomplished by means of the Training Evaluation/Documentation/Resource

All Centers are encouraged to submit
local use Evaluation Forms in lieu of enclosure (1) pages 5 and 6 if they can

Summary (enclosure (1) pages 5-19).

Fill performance gaps in individual and Center capability.

Relation to purpose of training/mission.

Applicability to client needs.
(1) Present
(2) Future.

Funding level/source.

be related directly to CDQP.

5. The following matrix is a suggested minimum for off-site training in

Centers in support of CDQP standards.

Number of Persomnel (Annually)

PH SD AL SsU WH YO
LOCAL 18 24 12 12 12 15
OUT OF AREAS 9 12 6 6 6 7
SEMINARS /MEETINGS 4 4 4 4 4 4
ADVANCED HRM (NPS) 2 2 2 2 2 2

LOCAL - One day or less ~ No Travel

OUT OF AREA -~ More than one day. Travel and Per Diem Involved.

SEMINARS /MEETINGS - More than one day.

days average per session.

ASTD, ODN, OJAl, HRD83, 0D34, etc.

Enclosure (4)
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TRAINING EVALUATION SUMMARY

Submitted by HUMRESMANCEN
Subject Facilitator
Organization Training Site
Date Length of Training

1. How useful is this training to the CDQP?

2. What areas of the CDQP are addressed by specific topics of this training?

3. How does this training apply to the development/duties of an HRMS and to
client needs?

4. How, in your judgement, does this training rate against other training
available in this subject area? (optional)

5. How effective was the facilitator in helping you understand the material
presented?

6. What other comments regarding the quality/usefulness of this training
would you like us to be aware of?

85 Enclosure (4)
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TRAINING DOCUMENTATION SUMMARY S
Submitted by HUMRESMANCEN L
Subject ~ Facilitator i
Organization Training Site
Date Length of Training

1. What is the name/address of training source?
2. 1Is this training available from other sources/locations? If so, specify? ; =

3. If trainer is in-house/in-system, what is PRD? Is alternate trainer

- available?
-—d
4, What is the cost per trainee? 1Is group rate available?

l’

"‘
. 5. What are other associated costs, i.e. materials, travel etc? —d
.Y
6. Other pertinent comments related to training availability, cost, facil- -3
ities, logistics etc. R
=1
_j

Enclosure (4)
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TRAINING RESQURCES SUMMARY

Submitted by HUMRESMANCEN
Subject Date

I. Type of item/s desired to facilitate training: (book, film, vtr, etc.).
2. What areas of the CDQP are addressed by this training resource?
3. What levels of the CDQP would find this resource useful?

4. How, in your judgment, dces this resource rate against other training
resources available in this subject area?

5. Identifying nomenclature of this training resource.

6. Cost of this training resource per trainee, comments regarding bulk rates
or re-use.

7. Would your Center require financial assistance to obtain an adequate
supply of this training resource?

8. What other comments regarding the quality/usefulness of this training
resource would you like us to be aware of?

9. Recommendation for system~wide usefulness of this training resource.

82 ~ Enclosure (4)
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TRAINING SUPPORT TEAMS

Training Support Teams are intended to meet the need for HUMRESMANSYS PAC
participation in specific consultant developmental/training projects on a
systemwide basis. Membership will be contingent upon resource needs.

Purpose:

1. Provide training in areas of special knowledge for operational person-
nel throughout HUMRESMANSYS PAC.

2. Provide expertise through the use of highly qualified personnel

systemwide to research, plan, and develop projects designated by COMHRMSYS
PAC.

Membership:
1. CDQP qualification at the appropriate level.
2. On recommendation of HRMC Commanding Officer.
3. Approved by COMHRMSYS PAC.
4, Training support Team Leaders will generally be MASTER Consultants.

Tasking:

1. Initial request for Training Support Team assistance by HRMC command-
ing officer.

2. Approval and specific tasking by COMHRMSYS PAC.

Enclosure (4)




ARPENDIX C

HBRMSYSLANT INSTRUCTION 1500.3

89




| bt AP

—

Py

DEPARTMENT OF THE NAVY
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COMMANDER HUMAN RESQURCE MANAGEMENT SYSTEM ATLANTIC INSTRUCTION 1500.3

Subj: Consultant Development and Qualification Program

Ref: (a) HUMRESMANCEN Pearl Harbor msg 310035Z MAR 83 (CDQP)
(b) COMHUMRESMANSYSLANTINST 1500.1

Encl: (1) CDQP Qualification Criteria
(2) Rewards and Recognition Procedures
(3) Guidelines for Individual Professional Development Planning

1. Purpose. To promulgate criteria and procedures and to assign responsibilicies
for implementing the Comsultant Development and Qualification Program (CDQP).

2+ Cancellacion. HUMRESMANCENNORVAINST 1500.3A.

3. Scope. The provisions of this instruction apply to all personnel assigned o
or involved with operatjonal activities at all Atlantic Fleet Human Regource
Management Centers (HRMC's), hereafter referred to as operational persoanel.

' Discussion

7

a. Background. Reference (b) established a task force to design a standard
CDQP for utilization wichin Pacific Fleet HRMC's. HRMC Norfolk was {nvited to
participate as a task force member in order to utilize prior experience with
consultant development programs and to enhance the potential for the establishment
of a joint Atlantic and Pacific HRMC CDQP. This program is intended to be used as
a gtandard planning guide for the developuent and qualification of assigned
operational personnel. It builds om basic skills and knowledge obtained through
graduation from service schools, experience gained from previous HRM tours of
duty, and pertinent civilian education.

b. Program overview. The CDQP is designed to provide a systematic framework
that ensures contiouing growth of operational personnel in specific knowledge and
skill areas., The CDQP also provides a review and certification program composed
of four distinet and progressive levels of qualification defined in enclosure (1).
The requiremeats of each qualification level are satisfied by achieving specified
degrees of proficiency as set forth in enclosure (1).

(1) Reward and Recognition. Enclosure (2) addresses action to properly
recognize personnel who achieve each successive level of qualification. Assoclatad
TABS provide samples of recognition letters/certificates.

(2) Individual Professional Development Guidelines. Enclosure (3)
provides planning consideratfons to be usad when coaching operational personnel.

(3) Iraining and Resource Requirements. Reference (b) addresses training
and resource cousideration required co sustain cthe CDQP.
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(4) Transition. Speclalists presently qualified under HUMRESMANCENNORVAINST
1500.3A will retain their earned designation. Level IV prajects presently asuthorized
may coutimue.

S5« Action

a. Commanding Officers shall:

(1) Develop a command implementacion plan and specific standards to meet
criteria for qualification. Submit the initisl plan and standsrds to COMHUMRESMANSYSLANT
for information, review, and ovarall system coordination and support.

(2) Initiate action to ensure all operational personnel perticipate in
the COQP.

(3) Eosure operational personnel receive timely sssesssent and recognition
as-qualifications are schieved. Those personnel on board st implementation data,
without regard to previcus designations are required to be assessed against stated
criteria within 30 days.

(4) Ensure that training requirements necessary to maintain the CDQP are
pursued {n accordance with reference (b).

(S) Provide for periodic review of this instruction and forward comments
for improvement to COMHUMRESMANSYSLANT aumally by 30 September and as occurring.

e

8. OLDS

DISTRIBUTION: (COMHUMRESMANSYSLANT 5215.1) (Case A)
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CDQP_QUALIFICATION CRITERIA

1. CDQP Rationale. The CDQP is designed to:

a. Describe the critical range of standard capabilities and performance
qualificactions required of operational personnel.

b. Establish a systematic development process that builds on basic skills and
knowledge obtained through satvice schools, previous HRM tours, Navy experieance
and civilian education, and through which consultant qualification levels are
achieved.

e. Provide a comprehensive framework to ensure continuing personal and

professional growth of operational personnel that encourages and rewards individual ;
iniciative. :

d. Establish an ongoing quality assurance system for review, evaluation, and
training that will streagthen and sustain the quality of services provided to a |
diverse range of client commands and systems.

2. Marrix Intent. Managers, supervisors and other operational personnel can use
the CDQP Qualification Criteria Macrix (TAB A) as a plaaning guide for determining
activities required to achieve and maintain an optimum level of Center capability.
They may also use the Macrix to counsel personnel when initiating and reviewing
professional development plans. Individuals may use the Matrix to gain an overview

of mission essentlal areas of capability when designing or revising personal
objectives.

3. Matrix Overview., The CDQP is compased of four distinct and progressive levels
of consuitant qualification. The first two levels represent core competency

levels; the second two levels represent advanced competency levels. TAB A provides
the matrix which integrates the relationship between Areas of Capability, Consultant
Qualification Levels, and Degrees of Proficiency. Within each level of consultant
qualification various degrees of proficiency are required in each area of capability.

4. Definition and Integration of Termg. The definitions and interrelatiomship of
the elements summarized on the matrix include:

as Areas of Capability. Specific categories of professional activity required
before, during and after an intervention. Mission essencial services provided by
operational personnel.

b. Degrees of Proficiency (DOP). Each area of capability within the various
qualification levels carries with it a requisite degree of proficiency. DOP B
certification is based on the quality of observed performance and may require more . 1
than one observation. Certification at a specific degree of proficiency is i
considered to inmclude satisfaction of all lower DOP requirements, Authorization
to certify degrees of proficiency may be delegated to qualified individuals who
have achieved a higher DOP than the one they are observing and certifying. DOP=4
remains the resporsibility of the Center Commanding O0ffficer based on recommendations -~
from others with DOP~4 certification in the specified capability. The four
degrees of proficiency are: . 1

DOP~1 - The individual is required to demounstrate basic kuowledge and understanding
of the purpose and expected outcomes of the capability. This capabllity may be

gained through previous training, assigned reading, activity observation ot local
indoctrination programs.

Enclosure (1)
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DOP-2 = The individual begins to apply the knowledge in routine situations
with some asaistance and guidance. Thias may be accomplished through limited
participation in activities. The individual may also lead or complete an
activity under direct supervision.

DOP=3 = The individual has demonstrated consistent performance and the abflity
to use relevant experience in the application of the required capability and can
perforn independently in all but the wost unusual circumstances.

DOP=4 - The individual performs independencly. Demonstrates superior
performance, and creates lanovative adaptations within the required capability.

c. Counsultant Qualification Levels, A summary description of individual
achieved psrformance level. They provide common graduated reference~points
through which the HRM system can standavrdize, review, train, and evaluate system
neeads and capabilities. The four consultant qualification levels are:

SPECIALIST (INTERN) = Works with guidance and supervision of more qualified
personnel; has complated qualification criteria for the intern level and
possesses a basic understanding and knowledge of OD principles and exhibits
ainimum required asbilicy to employ appropriate skills.

SPECIALIST (CERTIFIED) - Works with guidance and supervision of more qualified
personuel; has completed qualification criteria for the speclalist level; has
a working knowledge of organizational models, change theories and processes;
and understands and applies a variety of consulting skills to core field
activities. .

CONSULTANT - Works independently from, in conjunction with, or as a supervisor
Tor other OE personnel, has completed qualification criteria for the consultant
level, has a thorough knowledge of all applicable OD skills; has highly
developed interpersonal communication skills, and is capable of conducting

a complete OD process or intervention.

SENIOR CONSULTANT - Works independently from, in conjunction with, or as

a suparvisor for other OE personnel. Additional responsibilities may include
utilization as a resource for innovative initiatives, a mwentor, and a member
of special task groups. Has completed qualification criteria for the senior
congultant level. Posgesses more sophisticated comsulting expertise and

is skilled at working with senior leadership levels.

5. Qualification Level Certification. To be certified at a given level all
qualification criteria for all subordinate levels must have been satisfied. All
recommendations for certification at a specific qualification level shall be
raviewed in accordance with local Center procedures,

Certification at the SPECIALIST (INTERN) level will be accomplished by the
Tean Leader or equivalent supervisor. Certification at the SPECIALIST (CERTIFIED)
level shall be granted by the Center Commanding Officer {a accordance with loecal
Center procsdures. Recommendation for CONSULTANT and SENIOR CONSULTANT certificstion
shall be submitted by the Center Commaniing Officer for approval by COMHUMRESMANSYSLANT.
It is {intended that criteriz for quslification as a SENIOR CONSULTANT will be so
stringent that oaly those widely experienced consultants of the highest caliber
will receive certification.

Enclosure (1)
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6. Certification Timeframes. It is recognized that provisions for strict
timeframes for certification is problematic because of such variables as
scheduling opportunities, personal skills and unique external demands. The
following is offered to assist personnel in assessing CDQP progress:

a. SPECIALIST (INTERN) - A timeframe of up to three (3) months from reporting
date 1s prescribed as adequate to achieve this level of qualification.

b. SPECIALIST (CERTIFIED) = A timeframe of an additional nine (9) months is
prescribed as adequate to achieve this level of qualification dependent upon
the variables cited above.

c¢. CONSULTANT ~ This qualification level will be achieved by those highly
wmotivated personnel who demonstrate advanced consulting skills and the ability .
to function independently., No timeframe is established. 1

d. SENIOR CONSULTANT - This qualification level way be achieved on a first
or second operational tour by exceptionally high performing persoanel.

NQTE: Persoanel having job assignments and/or training backgrounds that limit
opportunities for achieving a specified DOP required for a gpecific qualification
level may negotiate alternatives in their development plan on a case basis.
Personnel with exceptional educational/experiential backgrounds should be expected
to qualify at an accelerated rate. Previously HRM qualified personnel returning
to HRMC's after an intervening tour will be assessed and re-qualified as deemed
appropriate by the Commanding Officer.

7. Qualification Activity Record (Individual) (TAB B) - A program guide and -
activity accomplishment record shall be maintained by operational personmel. A -
completed record will contain the evaluation method, initials of certifying -
personnel, dates of achievement and comments relating to the conditions of the
certification.

8. Unit Qualificacion Summary (TAB C) = Provided as a format for tracking and
assessing overall unit capability to perform mission essential services. The
summary records degrees of proficiency achieved for all capabilities by individuals
and provides a unit profile of collective capabilities. -
TAB A - CIQP Qualification Criteria Matrix
TAB B - Qualification Activity Record (QAR)

TAB C = Unit Qualification Summary

Enclosure (1) -

94




CDQP QUALIFICATION CRITERIA MATRIX

CONSULTANT QUALIFICATION LEVELS

AREAS OF CAPABILITY SENIOR
INTERN SPECIALIST CONSULTANT  CONSULTANT

A, MARKETING

A.1 Develop Marketing
Strategy Program 1 1 1 2

A.2 Implement Marketing
Program 1 1 1 2

Ae3 Assess & Evaluate
Marketing Program 1 1 1 1

B.  CONTRACTING

B.l Conduct Scouting 2 3 3 4
B.2 Conduct Entry

Activities 1 2 4 4
B.3 Conduct

Negotiation 1 2 4 4
B.4 Achieve Closure 1 2 4 * &4

. : C. DIAGNOSING CLIENT SYSTEM

C.1 Collect data from
client system

C.l.1 Conduct Intetviews 2 3 4 4

C.1l.2 Design & Administer
Instruments 2 3 3 4

Cele3 Review Historical

Data 1 3 3 4
N

C.l.4 Conduct Unobtrusive

Observations 2 3 4 4
C.2 Analyze & Interpret

Data
C.2.1 Analyze Data 2 3 3 3
C.2+2 Interpret Data 1 3 4 4

MINIMUM REQUIRED DEGREE OF PROFICIENCY

Enclosure (1) TAB A
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SENIOR i
INTERN SPECIALIST CONSULTANT  CONSULTANT ool
C.3 Feedback Analysis and Interpretation of Data to Client .
Ce3.1 Design Feedbuck L
Package 2 3 4 4 =
C.3.2 Present Feedbsck o
Package 1 2 3 4 ]
9
IMPLEMENTING ORGANIZATIONAL 1
CHANGE PROCESS "9
D.l1 Imtervention Design i
D.l.1 Determine "
Iatervent lon 4
Strategy 1 2 3 4 L
L
D.l.2 Design ]
Intervention 1 2 3 4 )
D.2 Interveation Delivery . 4
D.2.1 Demomstrate :
Facilitation ,
Skills 2 3 4 4 JY
D.2.2 Demonstrate ) .
Instructional ——
Skills 2 3 4 4 ..
De2.3 Demonstrate .
logistics Management
Skills 2 3 3 4
D.2.4 Demonstrate )
Cosching/Counseling/ o
Mediacion Skills 1 2 3 4 -
D.2.5 Iategrate Co-ordinate i
Activities 1 2 3 4 .
EVALUATING OE OPERATION B
E.l Daevelop Evaluation
Plan 1 2 3 [
E.2 Collect & Analyze
Evaluacion Dsta 2 3 4 4
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QUALLFICATION ACTIVITY RECORD (QAR)

1. QAR Overview. The QAR provides a means by which individuals may record
activities and designated evaluators may critique the individual's quaiificacion
progress. Ths QAR expands on the CDQP matrix by providing examples of the scope
of activities which comprise each area of capability., The example aay be further
refinead as necessary to meet individual Cencer training needs and capabilities.

2. Instructions. The QAR should be used as follows:

a. The name, veporting date and PRD shall be recorded for each individual in
the space indicated ou the first page.

b. The four blank lines below each area of capability sub-set under the
Qualification Criteria column are designed to accosmodate an activity at each
perfocmance level, one through four. Specific activities are to be selected by
each Center to correspond with Degrees of Proficiency (DOP) Performance requirements
as outlined in enclosure (1). For example, an individual may "obsarve an activity”
for DOP-1 certification, and later “lead oc assist s related activicy” for DOP-2
certification.

. ¢+ Dashed lines under the column labeled “Degrees of Proficiency” provide a
means to check=off or certify successful completion of each activity and readily
identify the level achieved. The evaluator's initial and the date should be
utilized rather than aa X. This will facilitate later clarification of individual
strengths and weasknesses for subsequent evalustors. The numbers in pareantheses
represent the minimum required DOP's in qualification level saquence for a given
capability sub—set.

d. The use of addicional space for “Critique” comments (margins, reverse
side, etc.) is encouraged.

e, A sanple is provided below.

Qualificacion Criteria for: Degree of PROFICIENCY
LT 0.D. EFFORT SEP 1980 SEP 1983
Date Reported PRD 1 2 3 4
A. MARKETING

A.l Develop Marketing Strategy (1,1,1,2)

a. Discuss current Center marketing plan for

unics/ISICs/other
Comment/Achievement Method: 1| = Discusssed Center 9/80 —

Market Plan with OPS

2 =~ Participated in Center Marketing Planning Session Y83 —

- Enclosure (1) TAB B
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Date Reported PRD 1 2 3 4

A. MARKETING

- A.1 Develop Marketing Strategy (1, 1, 1, 2)

. a. Discuss current Center marketing plan for
g units/ISICs/other. R
_ X
Comment /Achievement Mechod . 1

b. Read/discuss HRM Journal Spring/Susmer 81 article .
“Marketing OD" .

Comment /Achievement Method

A.2 Implement Marketing Program (i, 1, 1, 2)
a. Discuss current Center Marketing procedures.

Coument /Achievement Method : —

b, Review file data as available (ltrs, msgs, r——l
briefs, brochures) -
—
Comaent /Achievement Method S
) »
i
=~
A.3 Assess/Evaluate Marketing Program (1, 1, 1, 1)
a. Discuss/teview Center marketing activities for
purpose of assessing marketing strategy.
Coumant /Achievement /Method
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Date Reported PRD
B. CONTRACTING
B.l Conduct Scouting (2, 3, 3, &)

a. Demonstrate ability to collect relevant
client aystems information.

Comment/Achievement Method

- W A At b

3

4

b. Pre-entry strategy using scouting information.

Comment/Achievement Method

B.2 Conduct Entry Activities (1, 2, 4, &)

s, Decmonscrate understanding of encry strategy/models

tactics and goal setting. -

Comment /Achievemant Method

b. Participate in entry activities at various
echelon levels.

Comment /Achievement Method

B.3 Conduct Negotiation (1, 2, &4, 4)

a., Demomstrate the abilitly to conduct an fnitial visic.

Comment/Achievenent /Method
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Qualificarion Criteria for:

Date Reported PRD

- v b. Demonstrate the ability to identify needs of
client organization.

N Comment/Achievesent Method

Degree of PROFICIEWCY
1 2 3 4

c. Conduct goal setting to identify desired outcomes
of intervention,

Commant /Achievement Method

-

B.4 Achieve Closure (1, 2, 4, 4)

a. Demonstrate ability to identify successful and
unsuccessful strategy and tactics eaployed during
infcial visit.

Comment /Achievement Method

bd. Develop a memorandum of understamding (MOU) chac
encoupasses points resulting from the client entry
meeting(s).

Comment /Achievement Method

c. Obtain client closure on MOU,

Comment /Achievement /Method
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Qualification Criteria for:

Date Reported PRD

(1) Exhibit flexibility to modify/revise MOU to
address situational client needs.

Coament/Achievepent Method

Degree of PROFICIENCY

1 2 3 4

C. DIAGNOSE CLIENT SYSTEM

C.1 Dsta Collection

C.1.1 Conduct Interviews (2, 3, 4, 4)

- 8. Demonstrate the ability to collect, collate, anslyze
incerview data (one on one/group interviews).

Comment /Achievement Method

b. Demonstrate the ability to ideatify the possible
presence/absence of hidden sgenda in collection of
interviev data.

Coument /Achievement Method

E Cele2, Design and administer instrumencs (2, 3, 3, 4)

a. Demonstrate the ability to adainister data gatheriog
instruments.

Comment/Achievement Method

-~
1

™ T

1ol
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Qualification Criteria for:

Date Reported PRD
-eg- HRM Survey (code, administer, process, analyze, diagnose).

Comment /Achievement Method

Degree of PROFICIENC
1 2 3 4

-eg- Develop client centered supplemental questions.

Comment /Achievement Method

-eg~ Conduct organization assessments (S/A, EO, Retention)

Comment /Achievement Method

-eg~ Tramsition Questionnaire.

Coument /ichicveunt Method

Celed Demonstrate the ability to collect historical data
from a client system (e.g. Review of M data
reports, inspection grades, retention statistics,
etc.). (1, 3, 3, &)

Comment /Achievement Method
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Qualification Criteria for: Degree of PROFICIENCY : _
e tm— Y
Date Resported PRD i 2 3 4 -

Celobe Demonstrate the ability to collsct unobtrusive data
(observe day to day activities in a client system
and axtract relevaat information). (2, 3, 4, &)

Comment /Achievemant Method

C.2 Interpret Data

C.2.1 Demonstrate the ability to analyze appropriate
forms of data (2, 3, 3, 3)

-~ a. HRM Survey - gap differance, causal relationships,
frequency distribution, normative comparison (unit
and aggregate), demographic trends of paygrade,
race, age, sex.

Commant /Achievepent Method

b. Interviews - significant trends, intensity levels,
agendas, etc.

Commant /Achievessnt Msthod

Yy
e

¢. Other assessment information.

Coument /Achievement Method

Enclosure (1) TAB (B) -
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Qualification Criteria for: Degree of PROFICIENCY
Date Heported  PRD 12 3 % S
d. Unobtrusive data. L
no a
Comment /Achievemant Method : : oo

Ce2.2 Ianterprec Data (1, 3, 4, 4)

a. Demonstrate the ability to interpret data collected
from various sources (survey, interview,
observation, assessment, etc) and make appropriate
cross-references for use in the feedback package.

i ) Codment/Achievement Msthod
b . Ced.le Present Feedback Package (2, 3, 4, 4)
[ a. Demonstrate the ability to design an appropriate

feedbasck package based on the collected results
of various forms of data.

Comment /Achievensnt Method

C.3.2 Present Feedback Package (1, 2, 3, 4)

a. Demoustrate the ability to deliver a feedback
package/presentation to the client that provides -t
‘understanding, ownership and lavolvement.

T 18T

Comment /Achievement Method

[eRpu—
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Qualification Criteria for:

Date Reported PRD
b. Demonstrate the ability to translate HRM theories
into workshops and activities to help client
commands. (e.g. write plans, lesson guides, ete).

Comment /Achievement Method

W T— YT " A

Degree of PROFICIENCY

1 2 3 4

D.2 Intervention Delivery.
De2.1s Demonstrate facilitation skills, (2, 3, 4, 4)
a. Demonstrate facilitcator skills that indicate the
- ability to surface hidden agenda, appropriately
handle dysfunctional attitudes or behaviors and
accurately assess the level of group development.

Comment /Achievement Method

D.2.2 Demonstrate Instructional Skills (2, 3, &, &)
a. Demonstrata instructional skills to deliver coatent
oriented workshop. (e.g. Time Management,
Effective Meetings/Communications etec.).

Comment/Achievement Method

b. Demonstrate the ability to conduct content workshops
to include the use of all available audifo/visual
aids and a variety of methodologies.

Comment/Achievement Method
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Qualification Criteria for: Degree of PROFICLENCY

Date Reported PRD 1 2 3 4
b. Demonstrate tha ability to deliver feedback
package/presentation for varying levels within the
organization ({.e. upper, middle, lower).

Comment /Achievement Method

D. IMPLEMENTING ORGANIZATIONMAL CHANGE PROCESS
D.l 1Intervention Design
D.l.l. Determine intervention strategy (1, 2, 3, 4)

a. Dewonstrate the ability to apply OE theories in
practical situatcions.

Comment/Achievement Method

b, Demonatrate the ability to idencify desired
outcomes and Select appropriate strategies.

Comment /Achievement Method

D.l1.2 Design Incervention (1, 2, 3, 4)
a. Develop a model that supports intervention strategy.

Comment/Achievement Method

- - Enclogure (1) TAB (B)
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Qualification Criteria for:

Date Reported PRD

Ce Demonstrate the ability to adapt material or
methodology to the participants' level of
understanding and classroom enviromment.

Comment/Achievement Method

Degree of PROFICILENCY
1 2 3 4

D.2.3. Demonstrate Logistics Management Skills (2, 3, 3, 4)

s8. Demonstrate the ability to prepare for workshop
set-up. (e.g. materials, seating arrangements,
audio/visual equipment etc).

Comment/Achievement Method

b. Demonstrate the ability to plan and execute
activities off site. (e.g. TAD, client's
environment).

Conment/Achievement Method

D.2.4 Demonstrate Coaching/Counselling/Mediation Skills
1. 1 ] , “

a. Demonstrate the ability to understand and apply
the theories relating to counseling, negotiation,
etc. (e.g. discuss or role play).

Comment /Achievement Method

Enclosure (1) TAB (B}
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Qualification Criteria for: Degree of PROFICIENCY

Date Reported FRD 1 2 3 4

D.2.5 Integrate and Coordinate Activities (1, 2, 3, 4)

a. Demong trate :h.e abilicy to plan and execrute
multi~activity operations.

Comment /Achievement Method

b. Demonstrate flexibility in the intervention,
i{mplementation to meet situational changes ia the
client environment.

Comment /Achievement Method

- E. EVALUATING HRM OPERATION
E.1 Develop Evaluation Plan (1, 2, 3, 4)

. a. Develop an evaluation plan to determine
effectiveness of the intervention process.

Comment /Achievament Method

-1
]
E.2 Collect and Analyze Evaluation Data (2, 3, 4, 4)
- e
a. Conduct meeting to determine the client's
assessment of intervantion effectiveness.
Comment /Achievenent Method
-y
g Enclosure (1) TAB (B)
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Qualification Criteria for:

Date Reported PRD

b, Compare MOU outcomes with intervention outcomes.

Comment/Achievenmant Method

Degree of PROFICIENCY

1 2 3 4

c. Collate and analyze evaluation data.

Comment /Achievenent Method

d. Write an evaluation report describing the
of the intervention on the client systeam.

. Comment /Achievemant Method

impact

e. Complete required reports as required by directives.

Comment /Achievement Method

109

Enclosure (1) TAB (B)




—IOVIIAV KITTYEVIV)
AVHINS NOTLVI121TVND
1180

¥od3Y
va

$

A.) KT STRATEGY A. MARKET

A2 KT InPLEMENT] i

A.3  PMRT EVAL

- 8.1 }scour 8. CONTRACT

- ——

8.2 Nty : L

5.3 EGOTIATION

8.4  KLOSURE

C.1.1 {INTERVIEW £.1 COLLECT (€. DIAGNOSE

- €.1.2 [INSTRUMENTS | —

C.1.3 MISTOR, JATA o

C.1.4 DASERVATIONS

€.2.1 jANALYZE £.2 ANALYZE

C.2.2 (INTERPRET

C.3.1 PESIGN F/8  [.3 F/8 L o

€.3.2 [PRESENT F/8

D.1.1 [INTRVWW STRAT D.} DESIGN (D. IMPLEMENT o

0.1.2 [INTRVN DESGN

. 0.2.1 (FAC, SKILLS D.2 DELIVER

0.2.2 |INST. SKILLS '

0.2.3 kOG!S MENT

§.2.4 [COACH/COUNSEL)

. 0.2,5 [cOORD, ACT

E.1  (EVAL PLAN E. EVAL

€.2 JANALYZE EVAL Lo

TOTAL/AVERAGE

ENCLOSURE (1}
TAB C

i‘ 110 .




v vw.vv

‘-

Rewards and Rccoggir.ion Procedures

Exact delineation of the rewards and recognition to be gained as a result of
individual qualification are the responsibility of the associated center. System
policy will provide support for the following specific sctions which are intended
to comprise the core of rewards amd recognition programs at individual centers.

SPECIALIST (CERTIFIED):

l. An sppropriate letter of designation and certificate given by the center
Commanding Of ficer.

2. Appropriate PAQ photos/news release.
CONSULTANT:

1. Letter of designation and certificate given by the Commander Human
Resource Management System Atlantic,

2. Approved participation at the Navel Postcgraduate School (NPS) Advanced
HRM Course.

3. Recommendation to coomduct professional training outside the home centcer.
4., Increased opportunity and responsibility.

S« Opportunity to conduct {ndependent comsulting operations and to participate
in senior client fnterventions.

SENIOR CONSULTANT:

l. letter of Designation, Certificate and Plaque given by Commander Human
Resourca Management Systems Atlantic.

2. Recomaendation for assignment as staff member for the NPS Advanced
Course.

3. Increased opportunity to pursue special studies/projects relating to
overall system performance.

4., Punding to allow presentation of papers/training to profesional 0D
organizacion external to USN.

5. The above guidance is not intended to preclude special activities or
applications by individual Canters. Examples of appropriate certificates of
qualification are included as TABS to this enclosure.

TAB A - Sample SPECIALIST (INTERN) designation letter
TAB B - Sample SPECIALIST (CERTIFIED) designation letter and certificace

TAB C - Saaple CONSULTANT designation letter and certificate
TAB D ~ Sample SENICR CONSULTANT certificate

Enclosure (2)
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From: Cousanding Officer, Husan Resourcs Management Center
To:

Subj: Human Resoutce Managewent Speclalist (Intern); designstion of
Ref: (a) COMUMRESMANSYSLANTINST 1500.3 (series)

1. Pursuant to reference (a), you arve designated & Human Resource Managment
Specialist lacern (HRMS(1)).

2. To achieve this designation you satisfactorily completed all academic and
practical tequirements. You demonatrated the requisite skills and capabilicies to
pecform the spactific duties of an HRMS(I).

3. Congratulatioms!

Eaclosure (2) TAB A
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;::-: Commanding Officer, Human Resource Management Center _ .1

Subj:  Human Resource Management Specialist (Certified); designation of ~ ‘ .:

- Ref: (a) COMBUIMRESMANSYSLANTINST 1500.3 (series) L
l. Pursuant to reference (a), you are designated a Human Resource Managemeat . —

Specialist Certcified (HRMS(C)). : S

2. To schieve this designacion you satisfactorily completed all acsdemic and !
practical requirements. You demonstrated ths requisite skills and capabilities to
direct the efforts of other HRMS'sS when conducting limited intervention activities.
Acknovledgement of this achievement will be made a part of your permanent service
record.

3. Congratulations and Well Done!

Enclosure (2) TAB B
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From: Comamanding Officer, Human Resource Management Center
To:

————

Subj: Human Resource Management Comsultant; designation of
Ref: (a) COMHUMRESMANSYSLANTINST 1500.3 (series)

1. Pursuant to reference {a), you are designated a Human Resource Managesent
Consultant (HRMC).

2. To achieve this designation you demonstrated your compstence, knowledge, and
skill in all aspects of the Human Resource Mansgemeat Support System. Through

your efforts you significantly incressed your value to yourself, this command, and
the U.S. Navy, With this designation you are entrusted to independently conduct

all intervention activities and direct the efforts of other consultants and
specialists. Your successful completion of all requirements identifies you as a
person of significant initiacive and motivation and distinguishes you as an
outstanding performer among your contemporaries. Ackaowledgement of this achievement
vill be made a permanent part of your service record.

3. Sincerest congratulations for the successful completion of this noteworthy
accomplishaent .

Eanclosure (2) TAB C
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GUIDELINES FOR INDIVIDUAL PERSONAL PROFESSIONAL DEVELOPMENT PLANNING

1. All operational personnel shall develop personal professional development
plans. These plans are to lead to achievement of the various qualification levels
and identify other initiatives which support individual development. Thus, the
professional development plan will fully integrate CDQP requirements.

2. In addition to CDQP requirements, some suggested areas for inclusion within
individual development plans are:

8. A professional reading program graduated in categories of:
(1) Basic
(2) Intermediate

(3) Advanced

This prograa should include provisions for evaluation of effort, applicabilicy
to mission related activities and sharing of findings with other operational
personanel o

b. Activities that would lead to a demonstrated knowledge and understanding
of interfaces between elements of the HRMSS:

(1) LMET

(2) Family Service Centers

(3) CAAC

(4) NASAP/DSAP

(5) Command Managed Equal Opportunity (CMEO)

(6) Other as appropriate or geographically required

C. Activities that would lead to knowledge and understanding of HRMSS
program elements:

(1) Leadership/Management

(2) Equal Opportunity .
¥ (3) Substance Abuse

(4) Overseas Duty Support

(5) Retention

d. Off duty education in graduate/undergraduate HRM organization ef fectivaness
(OE) or organization development (OD) related fields.

3. Centers should encourage individual initiatives in the davelopment of
studies/projects in HRM/OE/OD related professional areas. Such studies/projects
will got only provide opportunities for individual recognition, but also provide
for Navy-wide recognition of HRM system contributions. Studies/projects selected
will have broad scope and applicabllity, e.g., new intervention strategy, new

°  developments to enhance operational effectivenss/readiness, HRM evaluation techniques,

Navy policy impact, ate.
Enclosure (3)
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a. Criteria for project assigoment/approval should encompass the following:
(1) lndividuals should be at least an HRM SPECIALIST (CERTIFIED).
(2) Individuals should be subject matter experts in the project area.

(3) Project approval should be based on potential gain for the individual,
the center, the system and the Navy.

b. High quality achisvements may be recognized via presentationa at:
Advanced HRM, OD Network, American Society for Training and Development
(AST™), or publication gsubmission to: HRM Journal, Training HRD Magazine, OE

Communique, Naval Institute Proceedings etc., or for system adoption via the
HRM Development Center.

Enclosure (3)
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h ARPENDIX D
THE TEACHING AND ENABLING OBJECTIVES OF THE HZM SCHOOCL
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T.0. 1
During a simulation negotiate a contract with a client for a HRM-OE operation.
Performance will be assessed by an instructor team based on content of the contract

and percent of the client needs surfaced which were identified in the contract and

AW .

E£.0. 1-1

Civen a case study, vrite a synopsis of relevent client and client system information

to be considered during a pre-entry planning phase.

E.0. 1-2
During an exercise develop in writing an effective pre-entry Strategy and tactics that

meet the paramecers establigshed by a case study. Performance will be assessed by a

team of instructors for content and methodologies IAW .
*E.0. 1-3 ' '
- Given a trained, rehearsed simulated client and a 20 minute time pericd, assist

the client to identify the needs ( problems, issues, concerns) of the clients
organization, Satisfactory completion requires at least 502 of the clients meeds

to be surfaced by student action.

E.0, 1-4
Given a trained, rehearsed simulated potential client and a 20 minute time peried,

conduct an initial client interview. The interview will be successful 1if: (1) anm
appointment for a future meeting; (2) at least 50%7 of the information the client has
to give is collected; (3) the information {s correctly interpreted as determined

by a panel of SMEs.
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E.0. 1-5

Evaluate the effectiveness of marketing strategies utilized in a case study.
Satisfactory performance will include a written description, analysis, critique
of effectiveness of the strategy, and a minimum of specific suggestions for

improvement of the analyzed strategies and tactics.

E.0. 1-6
Given the results of ano initial client inrerview and knowledge of the organization's

H

work processes, demonstrate the ability to develop a memorandum of understanding (MOU)

" between the client and the HRMS-OE concerning an HRM~OE operation. The MOU must be

in correct format using proper grammer, and contain all the points developed in the

client interview.

E£.0, 1-7
Write a synopsis negotiating procedures utilized in a case study. Synopsis will

include a description of consultant behaviors, indicated successful and unseccessful
_strategies and tactics, and a subjective description of techniques that may have

increased the successfulness of the negotiation procedures.
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T.0. 2
During a simulation, gather data using at leasc three (3) of five (5) different models. ::'.'_

Performance will be evaluated by an instructor team; satisfactory of 50% of the data

surfaced is identified and recorded IAW . ._..._

E.0. 2-1
Given a completed interview 'wir.h a client and all the necessary data, the student.will

develop an appropriate plan for assessing an organization. This task will be completed

within 60 minutes and will coatain 80% of the main points covered in 2 plan developed by a

panel of SMEs.

,

E.0. 2-2

Civen a trained and rehearsed simulated ciient, create a secure enviornment in which

the client is willing to discuss controversial and sensitive issues within 10 minutes.

’ £.0. 2-3
- - -
Given a trained, rehearsed simulated client and a 20 minute time period, assist the '
client to idencify the needs (problems, issues concerns) of the client organization.
Satisfactory completion requires at least 502 of the client’s needs to be surfaced :
snd noted. , ’ —
.
E.0, 2~4
Give_u a trained, rehearsed simulated interviewee and a 20 minute time period, conduct
an information gathering interview, The interview will be successful 1if: (1) at least -

S0Z of the i{nformation the intervievee has is collected; (2) the presence or sbsence of
hidden agenda is/are noted descriptively; (3) the information collected is correctly

interpreted as determined by a panel of SMEs.
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E.0. 2-5

GCiven a group of 8-12 interviewees who have been provided common organizacional

scenario and assigned individual roles conduct an interview of 20 minutes. The

. interview will be successful if: (1) 50X of the information the group has to give

1s collected; (2) the presence or absence of hidden agenda is noted; (3) the presence
of dysfunctional attitudes and/or behaviors are noted; (4) 252 of answers are
recorded verbatim; (5) 75% of the data surfaced is recorded; (6) the information

collected is correctly interpreted as deterained by a panel of SMEs.
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1.0. 3

Civen organizational data from interviews, surveys, observations and the contracting
meeting, analyze the data and record at least five (S) organizational issues; &t least

802 must agree with issues as determined by an instructor team and IAW N

E.0. 3-1
Given a work enviormment (office or field) and a 20 minute time period, the student

will observe, analyze, and note the importance of four (4) issues as communicated by’
the working enviormment; three out of the four must agree with those fouud by the

instructor.

E.0. 3=2
The student will, given all the necessary data and equipment aud a &4 hour time

period, complete the Standard Navy Survey.

E.0. 3-3
Given asaesmnﬁ dats and a 30 minute time period, the student will determine
vhether the prt;per information is available and whether or not it i{s in an appropriate

and usable format; determination wmust agree with a panel of SMEs,

E.0. 3-4%
Given initial interview data, a MOU, and a 20 minute time period, the student will
determine most appropriate analysis model for situation; model must be one of three

most appropriate as determined by a panel of SMEs.

E.0, 3-5

Given unrefined assessment data, and a 30 minute time period, the student will construct

a cause and effect analysis; product must agree with that of a panel of SMEs.
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E.0. 3-6
Given survey data, interview data, observation data, a MOU, and a 30 minute time

period, the student will collate and make appropriate cross-references; product

. must agree with that of a pafel of SMEs.

E.0. 3=7

Given assessment data, personal/group interview records, survey printout, observation
data, and a 2 hour time period, the student will determine five (5) major issues;

four of the five must agree vith thase identified by a panel of SMEs.
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Given organizational data from interviews, surveys, observations, and the contracting
meeting, prepare & wvritten report for the client, describing the present state of the

client system; the report will evaluated IAW .

E.0. &-1
Given a MOU, the collated and analyzed Tesults of an assesswent, and a feedback model,

prepare a feedback p-esentation. The pru;ntation pust iaclude: exaumples of ‘data

presentation methods; an outline of the presentation; an example in the use of the

feedback model. Clarity, completeness, and adequacy to be determined by s panel of SMEs.

E.0. 4=2

‘Given a data collection plan, locate the feedback model selected and develop a feedback
package; appropriateness of model to situation and corttent of the package to meet
criteria esiablished by a panel of SMEs.

E.0. 4=3 )

Given a trained, rehearsed simulated client and a 20 minute time period, the stuc.lent

will assist the client to identify the needs (problems, issues, concerns) of the client's
organization; satisfactory accomplishment requires at least 50T of the needs to be surfaced

and noted by the student.

E.0. 4=4

GCiven a8 MOU, the collated and analyzed results of an assessment, and two feedback models,
conduct a feedback session. All pertinent data must be presented, questions answered
clesrly, issues of acceptance of data dealt with, and a simulated client assisted in issus

selection; adequacy to de determined by a3 panel of SMEs.
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L During & simulation, present diagnosed data to a role-play client IAW ____
.
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- be used to satisfy the issues. The list must macch 802 of a list generated by a panel

 planning session to include objectives, a draft plan, and a schematic diagram depicting
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1.0. 5 1
Given sumarized analyzed results of an organizational diagnosis, the client's guidance :?-1“_}
and goals frem a planning session, design and conduct an HRM-OE operation which achieves "
B “‘ o

the client's goals. Performance and deaign will meet the goals as judged by an instructor 9

tean and IAW the validated solution for the specific case study. . :

300- &l

Given a MOU, the summarized results of a t.;edback session, & list of tem (10) organizacional |

issues identified, and a list.of the client's needs, list the OE operatiouns which could
of SMEs.

£.0. 5-2

Given the summarized, analyzed results of an assessment, the client's guidance from a
plarning session to iaclude objectives and an outline plan, design (or modify a standaxd
design) an OE operation to satisfy the given objectives. The completed design must agree
.75% with that of a SME panel.

E.0. 5-3

Given the summarized, analyzed results of an assessment, the client's guidance from a

the organization, design a structural change for the organization which will satisfy the

objectives; 75X of the design must agree with that of a panel of SMEs.

!loi 54
Civen a MOU, results of a feedback session, and a2 trained, rehearsed simulated cliemt,
couduct a planaing session to determine the type of OE operation to conduct to satisfy

the issuss {dentified in the faedback session, Adequacy of the operation selacted to

be determined by a panel of SMEs.
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E.0. 5-5
Given & MOU, the collated and analyzed tvesults of an assessment, a list of organizational

issues and a simulated client, assist the client in prioritizing the list of organizational-

issues. Adequacy of assistance to be determined by a panel of SMEs.

2.0. 5-6
Present selected OE strategies to a role play client IAW .
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T.0. 6
Civen data concerning the results of a HRM-OE operation. Prepare a written

evaluation describing the impact of the operatiou on the client systesm. Evaluation

report will be IAW .

E.0. 6-1
Given s draft plan for a HRM-OF operation and the objectives for the operation,

design an evaluation plan to determine if the objectives were met. Adequacy of the

plan to be determined by a panel of SMEs,

E.0. 62
Analyze in uriting the effectiveness of the intervention process design used, the

efificiency of the selected process and possible methods to alter or add to the

process to improve effectiveness,
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T.0. 7
Write:and implement a professional development plan that includes both short

sud long range goals, objectives for accomplishment of goals and methods to
evaluate progress, Plam will be approved by the instructor mentor IAW plan
criteris + Successful accomplishment of the objective will be based

on achievement of those short term (school time frame) goals identified in the’

plan.

E.0. 7-1
Write an essay delineating professional development respousibilities of an
0.E. consultant in the HRM-OE system.

E.0. 7-2
Assess personal level of skills and canpci:enciu needed for performing consultancy

functions. Assessment will include the accomplishment of a number of self
assessuent instruments, analysis of the data generated, and will be discussed

with a team of instructors.
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