NASA Environment and Leadership Strategy

The NASA Leadership Development Framework is an integral aspect of how NASA’s Human Capital organization contributes to accomplishing the President’s Vision for Space Exploration (VSE) and carrying out national priorities of scientific discovery and aeronautics research. NASA faces significant challenges as it retires the Space Shuttle and moves toward CEV, moon, mars and beyond.  These include retaining critical skills needed for the safe execution of the Space Shuttle program through completion as well as transition of much of the workforce to other exploration programs and the beginnings of future system operations.  Rebalancing priorities, workforce and investments between aeronautics, exploration and science programs remains a significant challenge and ensuring that all ten centers are healthy and ready to contribute to the Vision for Space Exploration is also an imperative.
This environment necessitates that NASA develop and maintain a leadership cadre that can not only address the technical challenges but can lead the Agency and its people through these transitions.  Leadership is the engine that ensures that the Agency stay on track with its objectives and Vision.  With this in mind, NASA has developed this Leadership Development Framework.  It is intended to provide a consistent and integrated approach to leadership and management career development.  Each leadership role within the framework contains a set of components that are designed to enable leaders to be fully prepared, in advance of need, to fulfill their obligation to the Agency and its workforce.
Leadership Roles at NASA
The Leadership Development Framework focuses on five leadership roles within the Agency.  These include:
· Individual Contributor: serving in an individual contributor role: with aspirations of formal leadership.  This is an employee who is contemplating a leadership career and who should begin to take on leadership preparation.  This individual may currently lead critical aspects of the technical work of the Agency.
· Influence Leader: The influence leader role is normally not “formally titled” with supervisory or management responsibilities.  Individuals in this role span many GS levels (GS13-15) up to and including STs, SLs, SES, etc.  Many of these individuals lead significant programs or projects contributing to the Agency’s objectives.
· First line Supervisor: The first line supervisor has supervisory and performance appraisal authority for non-supervisory employees.  Titles include: Section Chief, Branch Chief, First Line Managers and Office Chiefs.

· Manager: Individuals in the manager role typically have accountability for managing other managers.
· Senior Leader: The Senior Leader role is responsible for envisioning, designing, and spearheading the implementation of all major priorities, including succession planning, culture change management, safety and mission assurance, and optimal use and development of NASA’s greatest resource – its human capital.

NASA Leadership Model
The NASA Leadership Model, along with the strategic challenges that the Agency faces, ground and inform the development recommendations presented in this Framework.  NASA’s Leadership Development Model was created for NASA based on interviews with over 600 NASA leaders in the 2000 timeframe.  It was validated by benchmarking from government, industry, and from academic research on leadership development.  The Model was updated in 2005 to reflect new competencies required for the Agency’s leaders as well as the new environment. 
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How to Use the Framework

The Framework provides development requirements and recommendations, by role and by time in a role.  In other words, leaders need different types of development experiences as they gain experience and tenure in a role and based on their aspiration of moving to the next level.  Recommendations are offered in the following areas:
· Experience:  Required core experiences and optional broadening opportunities including activities, tasks, job rotations and mobility assignments.

· Continuing Training and Education:  Required core and optional courses relevant to both achieving mastery in their current role as well as in preparing for the next step.

· Assessments:  Analysis of feedback from subordinates, supervisors, customers, peers, and stakeholders about leadership acumen, as well as assessments of leadership style and impact.

· Coaching and Mentoring:  Gaining insight and strategies into improving effectiveness through coaching, and both being mentored and mentoring others in an employee’s professional area.
Individual Development Plans

To be effective, leaders must be strategic about their own development.  Using this Framework to guide the development of an Individual Development Plan is an essential part of this strategy.  
Individual Contributor
An individual serving in an individual contributor role: with aspirations of formal leadership.  The foundational leadership development areas noted below are essential to an employee who is contemplating a leadership career.
All individual contributors must have an Individual Development Plan.  If the individual’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee.
	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Attend knowledge sharing events in discipline including conferences.
· Shadow a more senior individual—preferably at the influence leader or supervisory level.
· Read and be able to articulate how your role contributes to NASA’s Strategic Plan and how it aligns with NASA’s Strategic Management Handbook.

	Experiences

· Obtain a leadership potential assessment at the center.
· Work on an Source Evaluation Board, SEC or other evaluation activity

· Work on an intra center working group that spans directorates.
· Read two books a year on leadership, teams or project management

	Training

· Attend education and technical courses in area of discipline expertise.
· Attend leadership forums or seminars about aspects of leadership at centers.

	Training

· Attend center level project management training.
· Attend center level courses in interpersonal skills, communications, team building, conflict management, time management or related topics

· Attend center level courses in areas related to procurement, budget, etc.
· Attend NASA First (scheduled for launch in November 2006)


Influence Leader
The influence leader role is normally not “formally titled” with supervisory or management responsibilities.  Individuals in this role span many GS levels up to and including STs, SLs, SES, etc.  The influence leader’s role may have large impact on institutional or mission-related direction, resources or staff.  Influence leader titles may include, but are not limited to: team lead, project lead, sub systems manager, project manager, mission manager, resource manager, etc.  Individuals in this role may progress to more formal managerial positions.  Since it is possible for an individual to remain in an influence leader role for much of their career, we have segmented development options into five, seven and ten years.  All Influence Leaders must have an Individual Development Plan.  If the employee’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee.
Development Recommendations for Influence Leaders within five years
	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Attend knowledge sharing events in discipline area such as conferences.
· Shadow a more senior individual—preferably at the supervisory level.
· Read two books a year on leadership, teams or project management.
· Take the leadership 540 self-assessment off the NASA leadership web site every 18-24 months.  Discuss with your manager.
· Work as a team member on a project team.
· Read and be able to articulate how your role contributes to NASA’s Strategic Plan and how it aligns with NASA’s Strategic Management Handbook.
	Experiences

· Obtain a leadership potential assessment at the center.
· Work on an Source Evaluation Board, SEC or other evaluation activity (if not obtained as individual contributor)
· Work on an intra center working group that spans directorates 

· Have a coach.
· Be a mentor.

· Participate in educational outreach activities

· Short-term rotational assignment to another organization within the center

	Training

· Attend technical courses in area of discipline expertise.
· Attend leadership forums or seminars about aspects of leadership at centers.
· Attend center level training course that focuses on basics of leadership including coaching, conflict management, working across boundaries and group facilitation and change.
· Attend center level training courses that focus on interpersonal style, teamwork, conflict management and communication.
· Attend a negotiations course at your center.
· Attend Managing the Influence Process 
	Training

· Attend center level project management training.
· Attend center level courses in areas related to procurement, budget, etc.

· Attend The Human Element.



Influence Leader
The influence leader role is normally not “formally titled” with supervisory or management responsibilities.  Individuals in this role span many GS levels up to and including STs, SLs, SES, etc.  The influence leader’s role may have large impact on institutional or mission-related direction, resources or staff.  Influence leader titles may include, but are not limited to: team lead, project lead, sub systems manager, project manager, mission manager, resource manager, etc.  Individuals in this role may progress to more formal managerial positions.  Since it is possible for an individual to remain in an influence leader role for much of their career, we have segmented development options into five, seven and ten years.
All Influence Leaders must have an Individual Development Plan.  If the employee’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee.

Development Recommendations for Influence Leaders within seven years 
	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Attend knowledge sharing events in discipline such as conferences.
· Present at knowledge sharing events in your discipline at your center or at professional conferences.
· Shadow a more senior individual—preferably at the supervisory level.
· Read two books a year on leadership, teams or project management and discuss with peers, manager.
· Take the leadership 540 self assessment every 18-24 months and integrate results into your IDP.
· Read and be able to articulate how your role contributes to NASA’s Strategic Plan and how it aligns with NASA’s Strategic Management Handbook.

	Experiences

· Obtain a leadership potential assessment at the center level for those interested in formal leadership careers.
· Have a coach.
· Be a mentor.

· Participate in educational outreach activities.
· Create a wellness plan (using on line assessment scheduled for launch in January 2007)
· Project team leader for a center level project (mission or institutional).
· Short term rotational assignment to another center or agency-level organization.

	Training

· Attend courses in area of discipline expertise.
· Attend center leadership forums or seminars about aspects of leadership.
·  Attend center level training course that focuses on basics of leadership including coaching, conflict management, working across boundaries and group facilitation.
· Attend center level courses in areas related to procurement, budget, full cost, etc.

· Take a center level presentation skills course.
· Attend center level training courses that focus on interpersonal style, teamwork, conflict management and communication.
· Attend Financial Management for Non-Financial Managers (FNFM).
	Training

· Attend center level project management training.
· Attend an Agency level training program: Managing the Influence Process (If not attended already)
· Attend the Business Education Program.
· Attend external training such as OPM or Brookings week and two week programs.



Influence Leader
The influence leader role is normally not “formally titled” with supervisory or management responsibilities.  Individuals in this role span many GS levels up to and including STs, SLs, SES, etc.  The influence leader’s role may have large impact on institutional or mission-related direction, resources or staff.  Influence leader titles may include, but are not limited to: team lead, project lead, sub systems manager, project manager, mission manager, resource manager, etc.  Individuals in this role may progress to more formal managerial positions.  Since it is possible for an individual to remain in an influence leader role for much of their career, we have segmented development options into five, seven and ten years.

All Influence Leaders must have an Individual Development Plan.  If the employee’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee.

Development Recommendations for Influence Leaders within ten years 

	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Attend knowledge sharing events in discipline.
· Present at knowledge sharing events in your discipline at center, Agency or professional organizations.
· Shadow a more senior individual—preferably at the manager level.
· Read two books a year on leadership, teams or project management: discuss these with colleagues.
· Take the leadership 540 assessment every 18-24 months.
· Read and be able to articulate how your role contributes to NASA’s Strategic Plan and how it aligns with NASA’s Strategic Management Handbook.
· Participate in a Source Evaluation Board or SEC (if not done previously)
· Have a coach.
· Be a mentor.
	Experiences

· Participate in an Agency level project (mission or institutional).
· Participate in educational outreach activities.
· Create a wellness plan (using on line assessment scheduled for launch in January 2007)
· Participate in an international program or project.
· Rotational assignment (internal or external to the Agency).

	Training

· Attend conferences and courses in area of discipline expertise.
· Attend leadership forums or seminars about aspects of leadership at centers.
· Attend Congressional Operations Course.
· Attend Finance for non Financial Managers (Agency level program)

· Attend the Managing the Influence Process Program (Agency level program) (if not previously attended).

	Training

· Attend external training or apply for a Fellowship in leadership or your area of discipline expertise.
· Attend Strategic Business Management Program (if not previously attended).



First Line Supervisor
The first line supervisor has supervisory and performance appraisal authority for non-supervisory employees.  Titles include: Branch Chief, First Line Managers and Office Chiefs.  Prior to becoming a first line supervisor, it is recommended that the individual have completed the required courses and experience appropriate for the previous role, either influence leader or individual contributor.  All First Line Supervisor must have an Individual Development Plan and complete 40 hours of development per year.   If the employee’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee
Special Requirement:  First line supervisors must complete 40 hours of development within the first six months of their assignment and 80 hours within two years; then 40 hrs per year thereafter.

Development Recommendations for First Line Supervisors within three years

	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Agency level 540 feedback instrument (every 18-24 months).
· Complete the leadership “ Hogan derailers” program or other leadership style assessment offered at your center.  See center development personnel for this assessment instrument,
· Read two books or articles per year on leadership, teamwork or a related topic and discuss with your manager, peers or direct reports.
· Have a coach.
· Be a mentor

· Shadow a senior leader.
	Experiences

· Create or update your wellness plan using on line assessment (schedule for launch in January 2007)
· Participate in an international program or project.
· Participate in community outreach.
· Participate in technical conferences or professional events.

	Training

· Center level first line supervisors course (** six month 40 hour requirement)

· Center level business management programs in procurement, budget, POP, etc. (** 40 hour requirement)

· Center or Agency level course in interpersonal skills such as The Human Element

· Congressional Operations Course

· Finance for non Financial Managers

· Federal Budget Process (center level program)

· Attend on line or broadcast programs on management and leadership or center level leadership forums
	Training

· Center level courses in interpersonal skills, communication.
· External programs in leadership, teamwork, collaboration, etc.

· Courses and conferences in discipline competency.



First Line Supervisor

The first line supervisor has supervisory and performance appraisal authority for non-supervisory employees.  Titles include: Branch Chief, First Line Managers and Office Chiefs.  Prior to becoming a first line supervisor, it is recommended that the individual have completed the required courses and experience appropriate for the previous role, either influence leader or individual contributor.

All First Line Supervisors must have an Individual Development Plan.  If the employee’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee.
Development Recommendations for First Line Supervisors within five years

	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Agency level 540 feedback instrument (every 18-24 months).
· Read two books or articles per year on leadership, teamwork or a related topic and discuss with peers, direct reports or others.
· Have a coach.
· Have a mentor.
· Participate on a team that is working on cross center or Agency level issue.
· Participate in educational outreach activities twice a year.
· Lead an organization-wide or center wide project or task force.
	Experiences

· Create or update your wellness plan using on line assessment (scheduled for launch in January 2007)
· Teach in a center level supervisory or leadership development program.
· Participate in an international program or project.
· Rotate for a short term assignment to another center or Agency.

	Training

· Management Education Program 
· Business Education Program 
· Courses and conferences in discipline competency.
· Congressional Operations Course (if not previously taken)
· Attend on line or broadcast programs on management and leadership or center level leadership forums.
	Training

· Center level courses in interpersonal skills, communication.
· University level courses in leadership.



Manager
Individuals in the manager role typically have accountability for managing other managers.  This role requires all the competencies associated with first line supervisor and additional ones to include strategies and processes for leading at the organizational level.  If the manager’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the manager.
All Managers must have an Individual Development Plan.  

Development Recommendations for Managers within three years

	Core Experiences/Training
	Elective Experiences/Training

	Experiences

· Shadow a senior leader.
· Allow junior leaders to shadow you.
· Be a mentor.
· 2 community outreach engagements/year.
· Leadership 540 assessment (every 18-24 months).
· Complete the leadership style assessment at your center.
· Read at least 2 books and articles on various aspects of leadership each year – discuss with direct reports and other managers.
	Experiences

· IPA assignment
· Lead or participate in an organizational change effort or participate in multi-discipline, multi-center, or Agency initiative (utilizing agency-wide collaboration).
· SESCDP if not an SES.
· Developmental assignment somewhere outside of current organization: intra-center, inter-center, industry, etc.

	Training

· Business Management courses at centers: procurement, budget
· Communication skills for executives (** 40 hour requirement): center level program.
· Congressional Operations (if not already taken).
· Finance for non Financial Managers
· Wellness program (scheduled for launch in 2007)) (modeled after FEI and benchmarked orgs – dealing with stress).
· Discipline conferences or programs.
· On-Line Conferences on Leadership:  Linkage, etc.
	Training

· NASA Fellowship Program.
· Center level or university courses in interpersonal skills, teamwork, group communication.
· External programs/short courses in leadership or business management.



Manager
Individuals in the manager role typically have accountability for managing other managers.  This role requires all the competencies associated with first line supervisor and additional ones to include strategies and processes for leading at the organizational level.  If the employee’s discipline (e.g. program/project management, CFO, Procurement) has a career model or roadmap available, that tool should be used also to inform the development of the employee.
All Managers should have an Individual Development Plan.  

Development Recommendations for Managers within five years

	Core Experiences/Training
	Elective Experiences/Training

	Experiences

· Allow junior leaders to shadow you.
· Be a mentor.
· Have a coach.
· 2 community outreach engagements/year.
· Leadership 540 assessment (every 18-24 months).
· Read at least 2 books and articles on various aspects of leadership each year – discuss with direct reports and other managers.
· Participate in an international project or task.
	Experiences

· IPA.
· Lead or participate in an organizational change effort or participate in multi-discipline, multi-center, or Agency initiative (utilizing agency-wide collaboration).
· SESCDP if not an SES.
· Developmental assignment somewhere outside of current organization: intra-center, inter-center, industry, etc.

	Training
· Business Education Program
· NASA Directors Program (schedule for launch in March 2007)) – advanced leadership course for NASA (leading change, assessments, strategic alignment, communication, ethics/values, customer service).
· Participate and lead leadership, management and knowledge sharing forums at your center and in other organizations.
· On-Line Conferences on Leadership.
	Training

· NASA Fellowship Program.
· Center level or university courses in interpersonal skills, teamwork, group communication.
· External programs/short courses in leadership or business management.
· Wellness program (launch in 2007)) (modeled after FEI and benchmarked orgs – dealing 




Senior Leader
The Senior Leader role is responsible for envisioning, designing, and spearheading the implementation of all major priorities, including succession planning, culture change management, safety and mission assurance, and optimal use and development of NASA’s greatest resource – its human capital.  

All Senior Leaders must have an Individual Development Plan.  

Development Recommendations for Senior Leaders within two years

	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Agency level 540 feedback instrument (every 18-24 months)

· Lead a large scale change effort at the Agency level (cross center collaboration).
· Conduct two outreach sessions a year.
· Read two books or articles per year on leadership, teamwork or a related topic.
· Have a coach.
· Be a mentor.
· Teach in Agency level leadership programs such as the Directors Program or Management Education Program.
· Lead in a Source Evaluation Board or SEC.
	Experiences

· Serve on national commitments in area of expertise or for the Agency.


	Training

· Long business school program in leadership, business management, etc. at leading university executive education program.
· SES Leadership Program (OPM).
· SES Briefing from OPM.
	Training

· Consider teaching short courses at university and colleges to maintain discipline and leadership expertise.


Senior Leader

The Senior Leader role is responsible for envisioning, designing, and spearheading the implementation of all major priorities, including succession planning, culture change management, safety and mission assurance, and optimal use and development of NASA’s greatest resource – its human capital.  

All Senior Leaders must have an Individual Development Plan.  

Development Recommendations for Senior Leaders within five years

	Core Experiences/Training
	Electives Experience/Training

	Experiences

· Agency level 540 feedback instrument (every 18-24 months).
· Complete an advance set of leadership style assessments and create a leadership impact plan.
· Participate in a large scale change effort at the Agency level (cross center collaboration).
· Conduct two outreach sessions a year.
· Read two books or articles per year on leadership, teamwork or a related topic.
· Have a coach.
· Have a mentor.
· Teach in Agency level leadership programs such as Managing the Influence Process, the Management Education Program or other Agency-wide programs.
	Experiences

· Create a wellness plan using on line assessment (scheduled for launch in January 2007)
· Teach in a center level supervisory or leadership development program.
· Participate in an international program or project.
· Rotate for a short term assignment to another center, Headquarters or outside the Agency.
· Community outreach.

	Training

· Short course in leadership or business in executive education program.
· Executive presence; communication skills (**40 hour requirement).
· Congressional Operations (** 40 hour requirement if not attended previously).
· Complete an interpersonal skills course for leaders.
· NASA Directors Program (schedule for launch in March 2007)) – advanced leadership course for NASA (leading change, assessments, strategic alignment, communication, ethics/values, customer service) (if have not completed earlier.)
	Training

· External program through university, college or fellowship on leading large scale change.



Appendix A: Definitions

Core Experiences and Training:  Core experience is considered essential to being an effective NASA leader.   NASA studies have shown that while an individual may obtain a position without having this essential training and experience, that these individuals are generally are not as effective or successful as their counterparts who have gained the requisite foundational development for their position.  Without the foundational development required an individual is often derailed of the leadership track.
Elective Experiences and Training:   Elective experiences provide additional perspective and strength in the position.  As individuals move up in leadership their ability to think critically, be flexible, see the big picture, deal with ambiguity, and build networks and effective relationships become more and more important.  NASA studies show that The more elective training and development an individual engages in, the stronger they are in these areas and the more successful they are in their careers.
Management Education Program (MEP): Agency level program for supervisors and managers level.

Managing the Influence Process (MIP): Agency level program for influence leaders.

Business Education Program (BEP): Agency level program focused on business acumen.

Source Evaluation Board (SEB)/ Source Evaluation Committee (SEC): team that evaluates large requests for proposals.

NASA “Leadership Lessons Learned”.  Program to familiarize NASA leaders with lessons learned from other NASA program regarding leadership errors, mistakes and best practices and impact on excellence and mission success.
Discipline Area: Area of individual expertise including engineering, science, technical and administrative.  

Mentoring: Informal or formal relationship between individual and peer or more senior manager out of chain of command that targets dialogue and discussion about career management, organizational culture, etc.  Not meant to be focused specifically on near term performance.

Mandatory Training: Including safety, diversity, procurement security, e-gov, PMA, etc.

Group mentoring: Informal or formal relationship between a small group of individuals and one or more senior managers out of change of command that targets group dialogue and discussion about career management, organizational culture, etc. Not meant to be focused specifically on near term performance.

Coaching/Executive Coaching: Formal one-on-one relationship between manager and individual trained to provide specific observations and feedback to increase performance based on observation on the job behavior, multi-rater feedback and other instrumentation.  More focused on specific job performance than mentoring.

Shadow: Observe a more senior leader in daily activities for a defined period of time.

Intra-center team or working group: composition from across one NASA center.

Inter-center team or working group: composition from more than one NASA center.

Agency level team or working group:  composition from most NASA centers.

Community Outreach: Formal or informal involvement with the public to share NASA vision, mission, and contributions with focus on awareness of NASA, increase next generation of explorers, etc.

Individual Development Plan (IDP): Agency level framework and process to plan development activities between manager and employee.

Senior Executive Candidate Development Program (SESCDP): Program designed to prepare candidates for certification for the Senior Executive Corps.  Competitive selection into program for GS 15s.

Leadership Development Program (LDP): Program designed to prepare individuals for more senior level roles in the Agency.  Competitive selection into program.  Includes mobility.

Mobility: Either geographic or intellectual.  Geographic involve physical move from one location to another such as another center or headquarters.  Intellectual involves assignment that broadens perspectives such as geographic move, functional move, rotation to industry, etc.  

Instrumentation: Personality or style assessments designed to increase awareness of aspects of interpersonal style and impact on leader effectiveness.

NASA 540-Assessment: NASA’s multi-rater feedback instrument based on the NASA leadership model.  Web based and adapted for each role of leader.

POP: Program Operation Plan 

Quarterly Supervisory Forums: Center level forums for managers and employees to discuss leadership issues impacting the center/Agency.

Intra government Personal Act (IPA): Regulation allowing exchange of talent between government and Non governmental organizations.

Fellowship: Agency and center level programs designed to allow employees to attend university and other external development programs.  Competitive selection process.
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