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1. INTRODUCTION 

What kind of member do we want in 10 years? This CONOP seeks to secure the Civil Air Patrol (CAP) 
National Commander’s (CAP/CC) approval to redesign the Professional Development (PD) program. 

Education and training of the membership is essential to the success of individual members, the 
units in which they operate and CAP as a non-profit corporation. The nature of CAP’s missions, as 
well as the supporting organizational structures and functions required to perform the missions, 
require special skills sets and processes with which members may not have experience when coming 
into CAP. These areas include leadership, volunteer motivation and management, and recruiting and 
retention.  It also entails functional expertise in areas such as operations, finance, training, logistics, 
administration, public relations, personnel (the volunteer equivalent of Human resources), etc.  
Development of these skills and concepts are the purview of CAP Professional Development (PD) as 
the instructional systems manager and the subject matter experts (SMEs) for the content. 

Note:  This CONOP will focus on PD courseware, policies and functions specific to leadership 
development and associated activities. While ground and flight operations, the incident 
management system and structure, and associated operations are encompassed in education and 
training, the nature of these skills is so specialized that their development is controlled by the 
Operations directorate.  

This CONOP outlines the case for designing the PD program to bring more emphasis on member 
leadership development as well as proposes a plan to undertake the redesign process, decision and 
vector points at which the CAP/CC will select courses of action and a timeline for completion of the 
review, design and implementation of newly designed programs, policies and courseware. 

 1.1 Purpose 

This CONOP will describe the importance of creating a comprehensive leadership development 
program; identify the shortcomings in the current PD program; and create a path forward, including 
deliverables, which will greatly enhance CAP’s internal ability to develop its leadership at all levels. 

The objective of this development project is to deliver to the CAP National Commander for approval: 

a. A comprehensive structure to identify and develop leaders of CAP from squadron level to 
National Commander, and from functional to event/command specific. 

b. A program to develop leadership of all CAP members to support the development and work 
of the command structure.  

c. Identify CAP regulations and processes that impede what CAP/CC envisioned for 
professional development. 

d. Curriculum, courseware and feedback mechanisms to support the above objectives. 
e. Eliminate gaps between cadet-adult and functional development programs. 
f. Secure CAP leadership support and endorsement of the leadership development process. 
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It is envisioned that this effort will benefit CAP by: 

a. Creating a consistent structure to identify and develop leaders across CAP. 
b. Increase member confidence in commanders’ ability to lead. 
c. Increase the quality of the membership experience, especially at the squadron level; this will 

increase recruiting and retention and lead to increased member and unit performance. 
d. Generate better performance as reflected in compliance inspections (CI) and subordinate 

unit inspections (SUI). 
e. Produce more qualified candidates for command and leadership positions at all levels. 

1.2. References 

36USC Chapter 403 
CAP Constitution and Bylaws 
CAPR 20-1, Organization of Civil Air Patrol 
CAPR 50-17, CAP Senior Member Professional Development Program 
 

2. CURRENT PROGRAM AND EMPHASIS 

2.1  Objective of the Professional Development Program 

As stated in CAPR 50-17, para 1.1:  “CAP is a federally chartered non-profit corporation. It is the 
official auxiliary of the United States Air Force when operating on authorized Air Force missions. 
Congress chartered CAP to perform certain duties for individual communities and for the nation. 
That charter helped establish CAP’s three missions:  Emergency Services, Aerospace Education, and 
Cadet Programs. To accomplish its mission, CAP requires an informed, active senior membership 
trained in leadership, management, and functional tasks. The CAP Senior Member Professional 
Development Program prepares members to serve their units, their communities, and their nation.”  

2.2 Background 

Background:  the PD program tries to strike a balance between providing leadership/management 
education for the development of senior members as well as functional training to ensure that CAP 
at all levels meets its obligations for program management and accounting.   

Over the past 20 years CAP has placed emphasis on program management within its PD program. 
This was born of necessity as CAP’s acquisition of assets and increase in appropriated 
reimbursements down to the squadron level in support of Air Force Assigned Missions (AFAM), 
created the need for enhanced accounting and oversight. The increase in the need for oversight 
combined with the decrease in active Air Force assistance due to budgetary constraints created 
holes in our ability to manage these resources.   

CAP’s functional areas and the resource management skills of commanders took priority. 
Commanders and staff officers had to develop new skills sets with regard to financial accountability, 
resource management, integration of technology, working with external customers and Corporate 
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responsibility (note big C). In short, CAP had to learn to run itself like the $120 million business into 
which it had evolved.  Failure to manage these resources responsibly at all levels would put at risk 
CAP’s basic ability to receive appropriated funding, maintain its assets and execute its missions.  

CAP Senior Leader emphasis during this time, and particularly from 2006 - present, was centered on 
responsibility and accountability. PD tackled programmatic issues such as re-writing specialty tracks, 
developing online learning options and other items to help CAP operate more professionally.  It also 
weaved through the curriculum such concepts as Core values, equal opportunity, risk management, 
information security and other items identified by senior leadership as priority issues. 

2.3 Operational Considerations 

This transformation will encompass all facets of professional development; everything is on the 
table and nothing will go unexplored. With this in mind, CAP must consider:   

a. Regulatory constraints. Existing policies conflict with command interest in leadership 
development. For example, completion of Level I and completion of the Unit Commanders 
Course are not required for appointment as squadron commander.    

b. Time constraints. Although there’s an urgent need for this transformation, a project of this 
magnitude will take considerable time to develop, introduce, permeate through the 
membership and be felt by the corporation in terms of increased recruiting and retention. In 
addition, it will take time to train more qualified leadership candidates and instill more 
consistent leadership throughout the corporation.   

c. Working group structure considerations. PD will pull together members from across the 
spectrum of CAP’s membership. These members will represent all of CAP including officers and 
NCOs representing command and staff, as well as new members. The opinions and work of this 
group will provide a broad and holistic foundation on which to craft the new program.  

2.4 Problem Statement 

CAP’s senior leadership has identified that CAP is most effective when its leaders marry quality 
leadership with effective program management.   

For the past several years command emphasis (and in turn the focus of professional development) 
centered on program management as well as responsibility/accountability of members. This was 
due in part because of the urgency of shoring up commanders’ management skills. Other factors 
include the development of program management tools such as WMIRS, eServices and ORMS in 
accomplishing all of CAP’s business and CAP’s increased attention to fundraising. Now that these 
programs have been established, the time has come to refocus CAP’s efforts towards leading the 
membership at all levels to accomplish its missions and objectives.  

Today’s leadership challenges in CAP are expressed, among other ways, as:  

• demonstrating and upholding a climate that fosters mutual respect for all members  
• a perception of lack of communication from members’ leadership at all levels 
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• a decrease in member recruitment and retention 
• a less satisfying membership experience for those members who stay   
• challenges regarding the number and quality of command candidates to the point of some 

squadrons and even wings having only one candidate to consider for command 

Additionally, policy holes exist. No prerequisites for squadron command exist; as discussed 
completion of Level I Orientation is optional.  While there is a command specialty track, this too is 
optional for commanders; as is completion of four cornerstone development courses:  Unit 
Commander’s Course and Training Leaders of Cadets (designed for squadron commanders), and 
National Staff College and the Region and Wing Commander’s Course (more appropriate for wing 
commanders and vice commanders).  

Finally, advances in technology, specifically online learning platforms and the availability of 
“professional level” technology in the home create an opportunity to extend leader developmental 
opportunities beyond the classroom and “one-and-done” courses (such as Squadron Leadership 
School, Unit Commanders Course and Officer Basic Course) to a learning life cycle. 

2.5 Assumptions 

The following assumptions are made regarding this CONOP: 

a. CAP’s present leadership developmental system is inadequately, improperly or inconsistently 
applied. 

b. Command at all levels is more complex, more program-focused and more people-focused than 
before. 

c. Many commanders do not have leadership/supervisory experience compatible to their 
responsibilities in CAP. 

d. Most leadership skills are developed outside CAP. 
e. Most commanders do not have military experience; yet that experience does not portend 

leadership skills. 
f. Effective command is a full-time job. 
g. Most commanders already have full-time jobs and/or family responsibilities that limit the 

available time they can devote to CAP and command. 
h. Any member today can someday become national commander. 
i. Members don’t always remember how it “used to be;” they only know what it is today. 

Ironically, the “that’s the way we’ve always done it,” mentality also runs deep. 
j. Members will leave if their expectations aren’t met.  
k. Often member expectations are impacted by or influenced by their local commanders. 
l. Grade means much to CAP members, but can create credibility risks among external customers 

and lead to confusion among military members who may not know of CAP. 
m. Commanders normally progress from squadron to (group) to wing to region to national level. 
n. Members (and CAP) don’t always know what success looks like. 
o. If you always do what you always did, you always get what you always got. 
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3. THE WAY AHEAD 

CAP will examine the Professional Development program and determine what is needed to provide 
a quality, consistent leadership development experience for its members. Consistent in this context 
means to provide for all members the same opportunity to develop their own leadership skills. This 
is accomplished by providing targeted education to provide the right focus while striking a balance 
that considers membership burden.  These tools will include quality and consistent courseware, 
experiences and mentoring to allow members to access professional development wherever they 
reside, to whatever level they desire.  

CAP will continue to have a professional development program that will assist members in learning 
the functional and program management skills necessary to accomplish CAP’s three-fold mission, 
manage their resources and ensure the corporation meets its legal and regulatory obligations with 
regard to resource accountability, corporate responsibility, Core Values, risk management, equal 
opportunity, cadet protection, and other requirements. These basic obligations remain constant as 
CAP examines how it develops its internal leadership potential. 

It is envisioned that taking these actions to help members develop their leadership skill will build 
upon the program management foundation previously laid and greatly benefit CAP at all levels. 
Examples of positive impact include increased recruiting and retention; more consistent quality in 
squadron operations; a larger pool of qualified and prepared leadership and command candidates at 
all levels and a more consistent and positive membership experience for all members. 

3.1 Scope 

The scope of this project is wide-ranging. It covers leadership development of CAP senior members 
and synchronizes it with skills development and program management training. It covers the 
development of leaders in command and non-command positions, as CAP relies heavily on small-
group teams and informal leadership situations as well as formal command authority. All present 
CAP achievement levels, courses, experiences and courseware and their place within the PD 
program will be examined; and if necessary added to, deleted from or changed.  

3.2 Notional Phases and Decision Points 

Because of the wide-ranging scope of the leadership development project; it is envisioned that 
project completion will likely take at least 36-48 months; and will likely cross tenures of the National 
Commanders and other key stakeholders. Impact from changes generated as a result of this project 
likely will not be fully felt for a decade. For this reason consistency in command emphasis and 
sponsored objectives is essential for project success. Note:  In many cases, these phases will overlap. 
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Phase 0:  Project Initiation (Day 1 May 2015 – 1 November 2015) 

a. Approval of CONOP and project scope 
b. Initial data collection 
c. Assembly of working group and primary stakeholders 
d. Refinement of project scope 
e. Initial assumptions and risk assessments 
f. Develop strategic communication plan 
g. Announce project 

Decision Points:   

a. CAP/CC approve CONOP 
b. CAP/CC and COO approve strategic communication plan 

Phase I:  Initial triage and immediate recommendations (1 August – 31 October 2015) 

a. Complete a current course/requirements inventory to see what currently exists or is in “the 
bullpen,” and match it to previously identified skills and expectations. 

b. CAP/CC and CAP/CV set cultural expectations for commanders and the membership at large. 
c. Identify and prioritize policy holes limiting leadership development or providing inconsistent 

application of current leadership developmental training. 

Decision Points:   

a. CAP National Commander identifies corporation’s cultural expectations for leadership 
development. This is included in the strategic communication plan. 

b. CAP/CC considers policy recommendations generated from the policy triage. CAP/CC 
approves/rejects recommendations. 

Phase II:  Needs Assessments and Inventories (Day 1 August 2015 – 31 December 2015) 
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a. Enact approved initial policy recommendations. 
b. Conduct needs assessments of commanders at all levels to determine desired leadership skills 

sets, theory and concepts training experiences and feedback preferences. 
c. Conduct a commander training inventory to determine the present leadership training/skill 

levels of current commanders. 
d. Identify gaps and seams in the structure of the PD program, including leadership development 

AND functional skills/program management. 
e. Identify incentives for learning. 
f. Measure results against course offerings and training, needs and requirements to find the 

deltas. 
g. Develop recommendations to CAP/CC outlining specific recommendations for the revision, 

deletion and/or addition of courses, requirements and objectives; as well as policy changes with 
regard to commander development and selection. 

h. Present recommendations to the CAP/CC for approval/changes.  

Decision Points:   

a. CAP/CC respond to recommendations presented for the revision, deletion or addition of 
courses, requirements or objectives; as well as policy changes with regard to commander 
development and selection. 

b. CAP/CC approves a prioritization matrix, funding and schedule for executing approved 
recommendations to courses, requirements and objectives. 

c. CAP/CC address recommended policy changes. 

Phase III:  Develop new/revise requirements, courses and tools where required (Day 1 November 
2015 – 31 October 2017) 

a. Implement approved policy changes. 
b. Revise, add delete course offerings and/or objectives for those options specifically pertaining to 

leadership development. This includes changes/additions to eServices, and development of LMS 
utilities. 

c. Beta-test proposed education/training/feedback solutions. (small-scale and large-scale) 
d. Refine solutions based on beta-test feedback. 
e. Develop and implement incentives for learning.  
f. Market proposed solutions 
g. Roll-out solutions. 

Decision Points:    

a. CAP/CC approve course objectives prior to content development. 
b. CAP/COA approve small scale beta-tests of generated solutions. 
c. CAP/CC approve large-scale beta-tests (where required) of generated solutions. 
d. CAP/CC approve final education/training/feedback solutions as well as roll-out dates.  
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Phase IV:  Measure success and refine as needed (Day 1 November 2016 – 30 September 2020) 

a. Gather feedback on success of solutions using survey instruments, SUI/CI data, exit surveys, 
anecdotal data, etc. 

b. Review recruiting/retention data. 
c. Establish a regular, predictable review and revision schedule. 

Decision Points:  To be identified. 

3.3 Costs 
To be determined. 
 

10 


