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INTRODUCTTION

pgecutive Order 11478 end the Egqual Employment Opporfamity Act of 1972
required that agencies provide the maximum fessible opportunity to
enployees” 10 enhanee their skills =o that they may perform at their
nighest potential and advance in accordance with their pbilities.

The upward mobility program conespt was developed in order to meet these
requirements. Upwerd mobility is an integral part of the SEC's EbG
affirpative Action Flan end supports agency-wide EE0 efforts by providing
g systematic menagement effort to provide developmental opportunities to
1ower-level employees who are in positicns which do not enable them to
realize their full work potential.

The high turnover rate in many lower-grade jobs should be of concern to
cost-sonseious menagers. Constant recruiting and treining necessery 1o
keep these jobs filled productively siphons nff funds which cowld well

be used for more productive purposes. Many of these employses have the
potentinl for advancement but esnnot do s¢ becsuse Jobs offering promotion
and career advancement potentisl are filled from ocutside at journeyman
levels or at mid-points in career ladders; with no developmental oppor-
tunities aveilable, these employees leawve the SEC.

The purpose of the program is to facilitate upward mobility by providing
intensive, accelerated development to equip employees with the gkills and
specific knowledges necessary toperford successfully in a target pesitien.
Selections for such assignments are to be made under the merit promotion
program on the bmsis of potential, rather than formel gqualifications. An
individuglized training plan is developed for each selectee. Fromotion up
to the target grade position depends upen successful completion of the
training, both formalf{ -:1aue-.-etr'r::rr::rruls1 and on-the-job,

An approsch of this kind, if administered properly, is & gound, effective
and economical management tool; it stresses basic abilities and skills
gnd maximizes consideration of potentiasl.

This upward mobility handbook is designed to provide assistance to SEC
Divisions/Offices and Regional Administrators in the development of an
Upward Mobility Plan. Suggested approaches through the planning and
development, implementation and evaluation phases are provided along
with semple guides to be used by supervisors im the selectlon and
treining processes.
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_WHAT 15 UPWARD MOBILITY?

Upward Mobility and the Equal Empl oyment. Opportonity Aot

Affirmative Action plahs should provide for "the estsblishewent of training
and education programs designed to provide the mayimum epportunity for
employees to advance so as to perform at their highest potentisl.®

Civil Service Commission and Upward Mobility

The Civil Service Commission states that "pward mobility iz the systemstic
management effort that focuses Faderal personnel policy and preactice on the
development and implementation of specific ecarecr cpportunities for lower-
level employees who are in positiona or vecupational series which do not
enable them to realize their full work potential." Such an effort requires
that an agency provide for identification of vacancies and establishment

of target positions, application of merit procedurss for selection of
employees, development and delivery of counselling services, involvement of
superviser? In program planning and implementaticn, design and delivery of
required training, and development of evalustion snd reporiing procedurss.

Upward Mchility

Upward mobility as defined in the EED Act and by the G3C concentrmtes effort
on the movement of people from lower level positions with limited career
potentinl to positions with recognized career ladders. It epntails pogitive
lianagement action which goes beyond normal staff improvement practicas to
provide oppertunities for employess tc develop and advance both within Jjoh
families and across occupaticnal lines. It eliminates those conditions

which have in the past tendesd to prevent or restrict movement of employees to
pesitions with recognized growlh potential.

Upward mobility within the SEC encompasses those actions taken by menage-
ment to provide intensive, accelerated development opportunities to equip
lower-level employees with the skills and specifie knowledges necessary

to perform in 8 targeted postion. Such a position will be in & career
field affording greater growth potential than the position currently held
and selections for such assignments will be made under merit promotion
rroceduraes and on the basis of potential rather than proven qualifications
and will incorporate & formalized training plan.

Within the above context, upwsre mobility scours when an employee moves
from a elerical to s technician or professional postion offering greater
growth potential, or from a technician to a professional job with an
established career ladder. Other exemples include affording typing and
related training to & mail elerk who has been selected for a target job
requiring typing or providing reguired training for s typist to qualify
for a targeted stenographic position.
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to making the judgement as to vhather s change or developmental

nt is in fect upward mobility and can be credited as such is

the chenge 1s %o & different career field { though not necéssarily
1y}, whether the new field has a career ladder offering better
ity for growth and whether the selection was on the basis of

]mtﬂntial rather than proven performance.



HOW TO DEVELOF AND IMPLEMENT AN UPWARD MOBILITY PROGRAM

Phase T — Planning

Careful plenning is necessary to ensure & results-oriented rrogran whick
can be produetive for both menapement and employses.

The first step in the planning process is to ensure appropriate

management suppeTt. As a system, upward mobility is made possible only
through the involvement of all lewels of the organization's mensgement
through a team effort. The commitment and support of the following
individuals are particularly important:

Managers/Supervisors--the support of those whe will be selecting, -

training and working with the employees in an upwerd mobility
program is particulsrly important. The development of employees
iz an inherent responsibility of mansgement; the development of
an individual who is oriented to the Cormission and to its
missicn, who has demonstrated a high potential for growth, and
has estgblished an scceptable, kneown work and leave record is
a vital part of this responsibility.

Personnel Staff--they will assist managers and supervizcrs in
identifying positions whieh will best offer upuward mobility
oppertunities, assist in the zelection and in the development
of employees for these pesitions.

Irgining Officer--will provide initial and ongoing career
counseling for smployees,

Comptroller's Office—-will assist in the alloeation of perscnnel
slots and of funds to support upward mobility posiiiens and
programs.

Emplovee representgtives--partleipate in Flanning phase to
assist in promoting an understanding of program goals and
acopa,

Having obtained appropriate suppert, and eommitment for an upward

mobility effort, the next atep in the rlanning process iz to
outline the parameters of ths program in sensideration of the
following factors:

(1) Through a review of smployee turnever and impact of program

requirements, identify the kinde and numbers of anticipated postion
vacancies and estimate when they will need to be filled.
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{2) Assess the present skills of the work forcs, with emphasis
en identifying those employess in dead-end positions or in positions with
limited advencement potential.

{3} Review the hiring patterns within the activity to determine
these positions which are characteristically filled from within the metivity
and thege which are filled primerily frem rutside recruitment sources.

{4) Dztermine whish current and projected wosition vacancies are
the mosi appropriste for upward wmobility assipnments--i.e., those oceupational
areas and grades/levels for which outside recruitment is generally conducted
and/or for which menpower shortages may exist.

] ' (5} Examine the tools and methods which may be used o make these
opportunities gvailable to employees, considering sueh flexibilities as
the following:

Job restructuring--sometimes called job engineering or
Job design, 1s the rearrangement of the way work gets
done in an organization. No matter how labeled, it
means getting up a different pattern of poziiions in

' which essentially the agme amount of work gets done.
How the restructing is done and how the patbern of

the new work arrangement varies, depends on the goal

[ e be achieved.

: Use of bridge positiong—-consider the establishment of
positions which will "bridge" the gap betwsen & lower-
ievel position and the first rung of an established :
carecr ladder (i.e., clerk to technician] or "bridge" i
the gap betwesen a career ladder with lesser growth to |
: one with greater growth potential (i.e., technician

to managerial or professional position). The task
statements will provide the bazia for developing the
job descriptions of bridge pesitions. The duties in
the bridge position wdll provide grades-building experi-
ences to qualify an individusl for the next rung of

the ledder.

Redistributicn of the tasks of a professiopnal-—-consider
using the te=k analysis technigue to pinpeint semi- ,
professional or technical tasks which the professicnal L
is required to perform. If thers are enough of these
duties, they can be combined to ereate one or more
pare~professicnal Joba. This technigque may be used i

[ —————— YT

separately or in eonjunction with the establishment J
of a "bridge" position to permit further carear :
progression from the pars-professional position te the

o U profassional esreer lamdder position. ‘




Phase II - Program Development.snd Implementation

a. Identification and establighment of target snd trainee positions.
Baged on information gathered through the planning phase relative to man-
pover needs, assessment of employees' skills and the activity's hiring
patterns, it is possible to identify these positions/vacancies which
arc appropriate for upward mobility azgignments--i.e., those duties
which the employee will be trained to perform. These are designated as
the carget positions. Generslly, employees are assigned to the first
rung of the career ladder leading to the target position (such as G8-5
lovestigator or Securities Compliance Fxaminer). If the target {as is
the case with one- or few-of-a-kind jobz), the employee will initimily
be aasigned at & lower iraines or entry level grade. Emphasis should
bs given io establishing target positions in coeupations and levels
for which it has been diffiecult to find highly qualified personnel;
for which there is an adequate supply of entry—level sandidatas
currently in the Commission; or to stimulate and motivate the carscr
development of internal ataff.

b. Developing selection criteria. Seiectlen for upward mebility
assignments should be made on the basis of erployes intersst in a carger
field or occupation, likelihood of success in the training for the target
job, as well as demonstrated work habits and attitudes from the current
jeb. In crder to eatablish the selection criteria, it is first necessary
to identify the major tasks to be perforwed in the target positien. These

‘can be ldentified by the personnel staff and supervisory and journeymen

persennel having a detailed knowledge of the job. These tasks may then
be translated into behavioral cbjective terms as to what the individual
should be able to do in the position or what knowledges he/she shouid
have and how these kmowledges will be applied in the work sitwation.

¢. Ipols for assessing employec potential. Fotential is defined
as the abillity Iincluding desire) to acquire and use skills and knowledges
needed to successfully perform higher level work. Proper assessment of

empleyee potential is the key to the success of an upward mobility effort,
Employee potential may be measured by such tocls as the following:

Performance appraisals which show tranzsferebilily of related
knewledges, skills and abilities to the target pogition,

Interviews to determine likelihocd of success in neafing
target job reguirements,

Review and analysis of empleyees background for clues to
motivation, initiative {i.s., membership in organizstions, educationsl
activities, community activites, etc.)




d. PEstablishing appropriate training requirsments and outlining a
training plan. In developing training plans in support of upward mobildty
- programs, offices must ensure that any training is related to the per-
' formance of officigl duties in a position commensurate with the employee 's
potential, The length of training may range from six months to several
years depending upon the time reguired %o equip the employse with the skilis
end specific ¥nowledges necsssary in the target position and hias/her ability
to perform the reguired duties satisfactorily. Although the development of
an individuaslized plan should be deferred until the final selection is
nade, training requirements should be identified at the initial =tages and
the parameters of the plan established. (Enclosure No. 1}

An individualized training plan incorporating formsl instruetion

supplemented by on-the-job training and self-development efferts on the

part of the employee should wltimately be divised. The only restriction

on training for upwerd mobility are the prohibition on training for an
acadenlc degree in order te gualify for a position for which the degroe

is a basic requirement and the prohibition on training an employee in a
pen-Covernment facility for the purpese of filling a position by preme-

tion for which there mre other fully qualified availaeble internal candidates.

e. Annouwncing upward mobility opportunites. Upward mobility
assignments must be announced under the SEC Merit Promotion rrogram,
Competition iz limited to employees on nop-temporary pesitions and with
competitive status. In additicn, empleyees must at the time of salection
meet sny positive edueational requirementa which are specifically required
by the X-118 standard for the geries and grade of the target positiom.

At the time of ultimate promotion, the employee must be able to meet any
required time-in-grade restrictions of the Whitten Amendment which may
gpply. The fact that the employee also mesta the farmal X118 qualification
standard for the target position does not preclude eompetition for an

upward mobility assignment. However, such candidetes will compets on fhe
basis of potential rather than proven gqualifications.

The vacancy announcemenit should clearly identify the position 83 an
upward mobility opportunity. It should state the title, series and grade
of the entry (traines) position and the grede of the target position.
. It should cover the duties of the target position; specify the ellgibility
¢ requirements and selection eriteris; and indicate how and where 1o apply,
% ingluding what forms will be used in the applicsfion process. & ssnple
4 ammouncement is shown as Enclosure No. =,

Employess will generally be selected for reassignment or promoetion Lo

the appropriate trainee position. In thoge situstions where an employee

s holding a position above the trainee level 1is selected, a changs Lo

i % lower grade will be effected with an appropriate adjustment in the amployes's
. salary wherever possible.
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As the required training is completed, the smployee may be promoted
progressively to the target position without further competition. pon
promotion to the target job, the employee is considered to have met s
valid stendsrd fur sssignment at this lewel. In detarmining eligibility
for subsequent promctisns, the empleyse's total background need not be
evaluated again but the individual must shew only that he/she has scquired
the additional qualifications necessary for the new position. For example,
if an employee 1s promoted to the target position of budget analyst, G5-12,
under an upward mobility program, he/she would be sligible for promotion
to G3-13 after having served one yeoar at the 05-12 level.

f+ Counseling services. Counseling services will be provided by
the Personnsl Office Staff, including the Training Officer.

Phase 131 - Evaluation of the Upward Mobility Effort

In order to determine if upward mobility programs are satisfactorily
achieving their objective, it is necessary that prograin prograse and regults
be properly evaluated. In the svaluation process the Office of Persomnel
will be' considering the foliowing:

8. To whai extent were employees in positions with limited career
possibilities systematically identified and chanmeled into short- ang
long-range carser development plans? To what extent were developre ntal
opporiunities made available to these employees?

b. Whaet is the rate of movement of employees in jobs with limited
potential into those with better career ladders?

¢. Periodie evaluations, counseling, geiting training needed, ete.

d. How many employees have been selected for upward mobility
asgignments? What percentage of these were in dead-in joba?

e. How many have satisfactorily cempleted such assignments? How
many of these have moved to levels beyond their target position either
under normal careesr progression or merit promotion seleetions?

f. Yow many or what percentage have been dropped from the program
and whet were the reszong for their lack of sucesss?

g. Is the training being provided adequate and appropriste to the
target position? Are sufficient counseling services being provided?

h. What percentage of those selected for upward mobility agsign-
ments are members of minority goups (or females)}? How does this parecntage
rzlate to the progortion of minorities {and women) in dead-end positions
within the activity?




Statistical dats, questionnaires and interviews with a cross-section of

enployees affected by the program, supervisors and counselors will be
used in the svaluation process.

.
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UPWARD MOBILITY REFERENCES

Executive Order 117348

Executive Order 11478

Fublie Law 32-261

FFM 271 Subehapter 7

FPM Supplement 271-2

FPM 332 Appendix M

FFM and Adm. Manual Yel. IT

Chapters 338

FF¥ Supplemesnt 335

-

FPM and 410

CE0 Bulletin 410-83

FPY Chapters 713 and SEC
Mamugl of Administrative

Repulations (Wod. II)

FFY Letter 713-22

FPM Letter 713-27%

Froviding for the Further
Training of Government
Emplovees

Equal Employment Opportunity
in the Federal Government

Equal Employment Qpportunity
Aot of 1972

Training Agresments (also
Appendix 4

Tests and Other Applicant
Arpraisal Frocedures

Guide to Short-Henge
Manpower Flanning

Merit Prumotion

Evaluaticn of Employees for
Fromotion and Internal
Placement

Training

Training in Support of Up-
ward Mobility Programs

Equal Employemnt Opportunity

Erual Employemshit Opportuni ty
Flans

Upward Mobility for Lower
Level Employaes

Lecamber 24, 1968

August 2, 1969

March 24, 1972

June 1974

Oetober 4, 1973

June 28, 1974

[
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, | UPWARD MOBILITY REFERENCES

C3C Pamphlets . *
{Availabis from Superintendent of Documents, U.S. Covernment :
Printing Offies, Washington, D.C. 20402)

Personnel Management Seriez No. 19 "How to Make the Most of the Merit

Yys tem"
FPersomnnel Manogement Series No. 24, "Guldelines for Agency Interne) Evalu-
ation of EED Programs"
Personnel Management Series No. 25 "Guidelines for Federal Wemen's Frogram
Conrdinatora" !
Persannel Manapement Series o, 26 "Upward Mobility Through Job Aestrue turing"
FRE(-1 "Expanding Upportunities - Women in

the Federsl Government”

BS 14 June 1968 "Matehing Person to Job - The Job
Element Method...What it is and How it
Works!
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' USE QF ENCLOSURES NO, 1 - 3

The enelosed samples will serve as guides to use in announeing an
upward mobility promotion oppertunity and in preparing the training
plan and egreement for the employes selected.

=

.
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SAMFLE

TRAINING PLAN —

Targst Position

Trainee Fosition (Entry Position):
Length of Training:

A. On-the-job training and work experiences

B, Formgl {clasarscem} training

R N i

Performance expected upon completion of training:

Method of Ewvglustion:

— =

=¥

Enclosure No, 1
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ARNDUNCEMENT NO.
MCRIT PROSOTLION FLAM B

QOFENTEG DATE:
CLOSIKG DATE:

POSITION: . Budget Analystk GS-560-F

(This positios has growth patentisl to GG-12}
LOCATLIR : Office of the Comptroller
SUPERVISOR: Frank J, Donaty

Coorp tTeller

AREA OF COYSIDERATION: Headquarters and Washingten Regional Office

DESCAIFTION OF DUTIES: TIncumbeak assists in the performance of a variety of
prccedural and techniezl duties jm the forsulation and exerutlon phases of budger
gusindstration. Maintains pesition ¢omtrol register for esch organization, which
data is ptilized in preparing monthly inkecrnal financial reports, ioncluding cosc
projections. Alse assists in the formelation of anmual and supplemental budget
esvimates, Performs other related technical duties,

QUALIFICATIONS: Applicants omust have three ¥eaT: of pgeneral sxperience from which
they cained 2 penural knowledew of menadgemant principles and practices, Experdenco
in speeiclized fields which ave closely related to budget examining, or excess
speciatized expericnce will be accepted as general experlence. In additien applicants
cest ha2ve kzd gne year of specialized expevience vhich must have ineluded the
developrent, evaluafion, or tevislon of budgetary control sysrems, budger preperation
gnd presentatiosn or similar duties. ALt least $ix months of the experience must

have been oquivalent to che GS-6 Ievel or equivalent,

Buccessiully commieted study in a resident Iinscitution above the high sehool level
cay be substituted for general experionce at the rate of 1 year of eduracvion for

9 monehs of exparicnce up o a maximum of &4 years of educacian for 3 years of geTETE I
exparience, Graduate education may be substituted for all or some of rhe specializad
exparienca. Handbook X-114 will be applied for dny substitutions ~— cxpariencn or
educabkion, -

SPECIAL RIQUIREM=NTS: Applicants rust have a working lmewledee of regulations ond
instreciicons of che Qffies of M2nagement and Budget, Treasury Department and other
eenbral 2ganefes. The fncumbent oust have knowledse of the Commission's ereoumting
Sysiar. Eound judzment zne initiative in interpreting, analyzing and Teconmending
selutivs: fo prablers are neaded, Incumbent rust be able to worl under pressure anpd
consistinily ceei desdiin:s; must be able to work overtime when NECESSATY,

ADDEISIGONAL TETO3ATION: Mathods used Eo evalyate the qualifications of candidatog
L3y be Zound in Seetion VII of lerit Pracction Plan 5. Secticn for this position will
be rade withoue discrimirazion for any nen-merit rezsen such as race, color, relizion,
Sex, naticnal arizin, politics, aze, physical handicap, mavieal statue, ar wembhership
in an Erpluyee ar-zization, LCandidarces whgo are G5-F by will Be copnsidered for
rrassigeent,  Iaitotested appilicants should 2pply by filing Form SEC-885% with the
Cffice of Personnai by o
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SAMFLE

TRAINING ACREEMENT -

T0:
FROM 2 Director of Peraonnel
SUBJECT: Training Agreement for {gosition]
I hereby offer you the position of (Title]
in the iDiuisianEffice] . This offer is made under the

SEC's Upward Mobility Program and is conditioned upon your acceplance
of the conditicns listed below:

1.

You mgree to pursue the course of training ocutlined in this
gereement, and to accept modifications in your training when,
through consultation with your supervisor and othesr ecunselors,
they are determined to be necessary to meet the objectives for
your career development.

The Division/Office agrees to provide all the on-the-job
training you will require, and to keep you advized of your
progress in learning to perform the duties of the target

position for which you are being trained.

You mgree to enter the program as a _(position title]

at lhe &5- level, and to sirive to complete the required
education and/or training with a periocd of
from the date of the signing of this agreement. The Commission
may extend this peried in appriate circumstances at its

- discretion,

Your duties as & _ (position title) will includes:
{sunmariza)

You agree to devote Lhe necessary time and effort to acquire the
following skills and abilities: (list)

You agres to complete the following educatiomal and training
requirementa {substitutions may be made where necessary and/or
sdvisable: (list)

Enclogure No. 3
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10,

11.

The Training OfTicer agrees to assume the costs of all approved
oitside training (including tuition, books and fees), and to
periodically review your training plan to lnsure that it is meeting
ita objectives.

You agrees that your continwation in your position will depend on
your demonstrating the ability to perform satisfactorily. EKey
factors in the determination of the required ability will ke

the ratings you receive from your supervisors in performance

evalvations which will be completed (when) and discussed
with you.
You will be eligible for promotion to GS5- after _ months,

provided your performance on the Job has been satisfastory, that
¥ou have dememstrated the required poetential to perform on the
higher level, and you have completed the required educational and
training courses, Budpet permiiting, you will be promoted at that
time

All parties agree that thisz Training Agreement may be terminated by
any of the following:

(a} Mutual consent

{b} Your satisfactory completicn of all regitirsments
{e} Your uvnsatiafactory performance

(@] Your resignation

The SEC promizes that you will inecur no loss of grade or status as &
regult of your failure to complete the lragining program.

The underaipgned hereby mgree to undertake the obligatliong outlined sbove.

Date

Director of Perzonncl

Bate

Traines

Date

Division/Office Director

Date

Supervisor

Lo

. '
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