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i

SUBJECT: Personnel Hesespch

REFERENCE: Herter Report Recommendation Mumber 43. "loder the leader-
ship of the Depariment of State, 2 coordinsted interagency
progrem of persomnel research should be developed &s & tool
to guide continuing personnel improvements.”

I. ACTION PROPOSALS

4, Subsisnce of Proposais:

The Task Force had two mejor objectives: (1) to develop pro-
posels as to the role, organization, and necessary fimancial
support of a fully professional research function for personnel
manegemont for the foreign affairs sgencies, snd {2) to facil-
ftate prompt instellation and develoyment of a research pro-
grem by preparing guidelines as to its responsibilities, by
surveying current rescarch resources and studies, and by iderti-
fying signifiecant questions for research, which are directly
relevant to the foreseesble foreign affsirs personnel problems,
ineluding particularly those identified in the Herter Report.

The conclusions axd proposals of the Task Force are summarized
below., Supporting justificetion and debeils are presented in
four Attachmentis to ithis report.

1. OConelusions ss Lo the Nature gnd Role of Personne] Hesearch

in the Menagemort of Foreign Affairs Persomnel (See Attach-
ment #1.)

The complex and chellenging problems of managing the person-—
nel required bv tne ramily of Services sre being dealt with
by meny responsible officials in a variety of ways.

Personnel research may be distinguished from other approaches
as the svstematic studv of rersonnel problems by dersons with
professional training in the behaviorel sciences.

If basic imyrovements in persornel programs are to be mads,
en effective personnel research effort is, asgs the Herter
Report concludes, "wary neerly incispensable”.

No foreseeable reseerch effort can cope at once with sll the
problems that deserve study. Many issues will take years to
define and resolve, The personnel research staff should
contribute to and support long-renge studies,

However, the
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However, ihe Task Force believes strongly that person~
nel research resourcss must be concenirated onm %ose
Probiems onh which Tesearch findings cea have a visibtle
irpact on policy snd praciice in a reasonabie period of
Tine.

To bave such an impact, the research effort must:
3. be a fully professional, top-level siaff function,

be be directed toward meeting needs identified by
managenment,

¢. be given the resocurces needed tc be an effective aid
to management, including funds for contract regsearch,
and anthority to accept ressarch grants and enter
into cooperative research with other organizations,

d. apply its time primarily on bona-fide research prob-
lems, ut, also

e. provide a consuliative and informational service to
operating officials so that current knowledge in the
behavioral sciences can be fully utilized, and

f. develcp and maintain close contacts with other indi-
viduale and erganizations in govermment, industry,
pniversities and research centers, whe are concerned
with persompel management in cross—cultural situations.

The broad range of responsibilities of a research effort,
as identified by the Task Force; may be summarized in
seven major program arsas:

a. Occupational Analysis

be. Performance Evaluation

ce Recruiting and Selecting New Appointees

de Career Development

e. Advancement, Selection-Out, and Retirement
f. Afministrative Hesearch

go Consultation and Informstion Services

{Atbachment §3 contains a discussion of the arees, and an
analysis and listing of specifie and signifiecanit research
problems.)

2« Preposals for
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2. Proposals for an Orgenizetioms] Flan fox Personnel Re-
sgarch. {See Aiumciment #2.)

The Task Force finds that most of the major and signif-
jeant protlems for personnel research are common to the
three agencies, It finds slso that & research effort of
a size that can reasomebly be provosed cannoi handle all
or meny of even these cormon problems. Clearly, work on
these jzsues cen be carried out best 2 _single cenirs
staff. Such a staff should be supported by the three
agencies, and its work showld be so coordineted and di-~
rected 25 to meet the copmon interesis of the sgencies,
At the same time, it is obvious that each agency needs
to maintein 2 resesrch capebility to hendie its partic-
uiar operetionsl problems.

To carry ou: these conclusions, the Task Force unanimeusly
offers the following proposals:

&, A Personnel Research Staff should be established in the
Depariment of State, under the adminisirative direction
of the Deputy Assistant Secretary for Personnel.

be An Interagency Research Coordinstion Board composed

of senior administrstive’ officials (such as the Direc-
- tor of Personnel or his superior) of the foreign

affairs agencies should be established. This Board
would meet periodicaily with the Research Staff Direc-
tor to identify problems, establish priorities, ap-
praise research results in terms of impact and appli-
cation, apd rrovide a lisison between the Tesearch
program and the management of their respective agen-
cies. The Board could expand to include reprosent-
atives, for example, from the Depertments of Agricul-
ture, Labor, Commerce, and the Civil Service Commis-
sion, to the extent these agencies become involved in
cooperative research efforis.

c. A Research Advisory Group should be esteblished, It
would be organized by the Research Staff Director from
top-level social science research specialists in gov-
ernment, privete industry, universities and research
organizations., It would meet periocdically to advise,
consult and sppraise the ressarch program from a

technical standpoint
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tachnical siznpdpoint. I% would be expscied to o~
vide 2 pericdic eppraisal of the overzil program to
the Deputv Assistant Secretary for Persomnel and to
the Interagency Hesearch Coordination Bosrd.

The resesrch staff should as & miniman be made up of
(&) o director eppointed =nd paid by ihe State Depert-
ment, end (b} a steff aptointed by the State Depart-
ment and supporied from funds contridbuied on & pro-
rated baesis by the foreign affairs spgancles.

1)} The Resesrch Director should be professionally
srd personally able to function at the highest
levels in personnel mansgement of the foreign
affairs apencias. He should be fully competent
in persomnel research znd have sufficient insight
end wderstending of personrel management policles
and prograns o be sble to develop the research
program 25 an integral stafy function for manage-
ment. He would plau znd 3ircet the progran follow-
ing general objectives and prioritiss set by the
Interagency Research Coordination Bosrd and would
obtain technicel advizcs from the Research Advisory
Greup. EHe would, houwever, subject to administra-
tive direction from the Deputy Assistant Secretery
for Personnel, have full responsibility for direct-
ing the research progrem within the general guide~
1lines establiched.

2) The research staff should initially and &s 2 mini-
mm consist of three Senior research specieiists
and three journeymen research workers and three
to four secretarial apd statistical support per—
sennel,

The following functi~nal chart shows the segments of the
provesed organizational plan,
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PROPCSED ORGANIZATION PLAN FOR PERSONNEL RESEARCH

-
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FCOR THE FORELD A .FF RS AGEXCIES

DIPARTIENT OF STATE

balanced program, a;
Appraises research resuits in terms of

impact on management problenms.
Provides liaison with agency top man-
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£ ‘%E?putg Assistant Secretary for Personnel I =~ -
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- Provides technical advice for
program planning and conduct, |

- Appraises research studies from,
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tion of research.
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PERSONNEL RESEARCH STAFF i

Senior Research Specialists (3) e

Research Specialists {3) !

Statistical and Clerical Staff (3-4)

- Plans and conducts research cm common
problems.

Advises on appiication of research
firdings.

Provides consultation and 1?format1on,
services to management, :

- Maintains contacts with other corgani- .

zations concerned with foreign

..2ffairs personnel problems,

t
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B. Stepsz to Implement.

1. Staffing:

The highly qualified research staff cailed for Ly this
program cannoet be located and zssembled over night., A
number of months will be reguired to assemble a nucleus
of the staff and to work out the details of the program
that can realistically be undertaken in the first few
years. Time will also be required io sel up the research
coordination board and the advisory group.

Tarly implementation is especially critical to insure
the necessary research support for the recommendations
of other Task Forces, particularly those concerned
with the rreruiting and examining pregram. These Task
Foices have had to reach conciusions about such ques-
tions as the nature and content of the Junior officer
examination program, largely on the baslis of azccumulated
experience. They could not, of course, under conditions
imposed, take the tinme necessary to determine through
research whether their assumptions and subsequent con-
vlusicns are scund or are the best ways to carry oub
o such &n examining program. At the very least, the
deciciong that are to be made affecting the program for
tie next {ew years should have a built-in plan for eval-
uating their effectiveness and for indieating further
imerovene:ts to he made. Purthermere, for the long-
range, a systematic research plan should be developed
and in operation as soon as practicable,

It is propoi.ed, therefore, that the three agencies con-
cerncd take immedizte action to provide the funds
2stimated at = total of $120,000 to mobilize the staff
recommended,

As soon as the nucleus of the staff is organized, how-
ever, an early step z2an be taken by arranging for
consultants tn review the Task Force files and reports
and make suggestions for the scope and objectives of
particular studies that could be discussed with the
research coordination board to help launch the program
for the first year. The analysis and listing of specific
research problems and the review of existing resources
for research (see Attachment #'s 2 and 4) have been

developed by
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developed by the Task Force to expedl e zarly imple-
mentation. One phase of the program planning will
invoive the review of current reseerch projects in the
three agencies in order io determine wihich should be
expanded and drawn into the coordinated research pro-

gram,

It is propesed, therefore, that as soon as a decision %o
1mnlement Recomaendation #43 is made, approxinstely
$5,000 should be provided during fiscal year 1963 for
such consultation end program planning purposes.

Contract Funds:

Since the development of research ideas and the nego-
tiation of contracts take time, broad contract awthority
does not gppear necessary before July 1, 1963, but funds
for contract research of =% least {230, OCO should be
scught to help launch the program for fiscal year 1964.
These contract funds should be contributed on a pro-
rated basis by the foreign affairs agencies.

As the plan dewvelops, substantially more {umds would
be required for subsequent fiscal years.

Travel FPunds:

The planning andé ecnduct of research for foreign zffairs
persornel will necessarily involve travel of the re-
search staff to overseas posts and also within the con-
tinental United States to work with a variety of organ-
izations and persons vhose experience and knowledge

with these problems must be exploited. For fiscal year
1964, 2 firm travel estimate should be available based
on the planned research program. A preliminary estimate,
assuming early full staffing, would be approximately
£20,000,

legislation:

Legislation should be sought to authorize the State
Department to accept foundation funds and other grants
for the support ¢f persomnel research. It is well
known that a number of foumdations, industries, and

wmiversities are
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umiversities are now concerned with overseas per-
sonnel management. It showld be possible for the
research staff of the foreign affairs agencies to
cooperate with them and to plap and direct research
studies of mutual interest tc government and to
these organizations, research which they would be
willing to support, a2t Jleast in part.

Potentizl Problems in Implementing Propesal:

1. On the basis of experience with earlier attempts to
dasign research programs and get them underway,
the Tasi Force believes that early acticn is
essential to capitalize on the impeius of the Herter
Heport ardl the effort of the Task Force. Any iong
delay in implementation will make it much more
difficult to install and develop a useful research
Program.

2. Cbviously the primery problem will be to obtain the
financial support regquired for staffing and support
of the proposed organization., Even though sufficient
funds are provided, however, it will be difficult to
attract the KkKinds and onality of research personnel
needed. In the first place such =ldlls and experience
are in quite short supply. More imporitantly, the Task
Force is convinced that it will be difficult te attract
the caliber of research people needed without some
assurance that {a) the program and the staff will have
the full suppert of the agencies, (b) the s »ff will
be utilized to deal with significant proble ., (ec)
recormendations and counsel of the staff based on re-
search and expertise will be listened to, and (d) that
the program will be recognized as a reasonably long-
range and integral function of personnel management
rather than simply as 2 means for providing short-
range and hasty solutions to immediate issues.

3. The proposed Interagency Coordination Board is a2 key
to much of the effectiveness of a bona fide inter-
agency research program. It is particularly impor-
tant that the persons assigned to this board be
interested and qualified, so that the Board will be

an effective
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an effective mechanism for guidance of the research
program zr:d imrlementaticn of resulis.

REASCHNS FOB PARTICUIAR AFDECACE RECCIVERDED

The basic recczmendation fer & coerdinated inter-
agency research effort stems from ths Ferter Report itself.
The specific proposzls developed by the Task Fesue flow
directly from the findings thzt most majer problems are common
to all three foreign affairs agencies, and that these problems
czn be best studied by a central staff. The Task Foree is
cenvineed that this is the only sound and gractical approach
to providing a2 research function that will support the Family
sf Services concept.

Tt should be recognized that this approach does not
inter{ere with 2ny effort the severzl agencies may make to
study their particular operational problems. In fact, a
centrel research staff would undoubtedly provide a technical
resource and stimulztion te research woriers in ths g ayeral
agencies.

RELATTONSHIP TO OTHER PHOJECTS OF TASK FORCES

Tagk Ferce I = Legislation should be sought to authorize
State Department to accept foundatien funds
and other grants for the support of perscmnel
resesrci.

Task Ferce II - The Personnel Ressarch Staff should have respon-—
sibility for planning and carrying out studies
designed to evaluste the effectiveness of the
major persornel systems that are established.

Task Force ITI - The Persommel Researsh Staff shouid be prepared
to consult on the implementation of recommenda-
tions of this Task Force, and to evaluate the
effectiveness of programs.

Taak Force I¥ - The recruiting and examining area has tradition-
ally been the one in which persomnel research
has played a2 major role. Therefore, it Is ex-
pected that the Personnel Research Staff will
consult on the implementation of the reccmmenda-

tions, initially,
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ticns, initially, and will subsequently be

relied upon to make recommendations on the
basis of research findings.

1¥. STAFF ASSIOGNED TO THIS FEOJECT

Mr, Larry Epperson - U. S. Information Ageney

¥r, Regis ‘imlther - The Depariment of Stale

M, Barry Casper - Agency for International Development
Dr. Bdith Llord - Agency for International Development
Ir. Dorothy Oreen - Civil Service Jommission

Submitted by: /i{f&d- / //} aaj} 2/6/63

Chairmarn, Task Force V.
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THE NATURE AND ROLE OF PERSCHNEL RESEARCH
IN THE MANAGEMENT OF FORSIGN AFTAIRS PERSONNEL

Generally, decisions about the capscities and behavior
of human beings are guided by "institutional wisdom™ and by
the ingepuity of individeal officials trying to deal with
particular problems. Although the art of management may
never become a2 sclence, there is muc. to be gained by the
application of known principles and methods for undersiand-
ing human behavior. As the Herter Report states, "(ngoing
persornel research would aprear vers nearly indispensable
1o forward-looking personnel programs.”

T4 will be far beyond the capacity of any foreseeable
research effort to tackle all of the problems identified as
significant and deserving study. There are many complex
issues whose definition and solution will require many years
of work and contributiocn by a variety of sccial science
disciplines. The persomel research staff should be aware
of and support work on such studies. I% should be able {o
2pply research results to the Forelgn Service persennel
problems. However, the persommel research staff itself must
concentrate on “hose problems in waich its research findings
will have a direct and visible impact on perscomel peiicy
and practices. {The guestion as to how the work program of
a research effcrt can best be organized and prioritiss es—
tablished for work or those issues perceived by management
to be the msst pressing and fundamentsl is discussed in
Attachment #2.)

Whnat is Personnel R@searc};;_?

In the management of the conplex personnel programs of the
State Department, USIA, and AID, many responsible officials
apply & wide variety of experience, kmovledge, teckminues,
and principles in dealing with their problems. ihat distin-
guishes research from other worthwhile efforts is the sys-
tematic study of problems by professicnally trained persons.
Such systematic study includes all of the following steps:

A, Defining the problem in specific terms.

B. Formulating hypotheses or tentative solutions.
C. Preparing detailed and practicable plams for

testing alternative

e
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testing alternative tentative solutiuns,

D. Celiecting necessary information through system—
atic procedures.

E. Ansiyzing and interpreting data by appropriate
statistical and other methods.

F., Making recommendations so that management has a
bagis for choosing one of the alternative solutions.

G. Providing guidelines and data for implementing the
chosen alternative,

H. Following up and evalvatizng the effectiveness of
chosen golutions in operation

To carry cui such systematic studies on significant problems,
the research function must be a fully professional, top~
level staff activity., Ite effort must always be directed
toward the needs recognized by manzgement, “hile decision-
making is management's prerogative, and should remain so,
the research staff should facilitate this process by under-
standing management objeetives and by direeting its work in
line with those goals. HResearch; then, should be regarded
as a tool to be used for providing management with sound
evidence on which %o base its decicions. The staff must
have the organizational stature to participate fully in the
develepment of new major persormel policies and programs

and in the evaluation of current activities. {This stature,
it mast be stressed, is directly proportional to the profes-
sional competence of the staff.) It must have the freedon
to carry out extended studies essential to long-range plan-~
ning, but it must alsc have the resources to respond quickly
to shorter-range issues.

The decision-making responsibility of mansgement also ap-
plies to the final decisions as to thz problems on which
research effort will be expended. ‘hile the research staff
itself must contribute to defining the problems and devel-
oping 2 research program, management must decide whether a
particular problem area will be handled by seeking short-
range cperating solutions, or will be the subject of a
systematic research study, or both.

Although
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Although the scope of research may extend to any aspect of
an operating personnel program, the time of the research
staff should not be freely diverted to dealing with day to
day operations. The staff should concentrate on those
problems which cannct be zdequately dealt with by operating
personnel because they require specialized knowledge or
methods, or invelve a longer time span or broader implica-
tions than can be dealt with by the operating unit.

The research specialists should provide to menagement and
operating officials a resource of expert knowledge in the
application of research methods to management problems.
Thereforas, the research staff should be completely famiiiar
with personnel policies and operations se that it can prop-
erly carry out this consultative, informational and refer-
ence role, They should alsc serve to stimulate agency
officials to use available measurement tools and concepts
in utilizing and momaging their staffs,

What should be the major areas of respomsibility of the
research staff?

For program plarming purposes, the responsibility of a ree
search functicn for the Family of Services shouwld include
211 of the major areas listed below. Areas A and B identify
re s sarch responsibility for the development of the bagic
concepts apd sysiems for determining job requirements and
performance expectations. These are readily recognized as
the basic tools which must be soundly developed for applica-
tion to the traditicnal program areas (C, D, E) covering
staffing, career develcpment, and advancement or separation
of employees. The area of administrative research (F) com-
prises a variety of activities such as manpower plarming,
commmications, personnel records systems, ete., to which
regearch methods can meke a substantial contribution. The
final area recognizes the significant responsibility to
provide consultation and information to operating officials
for the exploitation and full application of research
knowledge and findings.

For each area listed the related Herter Report recommendations

are shown. A detailed statement defining each of these areas
and 1listing specific and significant problems is presented in
Attachment #3,

SPECIFIC AREAS
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STECIFIC_AREAS OF RESPONSIBILITI*

A, OQOccupational Anslysis - 20.
B. Performance Evaluation - 25,

C. Recruiting and Selecting New Appointees - 13, 14, 15,
17, 18,

D. Career Develemment - 19, 20, 22, 23, 24, 31, 33, 34.

E. Advancement, Selection-Out, znd Retirement - 6, 26,

F. Aéministrative Research - 3, 12, 16,

G. Consulitation and Information Services.

* Herter Report Recommendations (35-40) dealing with
Non-Career Specialists in AID are not included.
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ORGANIZATICNAL PLAN FOR PERSOMNNEL RESEARCE

I. A Central Persorm . Research Organization.

The Herter Report siresses that ihe research efforts of the
foreign affairs agencies need io be coordinated. The
findingz of the Task Force make it crystal clear that the
major significant problems - such as the development ¢f a
basic framework of cccupational reguirerments, the planning of
manpower resources and needs, and an improved approach to
predicting and evaluating performance - are problems which
cut aeross the three agencies, Thisg finding, together with
the fact that the host of such common problems will greatly
exceed the likely available research rescurces, leads to

the inescapable conclusion that the research effert on these
common problems can be handled most efficiently and economi-
cally by & single central staff,

The Task Force fincdings also completely support the conclu-
sion of the Herter Committee tiazt such a staff can function
most effectively under the admi:.istrative leadership of the

Department of State. The following specific proposals as
’ to the organization of a research effort flow from these
conclusions.

I7. Individual Agency Research lieeds.

The centering of s research staff in the Department of State
requires two accammdations to the interests of the foreign
affeirs agencies. The ceniral research staff would noit be
expected to divert time to problems which are umicue to

one agency. Nevertiheless, each agency now has and will
eentinue to have a need for operational research capability
and would, of course, be free, and should be urged, to main.
tain a research staff to handle its particular problems.
Such staffs as are developed, should, however, maintain the
closest liaison with the central staff in order teo avoid
duplications of effort, to share research experience and

to design research in such 3 way that the results will have
the broadest applicebility,

In addition, each azgency must, of course, have 2 voice in

working out the objectives of the central research program
angd in reviewing program results in the light of management
requirements, The proposal described in IV below, for the

’ establishment of
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establisiment of an interagency research coordineti
beard, meets this need.

The Hesearch Staff.

The research staff should ag 2 minimum be made up of (a) &
director appointed and paid by the State Department, and
(b} a astaff appointed by the State Department and supported
from funds contributed on a pro-rated basis by the foreign
affairs agencies.

1. The Research Tirector should be professionally trained
and competent in the field of personnel research with
sufficient knowledge of persornel management to be
2ble to relate the research function to management
policies and practices. The research director would
report adminisiratively to the Deputy Assistant Secre-
tary for Persomnel. As needed, the research director
could be called upon by the proposed Board of Foreign
Affairs Persomnel and by the proposed Joint Board of
Examiners to consult with them and advise on policies
and programs under discussion from the standpoint of the
application of current knowledge of the behavioral
sciences. Ihrough these informal relationships he will
be able Lo consider researck needs relevant to the
functions of these Boards., Similarly, the direeter
wenld be responsible for lizison on personnel manage—
ment research probleus with the proposed National
Foreign Affairs College.l/ He wouid also mzintain
close contacts with ceniters of behavioral science in
wniversities, industry, and other government agencies.
He should provide leadership on behalf of the foreign
affairs agencies in professional and research activities
relating to coverseas personnel management.

The research director would be expected to plan and
direct the research program in line with the general

objectives and

1/ The deisils 2s to the kind of research which will be organ-

ized and conducted by the Fational Foreign Affairs College are not,
at the present, available toc the Task Force. Accordingly, the
degree to which the proposed central research group would be in-
volved with 2 research effort centered in the College remains to be
worked out.
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objectives and pricrities developed by the interagsmey
research coordination board. He would obtain tachnical
advice and evaluaticn from an independent research
advisory group. He would, however, have final responsi-
Pility for determining how individual research programs
and projects are to be conducted within these general
guideliines.

Cbviously, in view of these responsibilities, the research
director should be able to function at the highest levels
in personnel management of the three agencies and the
position would appear clearly to warrant allccation at

the minimum of GS-16 or above or the comparable level
under the Foreign Service System.

2. The Research Staff should initially 2snd as z minimm
consist of three senior research smecialists ZGS-l&,lS
or equivalent) who sre fully able to develop and direct
major persomnel research programs. It should also
include at least one jowrneyman level research worker
(GS 9-12, or equivalent) to support each of the three
senior persons. There should also be approximately 3 to 4
secretarial and statistical suppert persomnel. The total
amnual salary cost of the proposed initial staff would
approximate $ 120,000.

Interagency Coordinaticn of Research Program.

There would be eatablished an Intoragency Coordination Board
composed of senior administrative officizls of the foreign
affairs agencies, such as the Director of Perscrmel or his
superior. This Board would have the general responsibility
of advising the research staff{ as to the significant prob-
lems of their agencies, recormending priorities for re-
search to maintain & balanced program, appraising period-
ically the results of research studies in terms of their
impact and application t¢ management problems, and pro-
viding a liaison with top management of their agencies for
necessary support and guidance for the research program.
Essentially, this Research Coordination Board would provide
the mechanism by which the head of each agency could have
an influence on the way in which the research funds to which
he contributes are expended on behalf of his program. The

Board would
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Board would also provide trne channel through which neces~
sary implementation of research findings could be carried
out. Initiaily, this Board would comprise representatives
{rom State, USIA, and ATID. I? could readily expand to
include representatives from other agencies such as Com-
merce, Agriculture, Labor and the Civil Service Commission
o the extent that those agencies become involved in coop—
erative research efforts.

“rofessicnal Advice and Research Zvaluation.

“here would also be established a Research Advisory Group
drawn from top level professional research people repre-
senting other Government agencies, private indusiry,
universities and research organizations. This group
should represent the broad spectrum of the social science
digeiplines that are related to the problems of personnel
menagement in cross—cultural settings. It would be respone
sivle for advising, consulting, and appraising the ressarch
progran from a2 technical standpoint. This group would be
organized by the research director and would meet period-
ically as needed. To provide top managerent with an inde-
pendent appraisal of the research program the Research
Advisory Group would be expected to furnish a periodic re-
port o the Deputy Assistant Secretary for Personnel and to
the In%teragency Research Coordination Board.
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ANATICTS OF SPECIFIC AND SIGIFICA
RESEARCH PROBLIS

It must be recognized that, although the problems defined
below are organized under different broad areas, in practice
2131 of these issues are intirately related. Inundertaking to
develop or modify any personnel menagement program, considera-
tion must be given %o a variety of related factors. To the
extent that & research plan is able to accommodate to the
complexity of the situation and %o relate results toc the total
program, to that extent is it likely to be more mzaningful
and effective.

Bvery organization, to get its wcrk done, must translate
its missions into divisions of work, and within these into
job catepories. For sound personnel management there must
be 2 means fer finding out what are the several different job
categories, what jobs within eesch category require in terms
of duties and in terms of gualifications of employees, and
z:s0 the interrelations among job duties and qualifications.
But every definition of a job rarries with it an expectation
of performance at some level which the employer considers
satisfactory. Purthermore, for 2 career perscnnel system
there mist be ways to relate the several job catezories in
order to plan and facilitaie the movement and deve.‘,oment of
such persomnel. In particular, there mist “e an effective
program for identifying and developing employess for execu-
tive znd lesdership roles in the conduct of foreign affzirs.
It is Por these reasens that the Task Force concludas that
the several areas of research concentiration are essentially
interrelated., Among these areas the primery challeages for
research are to develop a2 sound and practisal system for
understanding and identifying job reguiremsnis, 226 to estab-
1ish meaningful standards of performance. These two underlie
and comtrel the opportunities for improvement in practically
every other area of personnel menagement.

In listing the following problems, The Task Furce recog-
nizes that an early activiiy for an expanded research function
will be to review and recommend use of current effactive tach-
niques on the basis of what is presenily known in these various
fields. It slso beliewves that where progran decisions are made
in advance of research opportunities, evaluation metheds should
be built in, so that the effectiveness of the program can be
zssessed at 2 later time.
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CCCUPATICHAL ANALYSIS.

Occupational anaiysis consists of identifying the requirements
of the various 3obs within an organization, the qualifications
needed to meet these reguirements, and the techniques for re-
lating the two to each other. The foreign affairs agencies,
because they musi deal with questions of inter-cultural com-
mmications, have special problems which must be considered
vwhen job reguirements are determined. The objective of re-
search in this area is to develop a system and technigues for
categorizing jobs which are useful for personnel purposss. A
suitzble categorization of jobs provides building blocks which
are critical for menpower planning, carser development, assign-
ment, selection, and other persomnel prograus, (See Herter
Report Rec. #20.) It is essential, therefore, that the system
and technigques which are developed must be usable by personnel
speciaiists in their plamning and day to day operations.

There is no method of occupational analysis which has been
found tc be universally effective. IHost job analysis is at
present based primarily on "common sense” and there is a wide~
spread feeling that this is one of the weakesi areas in per-
sornel administrais n. In recent years there has been con-
siderable experimentation with various methods, such as the
reritical incidents® aporen-h, check lists, desk audits of
incumbents, fimctional anz.ysis, etc. Some of these methods
have shown great promise in particular situations and it is
1--2ly that they would be useful at least for some of the
oceupationsl znalysis problams of the foreign affairs agencies.
Cnly limited research has been conductad cormaring the varioeus
methods with cach other and it is therufore 4ifficult to know
whick —ethod will work best in which iime of situation. (Two
basic :nd forward-looking stud’: s are aow urderway in Stale
and /*D; see Attachwent #4)

Scme of the specific problem areas wiich might be dealt with
by ocenpitional research are:

¥

fi. vhat are the most economical and sifective ways of geiting
needed informetion ahout jobs in the foreign affairs
agencies? This methudolegical research should be conducted
on various levels. rirst, there needs to be an efiort
to validate existing methods of occupational analysis as

ysed in the



B.

derter Repord

Task Force on Personnel Hesearch

Final Report
Attachment #3

used in the selection, assignment, iraining, career
development and Jlob classification program. Sesond,

a broad study should be designed comparing other estab-
lished occupational analysis metheds with the ones al-
ready in use to determine the best methods availzbie.
Third, experimental methods which show pradse should

be tried under carefully controlled conditions to see

how well ther work. A related problem is whal type of
information should be obtained to describe z job and how
should this informaticn be reported. Should attention be
forused primarily on well-recognized factors such as
duties, responsibilities, relationship with authority,
relationship with people, strategies for problem solving,
the balance beiween short- and long-range objeciives or
zre there other basic variableswhich need to he identified
and builit inte practiczl programs?

What qualities determine the differences tetwsen high and
low level perfermers in the various jobs in the loreign
affairs agencies? '"hat is the most useful format for
commmicating information regarding significant qualifi-
cation reguirements to operating administrative and per-
sennel officers? Informaticn on this question wili help
provide guideiines and stendawrds for the selection,
assignment, and training programxc.

To what degree are jobs interchangeable so that they can
be performed by individuals with equivzalent qualifications,
or, do they require persons with different qualifications”
This is the generalist versus specialisi problem. The
answer will help determine how many separate categories

of specialized personnel should be esteblished for recruii-
ment and assignment purposes.

How can jobs be most effectively related and grouped to-

gether for career developmemi and reduction in force
purposes?

IT. PERFORMANCE EVALUATICON
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TI. PERFORMANCE EVATUATICH.

Herter Report Rec. 725 specifically discusses performance
evaluation: 7in improved system for evaluating employee
performance and capabilities should be devised. It should
recognize the several management purposes to be served and
should be related to the career stages through which officers
will progress. The basic eiements of the system should apply
wniformly among the three foreign affairs agencies.® The
effectiveness of the performance evaluation system has an
important influence on the success of other recommendations,
ineluding 12 (Menpower Planning), 19 {Lines of S$pecializa-
tion), 21 (Career Stages), and 22 (Promotion).

Performance evaluvation is criticzlly important as a way of
assessing the hurman resocurces as related to the needs of the
organization, as a way of predicting future performance, as
2 way of identifying outstanding and deficient perfermers, and
2s an element in the rewards and punishment system which serves
to motivate persomnel. The foreign affairs agencies have
particular preblems because of the #fish bowl" and representa-
. tional aspects of foreign living, the importance of the family
and the need to deal effectively and sympathetically with indi-
viduals from widely varied cultures. These regquirements create
the problem of evaluating some aspects of the personal life
of the employee and some of the behavior of his family. These
2ppraisals should be obtained without vielating personal
privacy more than is absolutely necessary.

A great deal of work has been and is being done in many places
attempting to improve performance evaluation using many differ-
ent types of approaches. 1hat is needed is to try out new tech-
nigues and aporoaches which appear to have worked elsevhere,
and also to design original research specifically directed to-
ward the particular problems of the foreign affairs agencies,
hResearch of this type should help improve the types of perform-
énce measurenents made in relation to the needs of the agency
and showid aiso point vp problem areas by indicating how man-
agement values various types of behavior and what the relation-
ship is between skills awrilable at any one time and the needs
of the ageney. Therefore, such ressarch can alsec be used for
alerting management to future problems.

There are z
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There are a2 rumber of difficul% and unresclved problems which
need to be considered in relation to the particular problems
of the foreign affairs agencies:

A. “hat is the best way ic measure the personal gualities
needed by the work of the orgenization? ‘“hat qualities
iend themselves to formal evaluation and what cualities
are more effectively evaluated through informal and
wnstructured methods?

B, To what extent should supervisory judgrment be supplemented
by other appraisal procedures such as appraisals by in-
spectors, training officers, and "end users", for example,
officizals of the Department of Commerce who use znd eval-
uate repcrts prepared by foreign service perscnnel?

¢. Should formal methods of appraissl be used in commection
with training 2nd orientation programs, using tesis,
observations under controlled conditioms, etec.?

D, ‘hat special evaluation procedures can be most effective~
i1y employed at critical points in the career of an cificer
(2) when a decision is made thai he has completed his
probationary peried, and (b) when he is being considered
for executive iype assignmenis?

E., "hat are suitable and effective methods for assisting man-
agement to determine the best criteria for judging per—
formance?

F. What effect does revealing to the employees the contents
of their evaluation have on the quality of the appraisal
and on employee attitudes?

G. How can performance evalustion be used most effectively

for counseling employees on their performance and giving
them "feed back® as an aid to self-development?

ITI, RECRUITING AFD



Herter Report

Task Force on Perscnnel Research
Final Report

Attachment /

ITT. RECRUITING AWD SEIECTING NEMW APPOINTEES.

Sound recruitment and selection techniques based on evidence
resulting from systematic studies of the problems will make

a2 great contribution to improving the overall quality of
car<cer foreign affairs personnel. The Herter Reporti has

many recommendations relating to this general problem (13,

14, 15, 16, 17, 18). The tectmigques presently in use kave
been based on the opinions of many individuals and committees,
but the effectiveness of the techniques have not been systema~
tically evaluated. Some of the techniques are undoubtedly
good, others may need improvement, siill others may be com-
pietely insffective, and there may be most valuable techniques
which are not being used. There is nc doubt that the total
recruiting and exemining programs can be improved. Bub,
improvement is less likely to result if changes are made be-
cause another commitiee recommends them than if changes are
made on the basis of lnowledge gained through research.

Research on recruitment and selection must be closely tied
in with cccupational research, since the gqualification re-
cuirements will be determined through occupational researzh,
and methods for getiing people with the required guaiifica-
tions will be determined by research in the area of recruit-
ment and selection. It would be impractical to cease hiring
mntil the occupational studies were completed; therefore,
the initizl task will be the recommendation of methods on
the basis of what is presently known about jebs, and gbout
recruiting and selection technicues. In other words, findings
of previous studies must be extrapolated to the situations
in these three agencies.

Wnile there are recruitment and selection problems specific
to different hiring levels, in mest cases the same general
problems exist, For this reason, each of the problems is not
listed semarately for each level. Furthermore, the list of
problems below is tyrical of those that might be studied;
there is no attempt tc be exhaustive.

Systematic studies might be directed toward answering the
following types of questions:

A. %hat are the best sources for recruiting well qualified

college seniors?
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college seniors? Oraduate students? Faculty members?
People with work exyerience for intermediate and higher
level entry? “hat uatapped sources of well qualifiaed
people exist and how may they be tappec?

¥hat rec>uiting technigues are most effective with sach
group? ‘hat kinds of recruiting literature ave most
appeaiing to each? How should recruiting reprzsentatives
be selected and trained?

In terms of recruiting effectiveness, how important is
tspeeding up" the examining process? For example, when
should written tests be given? “hat is the eifect on
recruitment of the kind and timing of ccamitments that
can be made to applicants in relation to the academic
program?

Is a provision for “eptions® in the written test an aid
to recruiting?

How does the hardship nature of certain assiguments
affect staffing policies? 'hat kinds of persons prefer
hardship posts and why? that kinds of persens accept
such assignments as a matiter of course without seeking
them? Vhat kind resist such assignments? Are there
significant differences between the various groups in
overall effectiveness? Are "resisters" substantially
1ess effective at hardship posts than elsewhere?

How can data obtained during recruitment and selection
be orgenized and recorded for use in building up a life
history of employees and for use in evaluating persomnel
programs?

hat should be the structure of enirance level examina-
tions? That traits and abilities commen to the needs of
the three agencies should be measured by the written

test? How should specialized qualifications be assessed?
{For example, are “optiocns® of the written test the most
effective means for assessing spscialized knowledge?

How should language skills and ares knowledge be measured?)

What should be the role of the interview or panel examing-

tion? How much
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+ion? How much do reference checks contribute to the
assessment of persconzl characteristics? To what degree
does the interview improve the selection process? Whav
are the best interview technicues for the purpose of
selection? To what extent should the interview be
standardized? How should interviewers be selected and
trained?

What selection technigues are most effective for bringing
in high guality persons at intermediate and higher levels?
What are the most effective methods for assessing the
nature and quality of their past experience? How can
appraisals of past performance be used in selection for
these levels?

Are special selection techniques needed to assess differ~
ent groups of foreign affairs personnel that may be
established?

How and by whom should the appraisal of evidence and the
final decision 25 t¢ eligibility be made?

In tne light of past experience and projected manpower
needs, how should intake be allocated among career fields,
and ameng levels of experience?

1V. CAREER DEVELCPMENT
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CAREER DEVELOPRINT.

Career development inclucdes all the methods for training and
developing persormel so that cualified individuals are avail-
able as needed to perform the various jobs within the organi-
zation., Figh recommendatiens (19, 20, 22, 23, 24, 31, 33,
and 34) in the Herter Report are related to career development.
In the foreign affairs agencies, career development programs
are particularly important because much of the work is unique
and thus trained individuals cannct be obtained by recruiting
from the outside. For the most part, they must be developed
within the organization. OCareer dovelopment inciudes orienta-
ion and formal training, on-the-job training, and long-
range development through appropriate secuences of assignments.

Most of the research in the past has been devoted to formal
training programs and relatively little attention has been
given to the sequential planning of assignments. There are
many assumptions borrowed from the experience of educational
institutions or based ¢n Yeommon sense™ which may be inappro-
priate for the foreign affairs agencies and should be tested.

Same of the problem areas ares

A. Yhich abilities are obtained best through recruitment
and which through career davelopment?

B, lhat are the most effective ways for orienting new
cmployees including members of the family?

£. ‘hat formel training can be most effectively obtalned
through use of esteblished U.S. or foreign educational
institutions?

D. How effective are existing formel training programs and
how can they be improved?

E. How effective are supervisors in training their subordinates
on the job and how can this training be improved?

F. Yhat seguence of assignments, including assignments to differ-
ent agencies, provides the best training for develcping the
qualifications and experience needed to perform adequatexy

the various
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the various top level jobs within the organization? In
particuisar, what trpes of training or sxperience change
executive potential into executive 2bility?

To what extent should cmployees be developed in specialized
ways and howmaziy specialties are required?

How effective is the present career development program?

Are performance evaluation reports adscuate for career
development plenning or should special techniques be
developed for predicting future potential? In particular,
how can leaderzhip or executive potential be identified
and measured?

What training methods are effective for the different
objestives te be met? This field of training resezrch
covers a wide variety of problems dealing with the
selecticon of instructors, choice of media, selection of
persons to be trained, methods of instruction, length of
training, and evaluztion of training outcomes,

V. ADVANCEMENT, SELECTION<OUT
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YV, ADVANCEMENT, SELECTION-QUT, AND RETIRRIENT.

These three issues which are related to the Herter Report
Recommendation Numbers &, 26, 27, 28, and 29 zre considersd
as related phases of the general problem of the movement
and progession of employees.

A. Advancement:

The promotional system iz perhaps the most critical
aspect of career development. However, as in the case
of selection, it must utilize <he tools of gqualifica-~
tion appraisal in order to match individuals to jobs for
which they are best suited., To give impetus to the
employee's forwzard, upward movement, it must rely on the
tools of performance appraisal to verify effectiveness
on the job, epot areas of need for training to overcome
weakness, or point up the advisability of selection-out
or into a more appropriate career fleld as each case
merits. Significant problems for research are:

1. that are the particular categories of skills,
experiences, perscnal gualities, and aptitudes
which are meaningful for planning and conducting

. promotion and advancement programs?

2. 1In what occupations does staffing at the upper
levels require experience at the lower levels? In
what occupations must people be brought in from the
outside %o £ill jobs at the middle and higher levels?

3, To what extent are the values and perceptions of ihe
3job upon which prom~tions are based appropriate to
the resl requirements of the job to be done? To
what extent is it desirable to bring in new employees
with different perceptiens which may result in a more
ffective approach to the problems of the organization?

L. Vhat are the particular experience requireme.ts which
apply to identifying and appraising for promotion
the senior persommel in the fereign affairs agencies
for filling top executive posts?

5. Vhat are the
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5. %hat are the specialized regquirements such 2s language,
inter—cultural commmications, understanding of areas
and cultures, ete., which are particularly significant
in foreign affairs assignments and how can these be
irtegrated into 2 systematic premotion program?

6, ‘hat are the problems c¢reated by discrepancies be-
tween the rank of the employee and level of the job
to which he is assigned?

7. Vhat specizl evaluative criteria need to be develcped
to administer the promotion program in thegitical
¢areer stages {to Class 5 and to (lass 2)? How can
information as to these critical requiremsnis be
obtained in a reliable and valid way and ussd properly
for these key promoticn decisions?

8. Uhat ~ystems and technigues can be developed to inte-
grate the promotion policies and programs with man-
power utilization plamning in order to insure that
the promotion system operates to satisfy specialized
functional and area needs current and projected?

9. lnat types of judgments are currently being made by
promotion panels and how much consistency is there
among panels? 'hat standards should be used by pro-
motion panels and how ¢an they be helped to operate
most effectively?

10. Is the appraisal program adeguate for promotion pur—
poses?

Selectiogn-Out-

nSelecticn-cut® and “selection~-in® are the culminating
steps of the selection process. They result from the
iast intemsive review processes before officers are
advanced to Classes 5 and 2. In this regard the Herter
Committee emphasized: "For one thing, a great deal more
emphasis is placed on the positive idea of "selection-
in" than on the negative one of "selection-out®. Secondly,
the thrust of the Committee's recommendations would con-
centrate selection~out at the two points where least
damage would be done to the individual,”

Systematic studies
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Systematic studies might be directed toward answering
the following types of guesticns:

1. To what extent is the policy of selection-out
resulting in the loss of talentis needed in the Foreign
Service agencies?

2. 7o what extent is the policy of selection-out as
applied to employees in specific occupations related
to the manpower plans and long-range needs of the
agency?

3. “hat is the effect of the selection-out policy on
the emplcyees' attitudes toward the agency and the
Foreign Service? Is it effective as a motivating
force for better job performance? Do employees
perceive that the system is equitable?

Recruitment:

It is well recognized that the policies and the adminis-
tration of the retirement system have 2z proncunced effect
en the staffing and retention of employees and, therefore,
onn the overall guality of the work force. Therefore,
research studies can profitably be directed toward the
basic assuwmptions and principles underlying retirement
policlies., Such major questions as the following should
be studied:

1. To what extent are exdsting retirement policies
and practices resulting in the loss of desirable
and necessary employees in the verious programs
of the Foreign Service?

2, Considering the wide individual differences in changes
in performance with age, what criteria shoulid be
developed for use as an alternative to chronological
age and other arbitrary standards?

3. Vhat criterias and related appraisal methods are now
being utilized and should be developed to support
policies for the granting of administrative excep-
tions to otherwise mandatory retirement rules?

Vi. ADMINISTRATIVE
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VI. ADMIMNISTRATIVE RESEARCH.

Persomnel research has traditionally beer sonfined largely

to the problems of staffing and utilizing - rsonneil., However,
the research techniques developed for thess wmmrpeses can also
apply effectively to the solution of ~ wvariely of gurstions
dealing with the administirative procuecs. In some res .78,
this application is related to what ies popularly ¢ 71.d
Yoperations research™. Four general kKinds of Sobiog freas
are identified below in which persomnel resear:sh meuutology
should be applied:

A. LApplying research metheds to obitain informeiis:. nszeded
by management for use in program plamming and svalistlon,
e.g8., (1) in pretesting propesed perscrmel programs to
determine their probzble effectiveness in meeting man-
agement objectives, and (2) by assessing the effecti- 2~
ness of current personnel programs, for example, by
surveying the aittitude of employees towards pro-ws=d
policy changes or the effectiveness of suggesticiz and
award systems.

B. Assisting in the development of systems for preperin.
and maintaining personnel records, This issue involves
not merely the question of the form of records, but the
more fundzmental questiocns as to (1) what kinds of
employee appraiszl information can properly be encoded,
{2) what guidelines should be provided as to their
nroper use in personnel operations, and (3) hew ean
pursonnel records be adapted to data processing systems
for effective storage and retrieval without distertion
of the meaning ¢f the informatiom.

. Participating in the study of management practices and
systems for executing policy, for example, analysis
of the nature and impact of commmications media used to
disseminate policy and procedures, or study of the
pattern and effect of delegations of authority for pro-
gram manzagement.,

D. Cooperating in manpower analysis and plamning, by such
studies as {1) the kinds of jobs, occupations, and careers
which now exist and will need to be staffed in the years

ahead, {2) the
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ghead, {2) the significant kinis of empicyee skills
and z2bilities that now exist and will be needed, or
{3) existing manpower rescurces related to projected
needs and 1o labor market trends and iraining plans.

Cooperating in developing standards and methods for
evaluating personnel programs, This involves such
gquestions as {1) what indices are available or can

be developed as program criteria, {2) what data collec-
tion methods can be devised for evaluation purposes,
and {3) how can these criteria be improved in order to
provide 2 more comprehensive and dependable program
appraisel.
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Consultation:

To be fully effective, the resesrch organization must

be 2ble to consuli with operaiing officials in dealing
with meny problems which canrot awaii deteiled re-
search, but to which current knowledge in the behav-

joral sciences and technigues for defining problems and
obtsining relevant deta gquickly can be epprlied. The
veseerch staff must be sufficiently familiar with genersl
persomel menagement policies and procedures to be able to:

1. sdvise on the implemenisition of personnel programs;
?. participate fully in study and discussions of proposed

programs;
3. apply their persommel expertise or obtain specialized

knowledge of other research people whers appropriste to
suggest opereting solutions; and,

4. recognize opportunities for frultful research on signif-
icant policy issues,

Inforaation:

A ceptral service for informetional purposes should be orga-
nized in coopseration vwith the Civil Service Commission and
other agencies end prefessionsl organizations te keep cur-~
rent a resource file on research 2nd related studies dealing
with foreign affairs personnel problems.

The information service function must also incluge a specific
plan for using current publications in State, USIA, or AYD,
or developing sSpecial media so that the implications of re-
seerch findings snd other study results wiil be brought to
the attention of operating officials and employees concerned
in 2 way which will encourage the prompt epplication of use-
frl data .



ATTACHMENT NO. L

REVIEW AND ARATYSIS OF EXISTING EESEARCE AND
RELATED RESOURCES



Eerter Report

Tesk Foree on Personnel Research

Final Repert
Attachment #L

REVIEs AND ANALYSIS OF EXISTING RESEARCH AND REIATED RESCURCES

Introduciion: To provide a resource of information {ov plan~
ming and liater implementation, the Task Force reviewesd a wilde
vardety of current stucdies and reports relating tc persommel
management problems in foreign affairs programs, and made many
individual contacts in and out of Government. In particular,
the Task Force made a detailed review of the current persomnel
research seganizations and pregrams in Statey USIA, and ATD.

Existing Reseources: Material thus obtained covers the follow-
10g xinds of irdoriation: {details as to the various reports
and stadies are available in the files of the Task Force)

A+ Current Resources and Studies - a description of the
Tesearch organization and a list cf current or recent
studies in cach of the three agencies. In addition to
specific research projecis, other reports of these agen-
cies dealing directly with overseas personnel management
znd similar relevant reporis of other agencies are cited.

Be Bibliographies - a brief description of two specialized
iblicgrapiaes relating particularly to overseas personnsl
problems. {ne was prepared by the U.S. Givil Service
Commission Iibrary at the reguest of the Task Force. The
second 15 a report and annotated bibliography prepared
for the FPeace Corpse.

C. Other Sources - a summary of other scurces which were
checked directly or reviewed by the Task Force.

&+ CURRENT FESOURCES
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CURRENT RESOURCES AND STUDIES

i.

The Department of State.

de

ba

Organization for Research:

Personnel research is conducied through the
Program Planning and kanagement Staff of the
Gffice of Persomnel. One research psychologist
and one clerk are assigned to research on practi-
cally a full-time basis. In addition to work
carried out by this formally assigned specialist,
a variety of systematiec studies o¢n various
personnel management prodblsms is carried oui by
other offices of the Department of State. Re-
search problems generally criginate from the
Deputy Assistant Secretary for Personnel. The
directicn and priorities for resesrch are dever~
mined by the Chief of Program Planming and
¥anagement., The research sta’f hes npo dirsct
responsipiiity for implementation or follow-up

of studies. Some research projects are supported
threugh contract. The staff alsco makes use of
gonsultant services and has access to Idmited
IBM faciiiiies in bhe Department.

Curvent Studias:

Title or Descripticn Status

The effect on performance Completed ~ Information
ratings of policy of dise supplied to management.
clesing ratings to enplovess.

Analysis of occeupation and Corpleted - Hesulis re-
background characteristics ferred to Herter Committes-
of officers selected-ocut.

Study of background charac- Complated - Data reported
teristics and specizlty as to Herter Cosmittee.
related to promotions.

I, Anzlysis of
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The Department of State (Cont'd)
Current Studies:

Title or Descrintion

fnalysis of the utilization
of FS0's appointed to £i1l
top executive jobs, chrough
various procedures,

Analysis of FSO examination
data in relation Yo back-
ground variables.

Comparison of FSO candidates
who passed and failed the cral

exsmination, and study of agree-

ment among oral panels.

Study of candidates who w#ith-
drew from FSO examination and
reasons for withdrawal.

Anzalysis of performance and
other characteristics of USIA
employees selected by psychia-
tric screening as compared to
matched State Department

employees.

fnalysis of behaviorzl require-
ments of 20 key Jjobs to develop
guides for selection, placement,
and career development. (with
Educational Testing Service)

Analysis of separation actions
as related to occupational
background characteristics
and reason for resignation.

Herter Report

Task Force on Personnel Research
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Status

Completed - For Herter
Committee,

Series of studies of 1961,
1962 exams - Data referred,
when available, to Herter
Comzittee and Board of
Sxaminers.

Current — Data will be sup-
plied to Board of Examiners
and Herter Committee,

Current - Information will
be applied to recruiting
and examining process.

Continuing - Periodic follow-
ups scheduled through 19%6.

Current ~ Results will be
reported to appropriate
officials and to Herter
Committee,

Current - Results will be
made available for selection
and assignment programs.

11 Determination of

4("



1., The Department of State {Contid)

Corrent Studies:

Title or Description

11 Determination of variety
of clerical jobs and nee-
£883ry perscmel gualities.

12 Evaluation of junior offi.
cer orientation courses.
{conducted by Jr. Officer
Program )

13 Determination of background
experience and other charac-
teristies of successful
senior officers.

1; Analysis of the effect on
rating reliability of sim-
plified selection board
procedures, (conducted by
Board of Examiners)

15 Experimental study of ways
e simplify retail price
schedule, (conducted by
Compensation Division)

16 Analysis of factors contri-
buting to maladaptution of
overseas personnel, {with
AID, USIA, 2nd Carnegie
funds support )*

Herter Report
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Status

Current - Results
will be epplied to
clerical staffing
Progranme.

Current - Informa-
tiun wiil be applied

to improve training
Progrsan,

Current - Results
will be applied to
improving selection
and examination
practicese

Current - Data will
be applied to impro-
ving selection board
procedureas.,

Completed - Results
applied 1o reduce
work load at Foreign
Service posts.

Completion due June
1963 - Results will
apply to medical and
other selection
criteria.

#See also, Item 1 in ATD report below.
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U, S. Information Agency

8.

B,

Organization for Research:

The USIA does not have 2 Personnel Research staff.
Systematic personnel studies are conducted through the
Office of the Assistant Director of Fersonnel (Plamning)
and the Career Development Branch of the Personnel
Divieion, Office of Administration, Approximately two
man~years of the time of seven persomnel specialists
are involved in systems.ic personnel studies of the type
reported below, There are many other functions performed
by this group., Problems generally originate by reanussts
from top management. Priorities for specific studies
are usually set by the Assistant Directer of Personnel
(Planning)}. Perscnnel assigned are responsible for con-
ducting studies, recommending action, and drafting
regulations and procedures to carry out approved
recormendations, In their work they have access to

IBM facilities and to the personnel records and files

of the organization,

Swrrent Studies:

Title or Deseription Status

1 Evaluation of language Completed - results used
abilities of junior to assign officers to
officers, necessary language training.

2 Analysis of language Current - Hesults expected
needs and language com- to apply to designating
petence among Foreign specific language require~
Service officers. ments for particular

positions and providing a
basis for language training
program development.,

3 Development



2. U, S. Information Agency {Cont'd)

Title or Deseription

3 Develoment of an im-
vroved performance
evaluation system for
Foreign Service
personnel.

&L Development of policies
and precepts for 1962
Foreign Service promo-

tion planning.

5 Development of guide-
lines for promotion of
secretarial and clerical
personnel.

6 Development of policies
and procedures for pro-
motion of technical and
specialized persommel.

7 Develomment of ADP

system for handling per-
sonnel data.

fierter Report
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Status

Continuing - no specifice
findings or implementation
now available,

Completed - Guidance pro-
vided for promotion panels,

Completed - Guidelines pro-
vided for promotion program.

Completed - Guidelines
issued for promotion
review panels.

Continuing - Evxpected com-
pletion Jure, 1963,
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3, Apency for Intermatione] Develommert

Be

be

Orgenization for Research:

The Office of Persomnel identifies personnel research
needs. Responsibility for conducting or coordinating

" n-house™ type of research resis with the recently
established Specisl Projects staff, #s one of its
seversl funetions. This Staff is attached to the
Office of the Director of Personnel, The Office of
thman Resources and Social Develorment budgets and
negotiates contracts for personnel research which is
undertaken for AID by outside egencies or organiza-
tions. Major personmel research studies are carried
out through contracts from research funds. The person-
nel reseerch lisiscon officer on the Staff of the Office
for Humen Resources and Sociasl Development is respon~
sible for administering these contracts, in collaboration
with the Office of Personmel. The respousibility for
applying the results of personnel studies rests with the
Office of Persommel. Linited dats processing facilities
are available in the Agency.

Current Studlese

Titie or Description tatus

1 Besie resarch on job pere Two~-ysar study begun
formance stapderds (with June, 1962 - Rasults will

State - contract with apply to a variety of
American Institute for personnel programs.
Research to analyze key
jobs).

2 Evaluation of training Proposed - Results will

in communication skills. apply to orientation ard
training program.

3 Experimental
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3. Agency for International Development {Cont'd)

Title or Description

3 Experimental assessnent
of selection methods,

L Anaiysis of deaths of

employees by type of
vosition and post,

5 Develomment of objec—
tive tests of French and
Spanish proficiency
(with CIa under contract
with Educational Test-
ing Service).

6 Anslysis of factors in
the classification of
mission directors and
deputies,

7 Evaluvation of effective-
necs of internal publi-
caticns through a
questiomeaire methed
{under contract with
Agerican Imstituie Icr
Research).

8 Develorment of system
of work standards for
persormmel staff.

9 issessment of training
and orientation needs
by special Task Force.

Status

Being planned - Results
would apply broadly to
gelection program.

Current -~ Results will
affect assignment policies
and standards,

Tests to be completed by
December, 1963.

Completed - Recommenda-
tions under review.

Completed - Report and
recommendations wnder
review,

Continuing - To be com-
pleted June, 196L,

Completed - Recommendation
under review,

10 Research



Current Studies:

Title or Deserintion

10 Hesearch on factors con-
tributing to success in

overseas assignments.

11 Evalustion of success
of overseas intern and
support specialists
pPrograms.

12 Comparative study on

effectiveness of

language tro'ni=, bT

two comme. . ial LCi 20.l.

13 Participan*r eval
tion of ICA ov:ilopuant
Programming inst:’ te.

14 Evaluation of direct-
hire orientation program
{under contract with
leadership Resources,
Ine. ).

15 An evaluation of three-
week orientation program.

16 Evaluation of effective-
ness of S&IS program,

Agency for Intermational Development

Herter Hepcrt

Task Force con Personnel Research
Final Report

Attachment #4

{Cont'd}

Status

Continuing -~ Results will

2pply broadiy to employ-
ment practices and policies.

Completed — Results applied
to modify these programs.

Completed - Results applied
to 2 policy in selection
of language schools.

Corpleted - Results applied
to decisicn on continuance
of program.

Completed - Report under
reveiw.

Completed - Heport used
to modify program.

Completed - Findings re-
sulted in discontinuance
of progran.

L. Other Relevant
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4Ls EHelevent Studies and Revoris

&, The Peace Corps — First Anmml Report (Swmary of current
research studies, pg. 56-58).

b. The Peace Torps - An Analysis of 18 Peace Corps projects,
A report orepared by the American Institute for Research,
Oat. 1%2;

c. Training Americesns for Overseas Technical Assistance. Re-
port of the Ford Foundation Conference, Princeton, New
Jersey, November 2-5, 19€0.

d. A Proposed Outline for the Study of Technical Assistence to
less Developed Cowntries. International Cooperation Admin-
istration, Weshington D.C., Feb,, 1960,

e, 4 Progrem of Evaludtive Activities for Improving the Effec-
tiveness of AID Development Assistance — Evaluation Divisilon,
AID, Nov-Dec 1962,

f. Proposals for Recruifment and Selection of Forelgn Service
personnel and Comments on Some Problems - AID, July 1961.

g. Psychologicel Aspects of Living and VWorking Abroad and their
Mansgement by Some U.S. Govermment Agencies, by Edith Lord,
ATD,

he UaNe Internstion=l Conference on Recruitment, Selection and
Treining of Techuical Assistance Personnel ~(Rome) Sponsored
by Carnegie Endowmeni for Interngtional Peace , Feb, 1962,

i, Revort end Recommerlstions of Task Force on Recruiiment,
Sereening, and Selectior for Agency for Intermational Devel-
opment, March 1962,

3. TFffectivepess Overseas, A Yorking Faper, prepared for the
Symposium on Development of Research on Effectiveness in
Working Abrosd., Institute of Advanced Projects, 1962,

k. Toward a Conceptual Framework for Studying the Effectiveness
of Fulbright Scholsrs Abroad, & Working Paper, by Leonard
Goodwin, Conference Beard of the Associated Research Council.

1. The Select on of Personnel for Internetional Cross-Culture
Service, Mottram P. Torre, Editor, VWorld Federation for
Vental Health, 1962,

B. Bibliograrhies
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BIBLICGRAPHIES

1. Selection and Training of Overseas Cersonnel - U, S. Civil
Service Commission Library, February, 1963.

This bibliography was prepared for the Task Forece. It
comprises gnnotated references on research studies, re-
ports, books, and articles, since 1950, dealing with over-
seas perzonnel menagement, especially in the areas of
selection, traiming, and cross-cultural commmication.

It alse includes a listing of major studies of overseas
personnel praciices and some material on generzl adminis-—
tration.

2. A Review of Selsction Methods for Overseas Assignment -
Eiliot HrGinnies, University of Maryland, June, 1951,

This review and critigue of selection criteria and
selection instruments and techniques was prepered for
the Peace Corps. It covers studies and other materizls
published during the period 1945-1960.

CTHER SOURCES

A wide variely of ciner sources were checked by the Task Force.
These included agencies and individuals in znd out of the
Government conceracl with, or responsible for, personnel re-
search or the appiications of research to overseas persormel
management policier and practices, Trhese contacts were use-
ful to the Tesk Force in formulating the plan and scope of a
personnel reczarch function, However, they did not reveal
any significant nuwber or variety of research studies which
have an immediate or direct bearing on the needs c¢f the For-
eign Affairs agencies. The mejor scurces investigated are as
feilows:

1. The Lepartment of Defense - unclassified reports of current
research in the behavioral sciences under way at 2 variety
of research laboratories, universities, and other organiza-
t'j.ons »

2. Information cbtained by ATD Task Force on Recruitment,
Screening and Selection, through interviews with 2 large

number of
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UTHEE SOURCES (Contid)

3.

4.

5.
6.
7.
Be

nuber of individuals and organizations, in the past two
yeaers, (A list of these sources is svailable in the Task
Force files,)

The Committee om Psychology in National and I'.termatiomal
“ffaire of the American Psychological Associz.ion.

The Depetmeric of Agriculture - Foreign Agric ltural
Service,

Departmet of e Navy = Buresu of Persomnel.
Air Porce - 0r:ice of Personnel.

The Broceings Institution,

The U. 5. Civil Service Comrissicn.
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