PROFESSIONAL NAVAL CHAPLAINCY
COMPETENCY MANUAL

COMPETENCE, CONFIDENCE, CONNECTION

U.S. NAVAL SPIRITUAL READINESS
CHAPLAINCY SCHOOL IS OUR NORTH STAR




We unify all efforts to train, educate, and develop Religious Ministry
Teams in order to increase the efficiency, maximize efficacy, and
improve agility so that they are optimally prepared to create, increase,
and sustain Spiritual Readiness.

NAVAL CHAPLAINCY SCHOOL EXECUTION PLAN
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NAVCHAPSCOL INSTRUCTION 5351.1

From: Commanding Officer, Naval Chaplaincy School
Subj: PROFESSIONAL NAVAL CHAPLAINCY COMPETENCY MANUAL

Ref: (a) COCINST 5351.1
(b) Naval Education Strategy 2023
(¢) Director of Religious Ministries Strategic Plan 2023

Encl: (1) Professional Naval Chaplaincy Competency Manual

1. Purpose. This instruction publishes the Professional Naval Chaplaincy (PNC) Competency
Manual. The PNC Competency Manual replaces the PNC Supervision Manual published in
February 2020.

2. Applicability. Consistent with reference (a), this instruction supports Navy Chaplains,
Religious Program Specialists (RP), Chaplain Assistants (CA), Chaplain Candidate Program
Officers (CCPO), Command Religious Program (CRP) Religious Lay Leaders (RLL), United
States Coast Guard (USCG) Auxiliary, and all civilian volunteers, employees, and contractors
engaged in any facet of Religious Ministry (RM), even when assigned outside the Department of
the Navy (DON).

3. Policy
a. Alignment

(1) The PNC Competency Manual supports both references (b) and (c¢) by providing
Religious Ministry Teams (RMT) with a competency baseline that matches the standards of the
curricula at the Naval Chaplaincy School (NCS).

(2) Reference (b) begins with a directive to “focus naval education on warfighting” (Line
of Effort (LOE) 1 — Objective 1.1). Reference (c) identifies Spiritual Readiness as the “North
Start” of the Chaplain Corps (CHC). The PNC Competency Manual identifies the fundamental
behaviors that enable RMTs at every level of responsibility to build Spiritual Readiness in
warfighters and their families.

(3) The second LOE per reference (b) is to “integrate education into talent management
frameworks for more precise and agile talent management.™ Its first objective (2.1) in this LOE
is to “integrate education into performance management.” Reference (c) directs the Chaplain
Corps to “Maximize the traits of a learning organization™ by setting standards and creating a
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NCSINST 5351.1
20 Nov 2024

“culture of mentorship.” The PNC Competency Manual has been redesigned to foster a better
connection among chaplains and RPs and to center that connection on a set of fundamental
behaviors common to chaplains and RPs alike. -

b. Changes from the PNC Supervision Manual

(1) The PNC Competency Manual applies to both chaplains and RPs. While chaplains and
RPs focus on different tasks within the CRP, the fundamental behaviors that create and sustain a
culture of connectedness focused on building Spiritual Readiness are the same for both.

(2) The PNC Competency Manual is greatly simplified. The number of behaviors for each
competency is reduced to four per level of responsibility. The Likert scales for the behaviors are
removed. The PQS element is removed.

(3) Most importantly, the manual is now:designed to focus on building better connections
within and among RMTs. The manual now includes a Supervisor Planning Tool provided to
help increase and sustain regular, helpful, systematic communication between RMTs and
supervisory RMTs.

4. Responsibilities. The Commanding Officer of the Naval Chaplaincy School will revise the
manual and promulgate a new edition when there are sufficient changes to the curricula to
warrant a change to the common fundamental behaviors that support the CHC’s work of creating
and sustaining Spiritual Readiness in warfighters and their families.

5. Records Management. Records created as a result of this instruction, regardless of media and
format, must be managed per SECNAV M-5210.1 of September 2019.

7. Review and Effective Date. Per OPNAVINST 5215.17A, NCS will review this instruction
annually around the anniversary of its issuance date to ensure applicability, currency, and
consistency with Federal, Department of Defense, Secretary of the Navy, and Navy policy and
statutory authority using OPNAV 5215/40 Review of Instruction. This instruction will
automatically expire 5 years after effective date unless reissued or canceled prior to the 5-year
anniversary date, or an extension has been granted. ]

i/

/

C.E. VARSOé&:/
Releasability and distribution:

This instruction is cleared for public release and is available electronically via the NCS digital
reference library.
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Professional Naval Chaplaincy Competency Manual

FOREWORD

As we approach the middle of this decisive decade, we are
guided by our North Star. Spiritual readiness is our top
priority. As | write this forward, we have RMTs actively
engaged in combat at sea and the specter of war in the
Pacific. Our warfighters and their families are turning to us
for strength of spirit.

In the Navy, leaders are built of competence, confidence,
and connection. You can see the CNO’s commitment to
these principles when she says in her charge of command
that, “On Day One, you assume absolute ownership for
leading and building the great people, great leaders, and
great teams that will deter our adversaries, respond
effectively in crisis, and win decisively in war.” As stated in
the Strategic Plan, “Demand for professional Naval
Chaplaincy is increasing across the sea services.” These
great people, leaders and teams need equally great RMTs.

Your character speaks for itself. Our connections and
competencies can always be improved. This manual will
strengthen the fundamental connections between
supervisors and the teams in their care. By giving
chaplains and RPs a set of shared expectations, it
minimizes subjectivity in assessing one another’s
performance. At the same time, it fosters focused and
helpful communication at every level of responsibility.

This manual reaches a new height in the evolution of
Professional Naval Chaplaincy. It combines the
competencies of chaplains found in the PNC instruction
with the competencies that RPs need to accomplish tasks
found in the Occupational Standards. Our RMTs now have
shared common expectations for one another. Knowing
what to expect from each other enables us to encourage
and hold one another accountable.

The Chief of Chaplains’ Strategic Plan promises the sea
services religious ministry teams with “A bias that gets us
out of the office and takes our ministry to the flock we are
called to serve.” The competencies and behaviors in this
manual are the building blocks of excellent religious
ministry. | encourage you to use the Supervisory Planning
Tool in the back of this manual to assemble those blocks
into RMTs that enable their commands to accomplish the
mission with honor.

V/ /
{ e
C.E VARS(jéEA

Captain Charles E. Varsogea
Commanding Officer
Naval Chaplaincy School
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WHERE DOES THIS
MANUAL COME FROM?

THE 1y, Y
Onge= LAINC
Wy OF PROFESSIONAL NAVAL GHAP

T b‘.\
@ WeLcomE HOME!

The Chief of Chaplains intends to create a culture of connectedness that values mentoring and
builds the Spiritual Readiness of warfighters and their families. The primary purpose of this
manual is to enable supervisory chaplains and RPs to offer regular, helpful, systematic supervision.
In the spirit of the Chaplain Corps’ shared values of collaboration, transparency, objectivity, and
predictability, this manual serves to support everyone in our own development in Professional
Naval Chaplaincy.

The process to develop this manual began with a collaboration between the Echelon [l RMTs and
the staff of the Naval Chaplaincy School (NCS) to identify required tasks or behaviors. Once the
Echelon Il RMTs approved the list, it became the Job Duty Task Analysis (JDTA), the basis for all
the curricula taught at NCS. The behaviors in this manual are paraphrases of the most
fundamental learning objectives taught at NCS.

For the first time, chaplains and RPs have a shared baseline of competency, defining what we can
expect of one another in the fleets and forces, as well as setting the standards for what we teach
at the schoolhouse. When circumstances have changed enough to warrant a large-scale revision
of the curricula at NCS, the Commanding Officer will initiate the process to revise the PNC
Competency Manual along with the courses.
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WHY A
COMPETENCY MANUAL?

Competencies are just ways to categorize knowledge,
skills, and abilities. The behaviors associated with the
competencies are what really get the job done. In the
2020 PNC Supervision Manual, the behaviors were an
attempt by the Chaplain Corps to determine which
behaviors were the most valuable for building
professionalism. In this edition, renamed the PNC
Competency Manual, a systematic process has been used
to identify the behaviors most fundamental to each
competency at each level of responsibility.

As part of the Navy Education Strategy 2023, the Chief of
Naval Operations (N7) adopted a competency-based plan
for “education in support of warfighting.” They settled on
13 core competencies: 1) Problem Solving and Decision
Making, 2) Critical and Strategic Thinking, 3) Leadership,
4) Communication, 5) Management, 6) Operational
Planning and the Art of War, 7) Science, Technology,
Engineering and Mathematics, 8) Understanding
Adversaries, 9) Navy Strategy, 10) Global Strategic
Environment, 11) Operational Law, 12) Logistics and
Sustainment, and 13) Financial and Fiscal Management.

By the time this strategy was published, the Chaplain
Corps (CHC) had already been working with a
competency-based approach to education and leader
development for over three years. Chaplain Steve Moses,
in his capacity as the Commanding Officer of the Naval
Chaplaincy School and Center, wrote the first version of
the Professional Naval Chaplaincy (PNC) Supervision
Manual. It was published by the Chief of Chaplains in
February of the next year, 2020. The 12 PNC competencies
are in the first version of the manual, the COCINST 5351.1,
and in this new PNC Competency Manual.

There is a striking overlap between the PNC competencies
identified by the Chaplain Corps in 2019 and those chosen
by OPNAV N7 in 2023. When OPNAYV N7 turned its
attention to competencies, it drew from that same well-
researched pool but added some specifically combat
related competencies. Except for the combat related
competencies, the CHC and OPNAV lists are almost the
same. There is a reason for that. That research reveals that
there are some competencies that are applicable to almost
every professional setting. The PNC Competencies, with
very little adjustment, are among the most commonly
applicable.



HOW TO USE THIS .

Soiiust Readiness

The heart of this manual is the Supervisory
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g 9 *  Howare taking care of il = Do you have a crahan menior UPEOMING operations’
decides that he or she wants to focus a person’s © Vihen s e st b you ook eave? |+ (Chaplans) Do you have a menorin |+ Do you know who you ae serving and
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have thIS manual to help gu|de them 4. e your notes from the interaction and the FNC Competency Manual to formulate a plan for professional development.

Each of the 12 PNC competencies presented in the
same format. First comes the streamlined
definitionjof the competency. The full definition
from COCINST 5351.1is provided in the Toolkit
Effective communication projects confidence and promotes teamwork, section of the manual. Then come the associated

Preparing clear communication requires us to understand our intent and

The ability to communicate effectively and accurately in writing

1. COMMUNICATION and speech.

identity stakeholders. behaviorsj They are grouped into three levels of
1.Effectively communicate the concept and significance of spiritual responSIblllty: 1) 02_03 / E1_E5’ 2) 04_05 / E6_E7!
Readiness lnaconci.se.anclcomocl.llng manner. : and 3) 0_6 / E8_E9 HaVing the same baseline
2.Demonstrate the ability to present information using a variety of
communicaten dellvery metiipds Keq.woien; electonic;orel and professional standards for both chaplains and RPs
interpersonal).

S ol Cs aerarliel S S APBIORt HetER et is a huge leap forward for the rate and the CHC. It

. gulde without help. .
4. Maintain regular productive communication with the other staff takes the RMT parthersh|p to a new level of

sections of one’s command.

teamwork.

“COMMUNICATION WORKS
BOTH WAYS.” (RP2)

The behaviors at each level of responsibility are
preceded by a short paragraph drawn from almost
70 pages of input in which both chaplains and RPs
- : describe what motivates them about the

| . competency at their level of responsibility gThe
SR =T T Peorel paraaranhey on
are listed with gratitude toward the back
of the manual.

SUPERVISORY - O4-0O5/EB-E7:

Clear and empathetic communication SENIOR SUPERVISORY - CJF’J,}"‘EE-- E9:

fosters trust and understanding within your
team. By actively listening and expressing Effective communication at the organizational level o .
yvourself clearly, you create a collaborative ensures that everyone is aligned with the shared vision EaCh |eVe| Of reSpOﬂSIblhty has fOUI’ behaV|OrS that
environment where all find greater and geals. This clear and consistent messaging fosters -
acceptance and self-worth. transparency, promotes employee engagement, and Set a basellne for the CompetenCy at that |eVe|.
strengthens relationships with stakeholders, - - a
Y Conmainleata tha borcent 50 =pliel These are the paraphrased learning objectives
Readiness aligned with organizational 1.Art5cu[atr-'_.1w5|onfor?he role of Spiritual Readiness discussed in the preViOUS SeCtion, “Where does th|s
goals across the entire Domain
2.Malchthetyn.e of infarmation :o.be 2.Contextualize the strategic intent of senior leaders manual come from?" The behaViorS are Wl’itten tO
conveyed with the mast appropriate for subordinate Religious Ministry Teams.
format. (e.g., briefings, memoranda, 3.Communicate expectations for Religious Mi”is‘tfy be flexible enough to allow people to achieve them
point papers, talking points, standard aligned to mission accomplishment and Chaplain . . o
letters, etc.). Corps priofities. in a wide array of ways. They are also specific
3. Coordinate with the command staff all 4,Share best practices and success stories of peers
communication going autside the and subordinate Religious Ministry teams, enough to help hold one another accountable to
command. . . .
4.Communicate regularly with subordinate  «AVING CLEAR COMMUNICATION BUILDS J |our baseline standards. Most supervisors will be
command triads and Religious Ministry — e * .
Teams. ;‘;j‘fé:‘m’s SNBERENETRUST. i able to determine whether the people they
supervise are demonstrating the behaviors

described in the manual.



HOW TO USE THIS :
MANUAL (CONTINUED)

Dy 5

g
It is important to hold ourselves to these baseline standards for
the sake of PNC and building Spiritual Readiness in those we
serve. The real value of the manual is that it fosters
conversations among chaplains and RPs which build trust and
excellence. There is tremendous flexibility in how to use this
manual. It can be used for professional development by
individuals and teams striving to meet the standards of the next
level of responsibility. It can help keep supervisory
conversations focused on the objective topics of competence
and mission accomplishment.

After the 12 PNC Competencies come the four shared
community values. These begin with the definition from
COCINST 5351.1. They also include “aspirational paragraphs”
and “quotes” for each level of responsibility. They do not have
specific behaviors because the values are reflected in the
behaviors associated with the competencies. The values are
here because they shape how peers choose to relate to one
another and guide the tone and spirit of their interactions.

Finally, the Toolkit Section of the manual contains a set of tools
intended to help both supervisors and peers communicate
more effectively, to use the competencies to help qualify
FITREP or EVAL scores, and to foster a culture of
connectedness and mentoring.



BEHAVIORS
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The ability to communicate effectively and accurately in writing

1. COMMUNICATION and speech.

INITIAL - O2-O3/E1-ES5:

Effective communication projects confidence and promotes teamwork.
Preparing clear communication requires us to understand our intent and
identify stakeholders.

1.Effectively communicate the concept and significance of spiritual
Readiness in a concise, and compelling manner.

2.Demonstrate the ability to present information using a variety of
communication delivery methods (e.g., written, electronic, oral, and
interpersonal).

3.Prepare correspondence according to the appropriate service style
guide without help.

4.Maintain regular productive communication with the other staff
sections of one’s command.

“COMMUNICATION WORKS
BOTH WAYS.” (RP2)

o7}
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SUPERVISORY - O4-O5/E6-E7:

Clear and empathetic communication SENIOR SUPERVISORY - O6/E8-E9:
fosters trust and understanding within your

team. By actively listening and expressing Effective communication at the organizational level
yourself clearly, you create a collaborative ensures that everyone is aligned with the shared vision
environment where all find greater and goals. This clear and consistent messaging fosters
acceptance and self-worth. transparency, promotes employee engagement, and

strengthens relationships with stakeholders.
1.Communicate the concept of Spiritual

Readiness aligned with organizational 1. Articulate a vision for the role of Spiritual Readiness
goals. across the entire Domain.

2.Match the type of information to be 2.Contextualize the strategic intent of senior leaders
conveyed with the most appropriate for subordinate Religious Ministry Teams.
format. (e.g., briefings, memoranda, 3.Communicate expectations for Religious Ministry
point papers, talking points, standard aligned to mission accomplishment and Chaplain
letters, etc.). Corps priorities.

3.Coordinate with the command staff all 4.Share best practices and success stories of peers
communication going outside the and subordinate Religious Ministry teams.
command.

4.Communicate regularly with subordinate “HAVING CLEAR COMMUNICATION BUILDS
command triads and Religious Ministry AND KEEPS INHERENT TRUST.”
Teams.

(RPC)
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The ability to make timely choices that align with the commander’s

2. DECISION-MAKING intent and the communities’ priorities.

INITIAL - O2-O3/E1-E5:

Developing strong decision-making skills allows you to execute orders
with confidence and clarity. By carefully considering your options and
using the appropriate problem-solving tool, you make choices that align
with our values and lead to mission accomplishment.

1.Clearly define the problem to solve or decision to be made.
2.Gather all relevant information and consider various perspectives.
3.Create courses of action evaluating potential consequences of each

option.
4.Seek the advice of peers and colleagues within and across commands.

“DECISIVE LEADERSHIP CONVEYS TO PERSONNEL
THAT THEY MATTER AND THEIR LEADERS CARE
ABOUT THEM.” (CDR CHAPLAIN)

SUPERVISORY - O4-O5/E6-E7:

Decisive leadership provides direction and
clarity for your team. By making informed
choices and taking calculated risks, you
inspire confidence and guide your team
towards success.

1.Foster a collaborative environment that
encourages open communication and
diverse perspectives.

2.Include values, virtues, and ethical
standards in making difficult decisions.

3.Gather and use data and analytics to
inform decision making

4.Review with subordinate RMTs the
efficacy of their decisions.

“I ALWAYS MAKE SURE THE CHAPLAIN HAS MY INPUT,
IS AWARE, HAS MY INSIGHT AND UNDERSTANDING OF

SENIOR SUPERVISORY - O6/E8-EQ:

Strategic decision-making at the organizational level
drives innovation and growth. By analyzing data,
considering risks, and anticipating future trends, you
make choices that ensure the long-term success and
sustainability of the organization.

1.Leverage advanced data analytics, trends, and
insights to inform high-level, strategic decisions
that drive organizational success.

2.Align decisions to the strategic goals and vision of
Echelon I.

3.Assess risks to mission accomplishment and CHC

THE MISSION AT HAND, AND KNOWS PARAMETERS TO L . )
priorities and develop mitigation strategies.

MAKE THE RIGHT DECISION.” (RP1)

4.Equip subordinate decision makers with policy,
resources, and access to subject matter experts.



