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A.I.I), f IK .DJUaAGjiMEKT REVIEW PROCESS 

IHTRODUCTIpH

*' .

1. Scopo^of Arency*s Evaluation Process

The broad frame of reference within which this prospectus has been 

developed was established by the Summar y Pre sen tat ion of an Act^f or 

Tn-bernational

"It is eosential that the Administrator have the capability to assess 

periodically the substantive quality of prorress made and results achieved 

under the various prorrams of the Arency. Several parts o£ the orpaniza- 

tion will participate in the evaluation process. The Assistant. Adrainis-^

trators will be responsible for continuously reviewing, evaluating, and
•' 

reporting upon the operations in their respective rapions The Office

of Development Research and Assistance will be responsible for eval'uatinp 

the depree to which the Agency is accomplishing its long run objectives, 

particularly with respect to facilitating the growth of strong national 

institutions in recipient countries."

As an intepral part of its responsibilities, the Office of the Con 

troller will conduct a program of internal audit intended to insure that 

th« financial management system prescribed by the Aroncy Is beinp properly 

implemented .

"An important part of the assessment process involves measure««nt of 

manaFerial performance at all levels, down to and including country and 

project levels. This activity will be carried out by specially selected

evaluation teams, appointee for the Administrator by the Director of the
+ ' 

Office of Personnel on an ad hoc basis, and aasirned to review the results
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obtained under specific projecto, under specific country plans, and 

occasionally alonp specific and cross-cuttinp functional lines of ac 

tivity, Whenever possible, the evaluation teams will apply objective 

tests and measurements to program achievements and deficiencies• They 

will adviae the Administrator through reports, on opportunities i'or and
•

methods of strengthening managerial performance and improving ranapeirent 

systems and relationships".

The subsequent discussion will relate primarily to this -last phase 

of the Apencjr's multiple evaluation process. 

II. Definition of "Evaluation"
i

The work "evaluation" has been used in many different contexts, 

tending to confuse and obscure the objectives of the process. To some, 

the term has suppestert an assessment of a propram or project; in terms 

of propreos toward a predetermined noal; to others it has conveyed the 

impression of an inspection. A third group suggests that in addition 

to an assessment of progress, "evaluation" must also include a Judgment - 

. on the validity of the pre-determined goal. In li?ht of the varying 

emphasis that has been placed on tha term, valid criticisms have been 

made in the past that many "evaluation*1 attempts have failed because 

clear and concise definitions of objectives were not developed prior to 

initiation of the process.

Within the total framework of the Agency* s evaluation process, the 

phase emphasized in this prospectus should be directed toward the fol 

lowing objectives:

a) an examination cf the progress of a program or project tnvard 

a pro-determined target;
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b) an evaluation of the principal personnel involved in the ' 

implementation of the program}

c) an analysis of the effectiveness of a Mission1 s operations;

d) the indoctrination of headquarters and field personnel in the 

new program and management concepts;

e) appropriate assistance to responsible operating officials, in 

cluding the Ambassador, to insure strict adherence to the Agencyf.s 

. . program and manap^inunt concepts;

t ) the development of Apency personnel, by assignment to this phase 

of the evaluation process, to staff responsible positions both 

at headquarters and in the field.

Although any evaluation process must by its very nature contain cer~.. 

tain negative factors, the3a must bo minimized if the Agency's system is 

to prove successful. Tho assessment of field operations can be a bene 

ficial' management tool if it concentrates on detecting deficiencies and 

recommends feasible solutions. Furthermore, it must emphasize only major
* . "**

management problems, leaving relatively minor matters for local resolution. 

It is recommended that the Agency undertake an "evaluation by exception" 

process, reporting to the headquarters office only the key problems. 

Primary stress must be placed on assistance to.operating officials at all 

levels that an evaluation process can provide. The system will not be 

successful unless the operating official feels that it will be of primary 

benefit to him. The nefative aspects, bust uaiawplii'iea pcrticips by --h*i word 

"inspection", should be treated as a by-product and minimized to the full- 

oai extent possible.

I The goals stated above suppest that the nature of the process re- ' 

I quires it to be closely intertwined with the operations of. the Agency.
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«-f It. J.s contemplated that this phase of the Agency's evaluation process

be considered as a neceoeary management tool and therefore be under the 

• general control of the Administrator responsible for the Agency's over 

fill operations. In this connection, it should be again .noted that the 

principal objective of this evaluation is to be of assistance to the 

operating official. To be effective, therefore the function must rest 

within the Agency. Other types of evaluations, such as those which 

emphasize the inter-relationships of all the programs conducted within 

one country, could well be mounted outsido the Agency without fear of 

duplication with the function discussed here. Within the Agency itself, 

although various alternatives are possible, the logical assignment of 

this phase of evaluation would appe.\r to be to the Director of the Office,, 

of Personnel Administration. Several factors suppprt this viewt

a) the delegation to this Office of the Agency* s broad management 

planning and review function. .

b) the impossibility of divorcing a Judgement on an operation's VV^ L 

effectiveness from an assessment of the operators. //

c) the natural training ground for personnel that an evaluation V

process can provide.

Since the Agency 1 s general management and personnel evaluation and 

training functions are assigned to the Office of Personnel Administration, .
V

ths responsibility for the review of field operations should also be ^

assigned to that Office.
A

It is not sufficient for the reports J;o be well developed and 

ten, nor can an evaluation process to considered successful, if it has 

been of assistance to only one or two levels of management. The effect 

iveness of ah evaluation systlfn can only be measured in terms of its



impact on an agency's operationK. This factor would suggest the neces 

sity of establishing an adoqu-its jf.x.low-up procedure which would insure 

that .the accepted reconcnendat.lons are implemented and that the Admin 

istrator and Congreea can feel assured that maximum utilization of the 

funds devoted to this purpose has boen made.

In light of the principal objoctives of this phase of the Agency's 

evaluation process, it would appear that full utilization of this manage 

ment tool can be made in the ibnpleirmntation of the Agency's "turn-around" 

process. It must however be underatood that such effort would only be 

a first stage in the development of a long range effort and that-certain 

of the functions that might bo conducted in this first phase would neces 

sarily be of a continuing nature.
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IIIo Introduction

' The Agency has committed itnelf publicly to achieve a new 

direction both in its program and in its management within a period 

of three years 0 Prudence wcnld imggust that as much of this goal 

as possible be consunmatcd by tlio be^inninp of the next Congressional 

seosione However since the evaluation effort mast be mounted in support 

of operations, it cannot precede certain basic actions, such as the
i;

development of the Agency1 a organization and the selection of key 

Agency st.iff . It is within thes<; time limitations that the following 

recommendations are mado0 ' : . . ""
* ' •

/— \ IV •> Objective and Purpose .

There appear to bo at least, four principal areas which "turn-around" 

should emphasize:

a) new program objectives . --. '

b) new organization pattern

c) new personnel

d) new relationship between Ambassador and AID miasion including 

administrative support arrangements.

Evaluation teams can be one useful to.ol available to the Admin 

istrator in effecting changes in these four areas,

Admittedly j the implementation of tlie new program objectives will 

be a time-consuming process 3 Thiu must be done in a systematic and 

orderly fashion and cannot be accomplished overnighto The concepts must 

first of all be thoroughly understood by all headqusrters operating
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end tho Office of Perio'inoX Aawiriiitratioa, and certain 1-nown factors, 

could be obtained on Vey fiold pr-nonnel in time to satisfy the Pres^ 

ider.t's commitments a^d ths realities cf the domestic political scene, 

particularly an it concent the now Agency1 s relationship to the Congress,, 

Such a judgment, if b.-.sed, us suggested, on assessments by several different 

sources, would ba equitable fron. t,he employee's point of view und co-old 

not bear the stip.ma o£ arbitrariness and ruthlescnesno

The fourth objective of this Phase I evaluation proceas is to develop 

°* "ow reLttionsh.jp ber.wacnit he^A.-.iuassadcr and the AIJ) nd.ssion including 

.idm5.alstratiye snppcrt arr&r.,"pn!C.ii,;: a Thiu very broad noal covers many 

factcrtfy from the very subtle on 3 of Wie personal relationship of the ^ 

Anb&BEador and the AID director xo the more pragmatic detemiration of 

appropriate administrative support efforts,, It can be assumed that no 

more than a start can be expected on the relationship phase of this goal 

since these must be developed over a period of time depending on the 

circumstances and on the individuals involved,,' Nevertheless, evaluation 

teams can assist field personnel in thic matter by outlining in feneral 

terms the relationship concepts Erprced upon by the '..ashinfcton headquarter 

t'roups,, In regard to the question of cdninistrative support, it lias been 

recogniaed that the existence of two separata administrative organizations 

at each post (i.o 0 State and ICJ\) is wasteful and ineffective* The Agency 

has surnested that one of th> two organizations be mado responsible for 

the provision of administrative services at each post, The assessment 

of each organization's capabilities post by post, should be assigned 

to the evaluation teams 0

All four of these objectives (i0 c 9 program goala,. organization, 

staffing relationships) are part of thd "turnaround" phase. Evaluation^

i



teams should be utilized to effect the necessary changes and since their 

efforts ran be mounted in a relatively short period of tine, this ran 

assist to accelerate "he process •,
, *

V» Organization ami Staffing

Immediate actior.. should be taken *o establish the Field

and Operations I eview Eivis j en,, A aeniur officer, preferably onr* with 

some experience in this function, siiruld be selected and provided with 

the broad euide.'Lines discvsycd In this prospectus 0 The unstated assump 

tion throuphout "Ms paper lias been that although other mechanisms mi(;ht 

exist to accomplish the purposes of this phase of the Agency's evaluation 

process, the pref«. Table one is tfca technique of assessment by on-the-
sw

spot surveys by c irefully selected teams 0 Thorofore, the Division Chief's 

firct priority mu 3t bo the selection of tho memberf of the teams and 

of a staff for tba development of the field operations review process

on a continuing t-35ir«

• The Division Chief should be cuided by the following principles 

in selection of personnel:

a) Since '/he implementation of tho teams 1 recommendations will 

rest -jrimarily with the Rej^Lonal Assistant Administrator,: the 

personnel chosen rrfiust htive the approval of these operating 

officials, ' ; '

b) TO insura adequate implem-intaticn,' at least one member of the
J

team should be an operating offdcial of the noographical area
t^+^B^r^^m*—^^^^^^^ I •^•»»».^^^—^.^« •!••»•»•» I •• !• I «an*-^a ii I a •^^•^^•^^^^^•^•^^••^'^^-^^••^•••••••••^•^^^••^•••^••^•^^•••^•P> 
to which the team is a_ssigned^

c) Ginco part of the assigned responsi'.ility (ic.e. development of

appropriate relatiffiships between the Ambassador and the AID
t 

mission) is one in which the Department of State has equal interest.



c

the Department should bo requested to nominate at the earliest 

possible moment one of its employees to each team.

d) In order to insure adequate coverage of the new profTam concepts,» •
one member ^^ each team should have participated to some extent 

in the development of three" concepts. It is not necessary for 

this member to have been assigned full time to the Foreign 

Assistance Task Force, but he should have sufficient knowledge 

of the backpround to be able to provide full information on 

the various background factors that were considered in the 

establishment 01" the concepts 0

One of the main objectives of the Phase I evaluation activities 

is an analysis of the present senior staff. Baaed on the sound theory 

that personnel should only be evaluated by their peers or superiors, 

it is- mandatory that at least the team leader be of sufficient •stature 

and rank to evaluate Misglen Directors a

It is estimated that tlve Agency will, have approximately four months 

(September throufh December) in which to conduct this Phase I evaluation,, 

The mannitude of the task and the requirements of tho times strongly 

sugpest the necessity of conducting thin program in a vigorous and energetic 

fashion, concentrating the efforts on the key objectives which can be 

achieved within the limited time available,, It is recommended that each 

team be composed of at least three members, each specilizing in one area 

of activity (e«f;. (1) Program and stafftafl, (2) Management and Staffing,
• , >f

and (3) State representative ), Since the evaluation of senior mission 

personnel is of such great importance, and since such function depends 

primarily on subjective int&itions, it is recommended that this area
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of activity be assigned to two matters of the team, in order to -obtain 

a multiple judgment and so that not only one officer is burdened with 

this somstime unpalatable and awesome responsiblityo On the assumption 

tliat each team would ^vcrapa approximatnly two weeka* at each poat, it 

is suggested that at least ten teams be assembled wllch, including tine 

for travel and occasional respites, will permit full coverage of all 

missions within the four months 1 time span. In those geographic areas 

which have a high number of large 2nd difficult programs, It may bo necessary 

• to increase the number of required teams since the two week avurage for 

such area may be unrealistic,, In the schedtling of team visits, first 

priority must be given to the major AID programs in an attempt to , 

amalgamate this evaluation procetsn with ihr programming cycle for at •*" . 

least these missions. 

VIo Procedure

The systematic implementation of Phase I evaluation would dictate 

.that at least the following stops be taken as quickly as possible:

a) the designation cf a Chief of the ^ivision of ?ield Management 

and Operations fi-eviewj

b) the selection of team numbers j

c) the development jmd completion of the required briafing books;

d) the assembly of tenm members at some central location- (Since

some of these.officers msy be currently assigned to overseas duties, 

it is suggested that there locations be off-shore, preferably 

one in each geographic aiea) 0

e) the thorough indoctrination of team members in the objectives 

•• of Phase I evaluation; '
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') the r f'Wf£?'.i of W.si.:<.fA-. : /.: .:.-cc' ora and Cornoh j-liLsio?i reroonn-;!

" ;i?dll5L 5n ''--- r Lr Si'" *'i • 5 of .tXc^erfi,. ch_a_ire3 i).' tl'n \:^:i t.tunt 

Acir.inxtitrv^f ^^tly: rr. "i-C';u__ ThTi objectives of ti i:> ;'iectinf; 

would be two"Crla ('!)_•.vrovidj thci_Assii»tan_ii, Acnani^

g ae?..r;ICTi for these c'"fir erg 

in tho Af^ncry'j m-u jvroi'T1 n t ;r; nt>.na|rgment ronceptso

h) team visits l.o •;.;;&. vrLj-.c• cnj

i) submission DJ' tf.am report!) to the Assistant Adniniatrators and 

the Director cf this Of.fi r.a of i'ersonnel Adminiitration:

j) iniplcinentatkn ciV'.hoco .'oconimondations accepted by the oporat-inc 

officiala (II. should by understood that in certain areas of 

responsibility (c,j:« relationships of /wbassador with AID mission., 

program and projject directions) the team'a comments will probably 

have to ba pi-eliminnry ccd subject tc further refinements by, 

subsoquent unaiiyseco Tcaci; sh?uld stress,, and subsequent 

inpleraentatir-rs .-nu.'it emp-j.isiss,, those recommondationa that faJl 

into tlie ar'.i.; -.s oi% pei'sornol evaluation, organisational changes 

and the provision of B'Jniizistrstive auppO7't)o
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PHASg II

VII. Introduction

Tho nature of the Phase II evaluation process is different from 

that of Phaoe I. Although the same subjects might be covered, the focus 

•ltd approach will differ. In tha first place, Phase* II o«n b« oonduoted 

in a long-range atmoaphere. This factor not only applies to the time 

available for the team to conduct such evaluation, but also to the 

context in which a team approaches fits analysis. Furthermore, Phase II 

assessments must bo mads against familiar and generally agre^d-upon 

standards and criteria. Teara compositions may bo different in that 

personnel from outside the Agency should be included. Also, some atten 

tion needs to be dovoted to the requirements of the Department) of State, 

Defense and USIA and consideration needs to be given to the parallel *~ 

efforts of those organizations. 

VIII. Objective apdPurpoao

Phase II evaluations will .a^ae/i^the ofj'ectivenesa of a program's 

ma nagemont. Basically, of courca, the final responsibility for ouch-a 

judgment must rest with the operating official, principally the regional
• ' i

" ! Assistant Administrator. Banic raoinfjement principles, hovever, dictate 

that such operating offLciala have available for their use a tool which 

is divorced from the day-to-day operations. Three principal factors 

support the validity of this concept: (l) the inability of the operator 

because of time limitations to make au unhurried and deliberate judgment, 

(2) the difficulty any operator may have in seeing the broad spectrum 

when continually inraerssd in the day-to-day details, and (3)- the desir- ' 

1 ability of subjecting an operation to the objective scrutiny of an out 

sider.
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A word of caution is in order In this last factor. Although the prin 

ciple is sound, its impljrontatlcn at t^nas %s been tho principal 

woakaasG of an evaluation nystcrn, Proper analysis of on operation not 

only requires the Jud"onont of T diaintaros'-.od party, but at the Bone 

time nust take into co;i3 [deration tlio native cirounstancea of a aituntion<> 

An ovnluntor w.'io does not '.ittofnb to tnke into consideration the obstacle 

and difficulties confronbirjf; ths operator tends to flake hia analysis 

uaelosso Tho nntisfact,o.ry dote "•ninnticn of the propor balance betvreen 

these two potentially conflicting points of view will depend primarily 

on the selection of capable porsonnol for tho toano. If the Agenoy is 

not willing to nake ita voi*y bast ofr.icars available for this function, 

it, nny bo bei !:or not to mount tho evoluition effort in the first places 

offlcn^pa yfflst ^Q ,,3^jiir?p^'i _to_ th_e Jjvlaion of F^.9ld Mrji^ganen/fc

Raview ovi-m nt t'ia rial: of_denu.dintf somo other imnortnnt

Too much io at stako, as ICA's extjorience Trill bear outp

to assign anything leao than tho best to thio activity,,

In addition to evaluating the effectiveness of a program or project, 

the evaluation process can also provide anothor Iraportont ingredient — - 

uniformity of operations . It 1 3 recognized that the nature and circtu*- 

atancea of each pro cm n -ay require different operational approachos p 

but in time such divergence will reault in administrative chaos 0

s to thia international

development effort by insuring the universal adoption of the bnsic con- 

.oeptfl-» Theso teams ^/i].l also bo ciblo to rojort to hea^cm.irters those

y loci!, ror;;irorcntSn FurthorJnorop oince these

will in a relotiwly brief period of tine examine many different
. * • • 

operstiona, they can serve na a p-roGS-f '.Qrtilj.za.tlon deyice bringing'
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innovations and practical of on<3 ni 3 is ion to the attention of many others o 

Ib ift rrobably in thic context t,'.nt evaluation teams can nerve their most 

useful role by assisting opcrp'.lnfl officials to improve the effectiveness 

of their program, l&porience gained J.n one miosion is often applicable 

to the situations in oth«ro 0

In connection with tha desirability of cross-fertillaation, each team 

should be instructed to devote specific attention to mission activities 

that arponr to be particularly successful or dismal failures o Thesa

should bg brought tqthq jitt-ontipp _of the Office of Dsvelopflienfc 

-^iTid^jVflp.istajicf^^ror;_ fly ;^9r. jfo'ftdjr^ By the name token.* evaluation

•ieama should be prepared to undertake special assignments for this Office, 

should it have an interest in a specifJ.c'mission program or project.

Opera bine effectiveness cannot bo divorced from the capabilities of 

the operators o Sound procedures can ba rendered void by inept personnel 

An aaseosment of program efficisncy must f tr/ its vory nature 5, include an 

evaluation of the peroonnel assigned to that programc As one of its 

principal functions, evaluations teams must ba required to provide an

sin _of op.niop miflnlon atnff» This can

not, of coursep be the sole standard of judgement but-can add a dimension 

to the employee's composite picture 0

It is not tho intention of this prospectus to inply that evaluation 

is a one-tine proposition o On the contrary, effective evaluation can 

only be accomplished by a daily review of all operations„ Teams can be 

beneficial in providing operating officials with an objective! viowe They 

can be evon nore useful if thoy r.on naoiot in the dovolowient of a nerpa- 

: peflt miflaton eval'mh^on process« Thiia is egpocially important when one 

consit?: -s the vest rolo that an Ambassador must play0 As the principal
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U. S. official in a country, tha Ambassador -must be provided adequate 

toola to insure that hisj role can bo effectively discharged, To date,, 

the consensus of iati?rootfitl of fie ials would seen to indicate that in 

sufficient attention hns been devoted bo this matter. Evaluation teons, 

'as port of thoir continuing responsibilities, should be required to 

"('assist the Ambassador and the Mission Director in establishing a con 

tinuing evaltiotion process at the country level that ' will provide adequate 

coordination, strict enforcement of ths Ambassador's policies, and a 

means of detecting in ndvnnoe potential trouble areas. "

The evaluation syai,on should provide a aound, ^ra^aing /*round. for

employees who have the potential to assume the responsibilities of tha 

highest positions in tho Agency 0 Although evaluation teams should be 

headed by senior officials of the Agency, other members should be 

selected for their potentials in terms of future assignments 0 Tho 

opportunity for an c>rficor to axaminn the operations of several raissiona 

should be invaluable if his subsequent assignments include .designation 

as Deputy Mission Director or Mission Director* Although it has been 

mentioned .previously, it is worth repeating that the key to a- successful 

evaluation system lins in the oalibor of personnel assigned to ito If 

the operating officials) cannot rely on the Judgement of the evaluation 

team raeftbors, then conoidorablo cost and time will have been expended 

needlessljro

Finally, it ia incumbent on the Director of the Field Management 

and Operations Review Division to view his functions partly in terma 

of the total II. S. §f forts* Other agencies tdth overseas oronrams have 

-"established comparable evaluation .or inspection practiceSe The multi 

plicity of theae off orts nay tend to have a negative effect on field' '
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.operations and may overly-hurden and confuse field staffs. Cloae_cp»» 

prfljnnfrlcn^d^tj^jjhft .^rip7flcA3^i_Og^aa ̂ pf V.Stn^a .and, USIft viould seem 

essential, including exchange of in for.iiation, clenr delineation of 

responsibilitioB, possible exchange of personnel, and whenever possible 

a Joint endeavor to pornit, the fanbnsntfdor to view his entire operation 

as one entity rather bhan fragmented ssgments imposed on him by the 

arbitrary tfashinfiton Jibceotitive Branch organization* .- 

ind

The administrative lsader;jhip for this evaluation effort should 

stem from the Office of Personnel Administration, It must, however,, ' 

have the full support of nil the operating unita of the Agenoy.

of p^rgonriel m.i3"fc bg a Jp.lnt..Qndt?_gyprfl po^otfnte^ b^tvupep,

..and toe Dlreotor of the Off ion

Peraonnel Adnj.fdatrfitJ.pn. a Onco again It roust be emphasized that only 

the .-ooat capable personnel should be assigned to this functions The 

job requirements must be drafted in suoh terms to insure this important 

goal 0 For example, should the current 1C A personnel evaluation system 

continue, no person who ranks below the upper 10/6 of his evaluation 

panel should be selected for the teams. Other adequate safeguards of 

this nature should ba developed;

The Division of Field Management find Operations Review should be 

staffed by a Senior Agency official and a permanent staff to provide ' 

the necessary support 0 Initially, it may be necessary to augment the 

permanent staff with personnel on detail to assist in the development 

of the procedures, guidelines and othe:: standards for the evaluation

program. Of primary importance in thin first stage iq the deve^ppment
*' 
which flvp JnTffl?ifl&ns 1jn1>1f|| bj^ onnduotsd. It is

JU
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not sufficient to assess a project against an "efficiency11 goal for the 

term is too vague to be meaningful either to the evaluator or the oper 

ating offieialt Consideration mot be given to the establishment of a 

opnoiso and broadly understood body of principles which would serve as 

goals for the mission st/iffa and provide a measurement against vhioh 

progress can bo assessed . This is indeed o difficult assignment, but 

must be accomplished even at expense of delaying the initiation of 

Phase II evaluation for several months. Without it, evaluation can be 

a meaningless exercise, sub.-joet to bitter controversy and perhaps scorn 

or neglect o . .

Tho staff in- of the toons should follow approximately the same 

pattern developed for the Phase I teams. In the first place, 

Dlfln\hem must ba selected^ .frpjfljffiQ .Agency* a moat capable

Secondly, strong consideration nnist be given to mission directors, who 

*teuld prof it from an opportunity to review operations of other missions 

prior t.o •fahptr nmet._aasifrnniBnjti» Teams should also be staffed vith Agency

personnal who may not have yet reached the executive levels 9 but who 

appear to have the pQtsnjjJL?1 ^ Pf b^go^j-ig .dnptifcy 01* mlaslpp dippptora on .':

t.hajr r)9xt aggignrngnt.. A tour of duty on the staff of the Division of 

Field Management and Operations Review should not be overlooked as a 

fertile training ground for: personnel who appear to have the potential 

of becoming the future loaders of the Agency*,

Until thg aygtsn is fully, djgvjglojffifl,, it is recon^onflpd thnj; oval» 

uationa bo Tmdartaftrqr} pn an aft hgc bqpj.g f being responsive .to the requests 

.of any operating officials of the Agency. Those requests may cone from 

"an Assistant Administrator or the chief of any of the staff offices or
• • •

a Mission Director. It is incumbent on the Office of Personnel Adrdn-



O istrntion to respond to those requests in an expeditious and positive 

manner for the future o.r the whole system may well depend on the 

benefits the operating officials derive from these requests e lhjj 

.of Field ManpffoT'iGn'fc Qjid Opr!vn'|j^-on^ Rev^-p^f is ^ P0!T^i^^

and must adhere to this principle' if it is to have an 

impact on the Agency's operations and if it is to achieve that status 

in the organization it desorvoOo

Although the Division is an integral part of the Office of Personnel 

Administration, tho conduct of its operations will be a Joint responsi 

bility with the appropriate Regional Bureau. The teams* reports will be 

.submitted to tho Assistant Administrator, -who will'accept and implement 

those recommendations approved by hipio The Division of Field Management 

and Operations Review in establishing its procedures, needs to aasure 

that an adequate follow-up s?/stera is daveloped, including a reporting 

system to the Administrator so that he may be kept advised of the 

endeavors of tho teams and their impact on the,Agency's operationflo 

Reports mist bo_ kg*yb ppnfideojilcL^ if they are to be at all useful 0 

Should outside pressures force tho public disclosures of these reports p 

it is recommended that their formats bo so devised to insure that nil 

confidential mat er be withheld from the main part of the report under 

the theory of Executive Privilege <• 

X«» Procedure

Briefly, it is suggested that the following steps be undertaken 

before any formal evaluation system is adopted! ,

a 0 Development of necessary procedures, including format and 

•'••.; . substance of briefing booksc 

* v||••', b» Adoption of criteria and atandardSo , . ; .. i ; .



O
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0» Drafting of objectives find goals for the Division of Piold

Management and Operations Review. . , 

d. Undertaking of several evaluations on a test basis to develop 

• the necessary experience and -i.o toot tho validity .of criteria

and assumptions,, 

60 Ohdortaldng of evaluations on an ad hoc basis as requested by

operat : nn officials,, ' 

f o Establishment of a register of Agenoy personnel qualified to

serve on evaluation teams «

All the above steps should, of course, be taken within the frame 

of reference established by this prospectus. Since no urgency soems 

to be apparent for the initiation of Phase II of the process, it IB ^ 

urged that all care be to! en In developing a sound system which would 

be responsive to the needs of tho Agency. Test studies should be. 

conducted until an end product is developed which can ta of positive
• *
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