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1.

A.J.D. FIELD MAWAGIMENT REVIEW PROCESS

INTROLUUCTION

Scopa of Arency's fvaluaticn Process

The broad frame of reference within which this prospectus has been

developed was established by the Suwmmary Presentation of an Act for

Tnzernational Development:

"ft is essential that the Admiristrator have the capability to assess
periodically the substantive quality ofvprOtreas made énd results achieved
under the various prorrams of the Arency. Several parts of the orraniza-
tion will participate in thé evalustion process. The Agsistant Adminisg-
trators will be responsible for coytinuously reviewinp, evaluating, and
reporting upon the cperaticns in their respective ;epiona The Oflice
of Development Research and Assistance will be responsible for evaIuapinp
the depree to which the Agency is accomplishing 1ts long run dbjectives!
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 Co:.-

ltroller‘will conduct a program of internal audit intended to insuré that
the finaﬁcial management system prescribed by the Arency is beins preperly
implemented.

"An important part of the assessment process involves measuresant of
manaferial performance at all levels, down to and including country qyd
project levels. This activity will be carried out by specially selqcted
avaluation éeams, appointec for the Administrato; by the Director of the
Of fice of Personnel on an ad.;oc basis, and assirned to review the regults

s
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obtained under specific projects, under specific country plans, m-;d
nccasionally along specific and cross-cutting functional lines of ac~
tirity. Whenever possible, thc evaluation teams will apply objective

teagts and measurements to program achievements and defitiencies: They

uill advise the Administratbxf through repotts, on opportunities for and
methods of strengthenin; managerial performance and hmfbving management

gystems and relationships”.

The subsequent discussion will relate primarily to this :last phase

of the Apency’s multiple evaluation process. -

II. Definition of “"Evaluation"

The work "gvaluation" has been used in many different contexts,
~tending to confuse and obscure the objectivée of the process, To some,
the term has suggested an assessment of a program or project; in terms
D of progregcs toward a predeterminec_i roals to ‘othérs it has conveyed the

impreasion of an inspection. A third group sugrests that in addition
toan asgessment of progress, "evaluation® must aiso include a judgment —
.on thé validity of the pre-determinad goal. In lj.ght of the varying - |
. 'emphasis that has been placed on ‘tAhva tern, val_i.d:‘!‘ étiticia;ns have been
| . made in ‘t..he past tha;t mny "evaiuation“ a.ttempté have faii‘ed because
clear and concise definitions of objectives were not developed prior to
initiation of the process. ' | |
Within the total framework of the Agenc'y"a evaluation process, the
phsa e@hasized in thié prospectu;z should be diroctéd- toward the fol-
lowing objectives: |
a) an examination cf the progress of a ﬁfogﬁam or project temurd

" . a pre-determined target;
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an evaluation of the princi:al personnel involved in the

implementation of the program;

an analysis of the effectiveness of a Mission's operations;

the indoctrination of headquarters 'and field pesrsonnel in the

new program and minapement concepts; '

appropriate assistance to responsible operating officials, in-

cluding the Ambagsador, to Insure strict adherence to the Apency‘s

program and management concepts; .

the development of Agency psrsonnel, by assignment to this phage

of the evaluation process, to staff reeponaibie positions both

at headguarters and in the fleld.

Although any evalustion process must by its very nature contain cer-..

tain negative factors, thesz must be minimized if the Agency's system is
’to prove successful. Tho assessment of field operations can be a bene~
ficinl"managament tool if it concentrates ch det’écting deficlencies and
recommends fea.gib_le solutions. Furthermore, it mus.t emphasize ‘only ma;]og
nanag“e'ment problens, leaving.relatively minor matters fo.r local resolution.
1t is recommended that the Agency undertake an "evaluation by exception"
process, i'éporting to the headguarters office on].'y the key problems. |
Primary stress must be placed on asslstance to,operating officials at all
levels that an evaluation précess can provide. ' The system will not be
successful unless the operating officjal feels that it will be of primary
benefit to him. The nerative aspects, Lust oxwmplliied pertups by vha word
"ingpection", should te treated as a by-product and minimized to the fuli- .
_ o8t extent possible.

""The -goals stated abova sugpest that the nature of the process re~ '

. [ 4 C o :
quires it to be closely intertwlied with the opsratlons of.tlie Agenoy.




It 18 contemplated that this phase of the Agency's evaluation proc'.esa
be considered as a necessary maragemont tool and therefore be under the
" general control of the Administrator responsible for the Agency's over-
#11 operations. In this connection, it should be apain.noted that the /
principal objective of this evsluation is to be of assistance to the )
bperating official. To be effective, th;arefore the function must rest oj\
within the Agency. Other types of evaluations, such as thosé which
emphasize the inter-relationships of all the programs conducted w.ithin
one country, could well be mounted outsidec the Agency without fear of
duplication with the function discussed here. Within th'e.Agency 1itself,| /.
- althouph various alternatives are possible, the logical assignment of
“this phase of evaluation would appear %o be to the Director of the Office.
) of Personnel Administration. Several factors supgprt this view:
3 a) the delegation to this 0ffice of the Agency's broad management

planning and review function. | .

b) the impossibility of divorcing a judgement on an operation's >>/? ?

- effectiveness from an agsessment of the operat.ora.
c) the natural training ground for personnel that an evaluatiﬁn > ?
process. can provide. |
Since the Agency's general management and personnel evaluation and
training functions are asaigned to the Office of Personnel Administration,
the respongibility for the review of field operations should also be

 assigned to that Office.

ten, nor can an evaluation procass be considered successful, if it has
’) been of assistance to only one or two levels of management. The effect-

iveness of an evaluation ayst&l can only be meaaﬁred in terms of its
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irmact on an agency®s cperatinans. '"his factor would :uggest the neces-
sily of establishing an adequatz EW which woul¢ insure A
that .1;,he accepfed recoamcndations are implermented and that the Admin-
istrator and Congrees can feel asswed Qha't nﬁximum utilization of the
funds devotad to this purpose has been made,

In 1igat of the principal oinjactives of thig phace of the Agency's
evaluatioﬁ process, it would appea;* that full utilization of this mamtge-
ment tool can be made in the :lmplexm;ntation of the Agency's "turn-around"
procese., It must hewever be undershood that such ‘effox.'t would only be

a firet stage in the development of 3 long range effort and that-certain

of the functions that might be conducted in this first phase would neccg~

sarily be of a conttnuing nature,

-
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Introduction

The igency kas committed itself pubiicly to achieve a new
dirgction both in its program and in its. management within a period
of three years, Prudence world suggest that as much of this gdal
as possible be consummeted hy the beyrinning of the next Congressional
session. Howevér since the evaluation effort must te .mmmted in support
of operations, it cannot precede certain basic actions, such as the
developméht of the Agency's oréénization and the selection of key
Agency st.sz. It is within these time ;imitatiom thaf the following

.

recommendations are made,

ObjJective and Purpose
Therec appear to be at least four principal areas which "turn-arcund”

_ should emphasize:

a) new program cbjectives , 3 Lo
b) new organization pattern .
~ ¢©) new personncl
d) aew reclationship between Ambassador and AID mission including
administrative support warrangements, |

kvaluation teams can be one useful ool available to the Admine

istrator in effecting changes in these four areas,

. Admittedlys; the implememtaticn of the new program objectives will
be a time-consuming process, This must be done in a systematic and
orderly fashion and cannot be accomplished overnight. The concepts must

first of all be thoroughly t;ndera'oood by all headqusrters operating



and the Office of Per:oanel iduirictration, and certain I'nown factors,
could be obtained on ey ficld pr=sonnel in time to satisfy the Pres-~
sdert!s commitments and the rs2litdes of the domestic political scene,
particulerly as it concerns the new Agency's relationship to the Congress.
Such a judgment, if bused, as suguest;':d, on assessments by several different
scurces, would be equitable fron vhe employee's point of view and could
not bear the stipma of arbitrariness and ruthlessness,

Tre fourth objective of this Phase I evaluation process 1s to develop

a new_relationship bewwsen the Aavassader and the ALD mission including

. administrative sujpcrt arraniemealss  This very broad poal covers many

facters, {rom the very subtle on: of the personal relationship of the . -
Amoassador and the AID director o the more pragratic determiration of |
appropriate administrative suppsri, efforts. It can be assumed that no
more thain a start can be expected oh the relationship 'phase of this goal
since these must be developed ovir a period of time depending on the
| tircumstances and on ‘the individuals involved, Nevertheless, evaluation,
teams cnn. assist field personnel in thic matter by_outli_ning in feneral
‘terms the relationship concepts am-ced upon by the ‘.ashington headquarter
" {'TOuUDS, In repard to the questicn of administrative supnort, it has been
recognized that the existence of two separate administraiive organizations
at each post (i.e. State and ICA) is wasteful and ineffective. The Agency
has surpested that one of tle two organizations be mads résponsible Lor
the provision of administrative services at cach post, The assessment
of each 6rganizat.ioh's capabilities, post by post, should be assigned
to the evaluation teams,

Ali four of these ob;jecgiVes (1.2, program goals, organizétion,

staffing, relationships) are part of the "*:urn«around"“' phase, Evaluatiox/




teams should be utilized to offect the necessary changes and since their
efforts can be mounted in a rclatively short period of time, this can
assist to accelerate “he process,

LY

Organization and Staffing

Immediate actior. snould be taken o egtablish the Field lfiaagemant

and Cperations Ieview Livisicn. A senicr officer, preferably ons with

scme experience in this funetion, siculd be selected and provided with

the broad puideilines discvsscd in this prospecﬁuso The um".;ated assump-
tion throughout Shis paper has been that although other mechaniesms might
exist to accomplish the purposes of this phase of the Agency's evaluation
process, the pref::rable one is the technique of assessment by 'i);x-thea
spot surveys by carefully solected teans, Theréfore, the. Divisior; Chief'e
first priority must te the selection of thr; member:” of the teams and
of a staff for th2 development ef the field operations review process
on & eontiming taslc. |
: ‘The Division Chief should be guided by thg following principles
in selection of personnel: -'
a) Since ‘he implementation of tho teams? recomnendations will
rest Hrimarily with the Remonal A.;sistant Administrator, thu

personnel chosen nust have the approval of these operating

of‘ 'dcials,

lo insure adequate U!IDl(.lﬂ"lltatl(‘n, at 'Least one member of ‘the

team should be an operating off-i.cml of the peographical area

to vhich the team ic assigned.

Since part of the assigned responsi.ility (:l.e. development of

appropriate relati&mhips between the jimbassudor and the AID

mission) is one in which he Department of State has equal interest,
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the Department should be requested to riominate at the earldiest

posaible moment one of its employees to each team.

In order to insure adequate coverage of the new program concepts,

one member of ench team should have participated to some extent

in the develcpment of those concepts. It i5 not necessary for
this member to have been assigned full time to the Fo:'eign
. Assistance Task Force, but he should have sufficient knowledge.
of the background to be able to provide full information on -
the various background factors that were considered in thq
establishment of the concepts. ’ |
Cne of the main obJectives of the Phagse I evaluation a.ctiﬁties .

is an analysis of the present senior staff, Based on the sound theory .
that personnel should only be evaluated by their peers or superiors,

it 1s mandatory that at least the team leader be of sufficient stature

and rank to evaluate Missicn Lirectors.

It is estimated that the Agency will have approximately four months
(September throuffl; December) in which to conduct this Phase I evaluation.
The mapnitude of the task and the requirements of the times strongly
suggest the necessity of conducting this propram in a vigorous and enerpgetic
fashion, concentrating the efforts on tle key oﬁjectivea 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.g» (1) Program and staffing,(2) Manacement and Sﬁéff.’mg ’

-,

and(3) State representative). Since the évaluétion of senior mission .

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

primai-'ily. on subjective inWhitions, it is recommended that ‘this area

»
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of activity be assipgrned to two menters of the team, in order ic :obtain
a miltiple judgment and s3 Lthat not only cne officer is burdened with

this somstime unpalateble and aweiome responsidblity. On the 2ssumption
that each team would cvcraga approximatoly two weeks' at each posty it

13 sugpested that at least len teams be assembled wiich, including time

for travel amd occasional respites, will permit full coverage of all
missions within the four months! #ime span. In those geograplilc areas

which have a high number of large and difficult programs, it may ba necessary
to increase the number of required teams since the iwo week avirage for

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

oriority mist be given to the msjor AID programs in an attempt to .

e

amalgamate this evaluation process with the programming cycle for at

least these missionse.

Procedura
The systematic implementation of Phase I evaluation would dictate
.that at least .the following steps be tekem as quickly, as possible: . .-
~ a) the designation ¢l a Chief of the Yivision of Field Management
and Operations Leview; |
. b) the selection of team member.s; |
c) the develcpment and completion c¢f the required briefing bookss
| d) the asscmbly of team members at some central location. (Since
some of these.oi\‘i'i‘cers mey be currently 'assigned to overseas duties,
it is supggested that; these lo_catit;ns be off-shorc, preferably

one in each geographic area).

. the thorough indoctrination of team me::ibers in the objeétivea

. of Phase I evaluen‘.'i*on; .
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VII.

Introduction

The nature of the Phage II evaluntion process is differeat from
that of Phase I, Althoagh the same sudbjects might be covered, the focus
aid approach will differ. In the first place, Phase’ II can be conduoted
in a long-range atmoaphsre. This faqtci‘ not only applias to the time
available for the team to conduct such evaluatlion, but also to the
context in which & team approacnes its analysis. Furthermore, Phase II
assessments musﬁ ba mads against fumiliar and gonerally egrerd=-upon
standards and criteria. Tean compositlons msy be different in that
personnel from outside the Agency shculd be included. .Alao, some atten=~
tion needs to be devoted to the requirsments of the Departments of State,
Defense and USIA and conslderation needs to be given to the paraliel =
efforts of these orgonizations.

Oblective ard Puppose |

Phase II evaluations will agsess the effectiveness of a program's
gggggement. Basicnlly; of cource, the final responsibilliy for such.a
jvdgment must reat with the operating offlecial, principally the regional

Asalstant Administrator. Basic mohagement prirciples,  however, dictate

that such operating offieials have avallable for theif use a btool which
is.divorced from the day-to-day operations. Three principal factors
support the validity of this concept: (1) the inability of ths operator
because of time limitations to make nn unhurried and deliberate judgment,
(2) the diffieulty any operator may have in seeing the bpcad apeétrum
vhen continually immersed in the day~to-day detaila, and (3). the desir- -

ability of subjecting an operation o the objective serutiny of an out-

L 4
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A word of coution is in order in this last factor, Although tile prin-
oiple is sound, its implusrentaticn at tirmes has been thoe prineipal
wonknass of an evaluntion eyston. Tropar wnalysis of an operatton noﬁ
oply regiires the jud-ement of 1 disinterog-ed vparty, but abt the same -
time nmust take into cousideratian the native cirocumstances of a situation.

An ovaluator who <oes not 4ttornt to tnke into conslderation the obstaocle

and difficulties confronting ths cperator tends to make his analysis

useless, Tho gatisfaciory dete~ninatica of the propor balance betweén
these two pohentially conflictinz points of view will depend primarily
on the gelection of canmablc parzcnnel Cor tho bcamc.. If the Agenoy is
not wllling %o make its vor'y bast of"lcers available for this function,
it rny bo be:'s’;er not to mount the evsluation effort in the first place,
Copahle afficers ruct he asalmed to the Divigion of Fiold Menagenont

‘20d Querations Review avan at 412 righ of dending somo other importapt -
Aeanay {iactione Too much is at stalke, as ICA's experience will bear out,

to assign anything less than the best to this activity, -
In addition to evaluating the eff‘ectiveness of 2 program or project,

" the evaluntion process can also provide another important ingredient ==
wiformity of operaticus. It 13 recognized that the naturs and circumr
staices of ench progran ~ay reqiire dif "erent operational approaches,

but in time such divergence will result in administrative chaos,
Bvaluction tagne con hring wifority of operations to this internationsl
development effort Lr insuring the universal adoption of the bnsic con= |
cepts. Theso teams will also bn ablo to raonort to headguarterg those -

deviatdons ncgensitated by local rocuirerentge Furthermore, since these

feams will in a relatively briaa period of time examine many difforont
L 4

' opemtions. the:r can serve as a mmmuummim brinzing




innovations and practices of ons nission 4o the attention of many others.
It is rrobably in this context ulmt evalluation teams can serve thoir most
useful role by ecesisting operoling sfficials to improve the effectiveness
oi: their nrogrsme Experience gained {n one mission !.s of'tan applicable
to the altuntions in othars,

In connection with the desirabiiity of crogsge=fertilization, each team
should be instructed to devote specific attention to misasion activities
that arncar to be particularly sucesssful or dismal faillures. These
actidiltion_should o oncht o the aisention of the Office of Doveloment
Regaareh.and A,cmipgpm,_rp“g_o_t;‘m:g]gmw, By the same token, evaluation
“eams ghould be r;reparnd to undartake special assipnmentsfbr this Offlee, .
showld it have an interest in a sypecific mission program or project. R

0per§ ting effectiveneas cannot bn divorced from the capabilities of
the operators., Sound procedures can he rendered vold by lnept personnel.
An assessment of program efficizncy must, b 1ts very nature; include an
evalustion of the personnel assigned to that nrogram. Ag one of its
principal functions, evaluations teams muat i)e required .to provide a:;
ahiegtive and distnterested sualzsiaof senlor miaslon staff. This can-
riot, of course, be the sole standard of judgsment but -can add a dimension
to the‘employee's corposito pleture, |

It is not tho intention of thls prospectus to imply that evaluation
18 a ore=time proposition. On the contrary, effective evaimtion can
only be accbmplished by a dally review of all operations, Tanms can ba
beneficial in providin: opsrating o"ficlals with an objective view, Thq?'
can be even nore usefiul if thoy can nasist in the dovelomment, of a_pempne-

nsm.mm_am_mign_nzw » This 1s especlslly important when one

_ consid: s the vast Tolo tﬁdt an Ambasaador must play. As the principal
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Us S. official in a countzry, the Ambassador must be provided adequn te
tools to insure that his rTols can be ef'fectively discharged. To date,
the consensus of interosted of "i.cials would secm to indicate that ine-
.sufficiont attention has hean dovoted to this matter, Evalvation teans,
‘'as part of their continulur responsibilities, should be recuired to
i}‘;é'gasiat the Ambsssador and the Miasion Director in establishing a con-
‘tinuing evaluation process at the country level thaﬁ'will provide adaql_JA‘ta.
" soordination, strict enforcement of the Ambsssador's policies, and a |
'me.dna of detecting in advanes potential trouble areas. g |
| The evalﬁntion systen sheuld pfovide a w@_mmumm for .
employeas who have the pol.ential to asaume the respongibilities of the
hirhest positions in the Areney. - Although evaluation teams should be
© headed by senior officiuls of ’Lhe Agency, other members should be
'ae" getad for their pcntonti'xlu m torms of future assigmlente; The
opportunity for an officer to examina the operationa of several nissions
should be invaluable if his suhsequou assigmnents 1nc1ude desir_ma'bion
“an Deputy Miasion Direotor or lMission Direetor. Although it has been
»men‘bio;med previously, it is worth repeating iha*lj; the key to a' successful
avaluntion systen 1ies in the caliber of j:ersonnel' assigmed to 14, If |

"the operziting officials cannot reoly oh the judgement of the evaluation

team members, then cornlderablo cost and time v,gill hava been expended

needlessly. . o
‘ Finally, it is inoumbent on the Director of the Field Management h
and Operations Review Divizion to view his functions part;y'in' terms - |
of the total I, S. efforts. Other qg*,encies vith overseas nrograms have
""‘eatgblished comparatle evaluntion or inspection practices. The multi-~

N T 4
plicity of thase offorts may tond to have a nepative effect on field

- "‘ |~.”'.. .- . '." ) ., /
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_operations and fnr:xy overly~turden and confuse field staffs. gb_ge.&g»
, axlioation sdth the Inazection Corpg ¢f Stafie and USTA would seem
. ] essential, including exchange of inforaation, .clear delineation of
/ responsibilities, possible exchange of personnel, and whenever possible
a Joint endeavor to permit the fAmbnsazior to view his entire operhtion
as one entity rét.her than fragmented sagmenis imposed on him by the
'arbitrary Washington lixecvtive Branch organizationes .-

. . X Opeanization and Staffing

iR The administmtive lsaderahip for this evaluation éffort should ‘
R ' . fa
stem from the Office of Personnel Administration, It must, however, =« |

" have the full mipport of all the opseroting units of the Agency.‘ §§lﬁ£=
tdon of persoonel izt be a joint endeaver, naeotiated belwoon the
- Bagional Asstatant Mnlaisirator.and tae Diveater of the Office of
3 . Pergonnal Adpinistrstion. Onc2 again it must be emphasized that only
the 708t capable personnel should be assigned to this function, The

~Job raqui:eménta met be drafted in swsh terms to insure this important
"'gc‘alo For example, should the current ICA porsonnel evaluction system

| continue, no person vho ranks below ﬁhe upper 10% of his evaluation = i

'panal should be selected for the teams, Other adequaitg safeguards of K

thig nature should ba déveloped; A

- The Division of Fisld Management and Operations Review should be : !

staffed by a Senior Agenoy cfficial and a permenent staff to provide |

‘the necessary supporto. Initially, 1t may be necessary to auvgment the.

permanent staff with personnel on detail to assist in the development -

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

D program. Of primary importanca in this first atuge j.a,_thg_dﬁﬁlnmen& ' 2
_ o
. % . ¥, ° It 18 . ! .
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not, sufficient to assess a project apainst an “efficiency" goal for the

torm 1s too vapue to te meaningfiul eithor to the ewluator or the opere
ating officia;. Consideration rmst be given to the establishment of a
cpneise and broadly understood body of principles which would serve. as
goals for the mtssion stuffy and provide a measurement against which
progreué can be assessed. This is indeed a difficult assignment, but
mst be abcomplished even at expanse of delaying the initiation of

‘Phage II aveluation for sevoral months, Without ity evaluntion can ‘be

ia meaningless exerdise, subjoct to bitter controversy _anﬁ perhapa scorn "f

or neglecto .
The st,af‘!‘.in~ of the teams should follow approximately the same
pattern developed for the Fhase I teams. In the first place, the
nemhexa must bo selected from the Asency's most capable parsonnal.
Secondly, strong consideration nmst te given to migglon directors who
would profit from an opportunity to rewview opsrations of other miesions

muuhmnext_aawm Teams should also be ataffed with Agenoy

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

appear to have the mmmwummmmmmnm
thelr next agaicnment. A tour of duty on the staff of the Division of

Field Management and Cperations Review should ndt be ovorlookod as a
. fertile training ground fo:r personnel who anpcar to have the potential
of bécoming thg future 1naders of the Agency.

Undd sho evoten is Tully davelonsd, it s Tocomonded that ovale
waklong ba wndestnleen on an ad koe baglsg, being rasponsive to the requests
of any operating offieisls of the Agency. ’l‘hoae requnsta may core from
"an Assistant Adninistrnm:; or the chief of any of the staff of‘ficea or
a H:!.gsion Diroptor. It ts incmnbent on the Of‘fice of Personnel Adxnin-

P
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‘before any fTormal evaluation system is adopted:

19,

istration to respond to these raqussts in Qn expeditious and positive
manner for the future ol the vhule system may well depend on the
benefits the .opera'ting of ficlals derive from these requests. Iha
Bizision of Tield Mongpomant and Ogorntioas Roview ds a garvicae
organization and mist adhere to this veineiple if it is to have an
1inpact on the Agenoy's operations an'd if it ie.to achleve that status
in the urganization it deserves.

Although the Division 1s an integral part of the Offlee of Personnel
Administration, tho conduct of its operations will he a joint responsi-

bility with the appropriate Regional Bureau, The' teams? reports will be .

.gubmitted to the Assistant Adminigtrator, who will'nccept. and implement -

those recommendatsions approved by him, The Division of Field Management
and Operations Review in establishing its procedures, nceds to assure |
that an adequéte followe-up svsten 1is daveloped, including a reporting
system to the Administrator so that he méy be kapt advised of the

endeavors of the teams and thelr impact on the Agency's opérationao i

Reports must bo kont confidentinl if they are to be at all useful
Should outside pressures force the public disclosures of these reports,

‘it is recommended that their formats be ab devised to insure that all

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

“the theory of Executive Privilego,

Irocedure
Briefly, it is sugpgested that the following stepé be undertaken

a. Development of necessary procedures, including format and
- substance of briefing books. |

il . be Adoption of criteria and standards. - ' ‘

- |




Drafting of objectives and goals for the Div'sion of Field

Management and Operations Review,

Undertaking of several ovaluations on a test basis to deveiOp
_ the necessury exrerience and *o tcat the validity of oriteria
. and assumptions. -

Undortaling of evaluations on an ad hoc basis as requested by

operat ‘ng officiala,

~ Establishment of a 'register of Agency personnel qualified to

serve on evaluation tecams, R
A1) the above steps should, of course, be t'a‘ke.n wvithin the frames
of reference estéblished by this prospectus.- Since no ﬁrgenoy scems .
to be apparen'i: for the initiaticn of Fhase II of the process, it 18 l.,.
urged that all care be tal ‘em in developing a séund 'systom which would.
be responsive to the needs of the Aéency. Tost studies should be.
conducted until an end preduct is developed which can vhe of positive
"_'assistance to the operating of<iclals. Exnlzmﬂnn_j.a_mt_nnd_m_nmn
mmwuwmmw
nozt 1L prorerly used and adecuntoly. gl




