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I. FOREWORD 

This Task Force was commissioned by the Deputy Administrator in early April to be the 
"last task force" on personnel. Its assIgnment was to complement the work of prior 
groups which had reviewed recruitment and training and to look at the assignment 
process, career development, and counseling. Also, we were asked if there was a better 
way to organize the functions of PM. 

We reviewed the available data and prior reports on personnel. We extensively 
interviewed Al.D. employees, partiCularly those wor1dng in PM. We reviewed personnel 
operations of the State Department and mM for comparisons and ideas. 

The Summary and Key Recommendations section, as well as the Implementation Section, 
include the major recommendations of the two prior reports on recruitment (J 988) and 
training (1989). 

The Task Force was composed of six current AI.D. employees secunded part-time, three 
private sector consultants, and three retired Al.D. employees. We received excellent 
cooperation from everxone involved and thank them for their time and ideas, especially 
the staff of PM who will recognize many of the recommendations as being theirs. 

We hope this report will help Al.D. to better manage its most important resource. 

i. 



II. SUMMARY AND KEY RECOMMENDATIONS 

This report recommends fundamental changes in the way Al.D. manages its human 
resources. Such chimges are needed because the current system is inefficient and a source 
of frustration for both employees and managers. 

Effective change will be measured by the existence of a motivated, skilled, cooperative, 
and trusting workforce. This will require long-term planning. consistency, and staying 
power by tfie senior management of ALD. 

In this report, we have attempted to identify what we consider to.be the fundamental 
problems and principles involved. 

The principles we believe to be key are that: 

o 

o 

o 

o 

o 

Al.D.'s employees are its most important resource. 

They are hired to achieve the Agency's goals. 

The employee's goals of fair treatment, logical assignments, and oprortunities for 
training and promotion should have a definite connection to ALD.s programmatic 
goals. 

The function of human resource management must be placed at a senior level in 
Al.D.'s management structure so that It has the power and authority to get its job 
·done. 

Top management levels in the human resources organization must have 
professional training. Staff at beginning levels should be trained before they start. 

The fundamental problems encountered were: 

o A beleaguered Office of Personnel Management, in which most Al.D. employees 
and supervisors had little confidence. 

o An inefficiently organized, trained, motivated, and computerized PM. 

o An assi~nment system characterized as an "open bidding, closed assignment 
system. 

·0 A recruitment system which continued to focus on replacing departing employees 
and ignored changed directions of A.LD.'s program or the need to have a consistent 
junior officer intaKe program. 

o A complete lack of workforce planning. 
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Major Recommendations 

This report contains 56 recommendations. The Task Force strongly believes ther should 
all be implemented. Following are our major recommendations. The balance 0 the 
recommendations flow from these. 

We recommend that the Agency: 

o 

o 

o 

o 

o 

o 

o 

o 

o 

Upon approval of this report, establish an Implementation Group to carry out the 
recommendations. This group should be chaired ry the Deputy AdminiStrator and 
include the Counselor to A.l.D., Director of the Office of Human Resources, and one 
full-time staff assistant. 

Create a new Office of Human Resources (OHR) as an independent office reporting 
directly to the Administrator. This would replace the existing Office of Personnel 
Management. 

Begin the reorganization of the personnel function into three main operating units -
Career Development, Personnef Operations, and Labor and Employee Relations, 
and into three staff units - Policy and Workforce Plaruting, Personnel Data 
Systems, and Administrative Staff. 

Provide explicit guidance from Senior Management to OHR on the future directions 
of the Agency and types of human resources needed so that workforce planning 
can be done. 

Assign a head of EP AP as soon as possible. This flosition is part of the 
responsibilities of the new Associate Director for Career Development. 

Combine backstop cones to correspond to the four programmatic goals set out in 
the new legislation proposed by the Hamilton Task Report, plus cones for 
administrative management and program direction. 

Move immediately to address the serious public relations problem PM now suffers 
by tasking its management to do its basic work better. Reduce errors, return phone 
calls, be responsive, develop tracking systems to locate paper work, get to know the 
bureaus and their programs better, and visit some MisSIOns. 

Reinstate the 101 program as a true entry-level program hiring people in all 
backstop cones. n should have a full-time coordinator and be patterned after the 
101 program prior to 1984. . 

Task the Office of Human Resources with developing an action plan or identifying 
recruitment sources for minorities and women. Also, OHR should organize an 
aggressive outreach effort which targets those sources and makes frequent use of 
A.I.O.'s female and minority staff as recruiters. 
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o 

o 

o 

o 

o 

o 

o 
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Establish a centrally managed budget for travel and per diem related to all training 
courses, and make the DSP course mandatory for promotion to FS-l. 

Create standard career patterns for FS employees which include training 
opportunities as well as tours in central A.l.D. bureaus. 

Require all FS candidates for EPAP level jobs to have completed assignments in one 
or a combination of administrative management offices - Financial Management, 
Human Resources, Contracting, or Procurement. 

Strengthen the role of the supervisor and employee in career development and 
counseling by requiring an annual training and development program for each 
employee to be Slgned by the supervisor. Add a requirement to tfte EER that 
employee development skills be included as a critical element of rating for all 
su pervlsors. 

Increase total FS slots in central bureaus by 20 positions over the next 2 years. 
Designate an equal number of GS/ AD/SES slots in the regional bureaus. 

Increase maximum percentage of GS/ AD/SES officers in .oF' designated positions 
Agency-wide to 20%. • 

All Ilf'W assignments of GS employees to .oF' designated jobs to be time-limited 
appointments of 2 years. 

Implementation Plan 

The Implementation Plan presents, in tabular form, a listing of our major 
recommendations with our best estimate of the time and resources required if they are to 
be implemented. Most actions are cost-free, but some, like the reorganization of the 
Office of Humiln Resources, will require additional effort beyond A.l.D.'s current 
resource allocation if they are to be lIDplemented eXf>€ditiously and effectively. We 
believe there is a cost of not acting, an amount buriei:l in low performance which cannot 
be measured. The plan is separable. All recommendations are not of equal importance, 
but all deserve posltive conslderation. The reform program should be initiated soon and 
can be completed within 1 year. 
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III. QlI.REER DEVELOPMENT AND COUNSELING 

1. Is~1Jg: There is no comprehensive career development activity in the Agency. A.l.D. 
stilH are promoted to managerial supervisory ilnd executive positions witfiout requisite 
experience in areas crucial to being an effectJve manager. 

Findings: Despite the Foreign Service Act's mandate to establish a "professional 
development program to assure that members of the Service obtain {he skills and 
knowledge reqUired ilt various stages of their career," and the Agency's stated policy to 
organize a comprehensive program of career development, not enough has been 
accomplished to satisfy thiS requirement. . 

Good milnagement principles call for comp'rehensive career development programs 
which establish career patterns and are built around assignments and training 
opportunities. Such programs are synonymous with good management principles in 
organizations which excel in meeting therr objectives and recogruze the value of their 
human resources in the process. The concept of leadership devel~t~ent seems to have 
been lost in A.l.D., where staff prized for analytical and conceptu . tion skills are thrust 
into leadership and supervisory roles without adequate preparation. 

The currE-nt situation calls for a serious commitment on the part of employees and 
supervisors to chart career patterns of "development assignments" which broaden 
experience in a progressive way and provide for training at timely junctures in a career. 
Cilreer Development officers can playa meaningful role in assisting with the 
development of patterns and monitoring adherence to them. 

As for the Foreign Service Executive assignment process, eligibility criteria should 
include service m such offices as Human Resources, Procurement, Contracting, and 
Finilncial Management. Potential Mission Directors need solid grounding in these areils. 
History hilS demonstrated that these areas are troublesome for senior managers because 
they have not been exposed to them in any meaningful way. 

Eecomme.ndatiQQ: Criteria for promotions into executive level assignments should 
include, as a requisite, an assignment in the Office of Human Resources, or Financial 
Management, or Contracting and Procurement, or a combination of them. 

2. I&ue: Training is not related to career development. 

EindiJ1gs.; Training is largely employee initiated and not part of any A~ency scheme to 
insure that the training is timely and pertinent to either tlie employees or Agency's 
long-term needs. 

Agency training operates on an ad hoc, self-nominating basis, and some important 
courses, e.g. Devefopmental Studies Program, are poor1y subscribed. Operating budget 
ilnd worklllad constraints make it very difficult to "free employees for courses. 
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Training courses do not adequately address the Agency's skill needs based on new 
program directions such as private sector, agribusmess, natural resource management, 
technology transfer, and international trade. 

The existing trend toward the procurement of outside expertise will likely accelerate. 
A.LD. staff are quickly becoming the managers of contracted expertise rather than 
"doers." Such a role calls for sharp contracting and procurement management skills as 
well as a certain level of technical expertise in order not to lose control of the program. 
Both call for tailored training efforts. 

Staff development and training which are primarily the responsibility of employees and 
supervisors are very uneven and appear to be low priority Items. 

Recornmendatiolll>: 

o 

o 

o 

o 

o 

o 

Strengthen the role of the su pervisor and employee in career development and 
counseling by requiring an annual training and development program for each 
employee to be signed by the supervisor. 

Tangible recognition should be given to supervisors who actively and continuously 
participate in staff development. 

Foreign Service promotion precepts should be modified to reflect time spent in 
training as a positive factor for promotions. 

Budgets covering travel and per diem for training courses should be centrally 
controlled to overcome field Mission's reluctance to send staff to training programs. 

The Development Studies Program should be made mandatory for all Foreign 
Service officers as a requisite for promotion to FS-l. 

Training needs assessments should be given high priority to identify training which 
corresponds to emer!)i..ng program trends and legislative directions such as those 
outlined in the "Hamilton Report." 

3. ~: Supervisor roles and responsibilities for counseling subordinates are poorly 
defined and Agency backup in counseling is badly scattered in PM. 

Findings: There is no clear focus or clearly defined responsibility for staff development 
. and counseling. Supervisors are not effectively held accountable for performing these 

. roles. 

Because of A.I.D.'s worldwide program and far-flung field Missions, the managerial 
responsibility needs reinforcement (not substitution) from Career Development Officers, 
who are already in place at various levels but not closely collaborating. 
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The Agency's only formal effort at providing counseling is fragmented in three different 
locations in the Office of Personnel "Management, i.e., the Executive Personnel 
Management Division, the Foreign Service Personnel Division (Career Development 
Officers), and the Training DivisIOn (Civil Service Counselor). 

The separation of the Executive Personnel function from the mid- and junior-level Career 
Development function provides an information gap in the ladder for upward mobility of 
aspiring candidates. It also complicates the backstopping and transition of officers 
moving from executive to non-executive assignments. 

The pool of potential candidates who are seeking assistance and guidance in promoting 
themselves for executive-level consideration, inc1udes Senior Foreign Service Officers 
who are not currently assigned to executive positions, and large numbers of FS-ls and a 
smaller number of FS-2s. 

Non-executives have several choices when seeking advice. They can go directly to the 
Executive Personnel Division for assistance, but this presents a heavy workload for a 
small staff in dealing with employees who have not 6een screened as candidates. Or, 
employees can call on their Career Development Officer seeking their guidance on 
executive possibilities. The quality of adVlce in this instance is rikely mixed. There does 
not appear to be close collaboration between Executive Personnel Management and the 
CDOs of the Foreign Service Personnel Division. 

On the Civil Service side, the situation is even more vasue, as the one and only career 
counselor to GS employees is located in the Training Dlvision and the role is viewed 
more or less as a training function. 

The impact of these efforts would be significantly greater if counseling and career 
development services were consolidated in one division of the Office of Human 
Resources (Personnel Management), and supervisors at all levels were held accountable 
for their roles in staff development. 

Recommendations: 

o Performance evaluations of all supervisors should contain a critical element 
addressing their responsibility as first line counselors on staff development, 
training, and employee problems and concerns. 

o Consolidate all career development/counseling activities currently being carried 
out by the Career Development Officers of Foreign Service Personnel, the staff of 
the Executive Personnel Management Division, and the Civil Service Counselor in 
the Career Development and Executive Resources Division to be formed in the 
Office of Human Resources. (See V., Paragraph 2. D.) 

o Assi~ a Senior Foreign Service Officer, preferably a Minister Counselor who has 
MiSSIOn Director experience, to head up the Career Development and Executive 
Resources Division. This officer will double as the Senior Executive Personnel 
Officer. 
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4. Issue: Long-term vacancies in the career development functions are indicative of the 
low priority tfie Agency attaches to the function. 

Fln<:ijngs.: The senior counselor's position, i.e., Director of Executive Personnel 
Mnnagement, has been vacant for six months, and one of the six Career Development 
Officers' positions in FSP has been vacant for more than 1 year. This is a strong signal to 
the system of the value the Agency places on these roles. 

There are few volunteers for the roles of the counselors, because the system views such 
assignments as non-career enhancing. One COO was advised by the rromotion panel to 
seek a new assignment in order to get back into the mainstream of A. .0. business. 
Obviously human resource activities and employee welfare are not mainstream priorities 
for A.ID. That the Agency permits this view to hold sway is stark evidence of employee 
neglect. 

B~co_mmendations: 

o The position of Director of Executive Personnel Management (the new Associate 
Director for Career Development and Executive Resources) should be filled as soon 
as possible by a senior officer with a demonstrated people orientation. 

o COO positions should never be vacant and should be filled with officers who are 
themselves on upward mobility tracks (including Senior Foreign Service Officers) 
with visible rewards for those who serve. Promotion Panels should be instructed 
thilt service in the Human Resource area is vital to Agency interests and is tn be 
rewarded. The Assignment Board should make a special effort to see that there are 
solid onward assignments for these officers. 

5. Xss_ue: The Agency has not provided the Career Development Officers an adequate 
structure and budget to carry out their roles. 

Eimlings: The Career Development officers are doing a good job, but they could do 
better. They have a heavy workload, as each COO averages 250 clients (when the office is 
fully staffed -- more when there is a long-term vacancy). Many Foreign Service officers 
touch base with their COO, and the COOS have a good knowledge of their clientele. 
However, the COOS are not able to engage in the development of long-term career 
patterns, because the system lacks discipline to hold employees and supervisors to 
commitments and the assignment system is highly unpredictable. 

Like all personnelists, the COOS need to travel more but they cite the lack of travel funds 
as a major impediment. During the past 18 months, the COOS have traveled a combined 
total of 11 weeks (but 10 weeks of this total is attributable to two people). The COOS have 
no formal training in counseling. They have taken the initiative on an ad hoc basis to take 
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a variety of short courses (2 days) on interviewing and listening skills, but this training is 
not a substitute for developing a cadre of counsefors with well-noned counseling skills. 
The Agency's Training Division, in consultation with the COOS, should be able to 
organize a formal training course for officers who have been identified as candidates for 
counseling positions. Counselors need more than the few short courses and 
on-the-job-training that they currently receive. 

RecomrnendatiQM: 

o 

o 

o 

A more disciplined system of assignments and use of supervisory evaluations to 
ensure training plans are viewed as serious commitments should result in clearer 
career patterns for use by employees and COOS. . 

Operating budget priorities must be reordered to provide adequate travel funds for 
cDos and others in the Office of Human Resources. 

The Training Division should be tasked to organize a formal training program for 
COOS to be taken in advance of their assignments. 

6. I~Lsue: There is not much career development at junior levels because there is no 
balanced entry-level hiring in A.ID. 

findings: The Agency does not have an International Development Intern Program to 
provide a well-trained cadre of young officers in all disciplines who will provide the 
Agency's future leadership. The mia-level hiring of the past few years has been 
detrimental to a balanced workforce. Claims that lOIs have been hired recently are based 
on a limited number hired in a few specialties, with no one focal point for their training 
and development. The results are uneven training and an unbalanced approach to the 
A.l.D. workforce. 

Operating budget constraints have been used as a reason for not hiring junior officers as 
lOls. 

RecomroendatiIDls 

o Operating budget priorities should be r~rdered to provide funds to reinstate the 
traditional IDI program with junior officer hiring for all Agency disciplines. (See 
also V., Paragraph 2 B.) 

o An 101 coordinator should be appointed to organize a comprehensive rotational 
training program (in Washington and overseas) for all lOIs and to provide a focal 
point for the program. 

o The focal point for the 101 program should be assigned to one person in the Career 
Development Branch of the new Career Development and Executive Resources 
Division, not spread among the various Career Development Officers. 
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IV. ASSIGNMENT PROCESS 

1. ~..e: Is the assignment system serving the interests of the Agency and all its Foreign 
Service empluyees? 

fjndin~: Typically around 600 moves take place during an annual assignment cycle. 
The mechanics of the process are an orderly succession of calendar events, which are 
managed by FSP / AB and take place in a timely manner. 

There is a consensus that 90-95% of all assignments are negotiated to agreement by all 
parties in advance of the Assignment Board meetings. This has led to the 
characterization of the system as the "open bidding-closed assignment system" which 
most employees view as a source of information to be worked through persona! contacts 
and informal networks. 

Many employees in the assignment process receive assignments high on their preference 
list. Given the extensive networking described above, we would expect that to be the 
case. For example, Personnel Management statistics show that of the 477 employees who 
subm1tted COARS in the 1987/88 assignment cycle, 305 (64%) received choices 1 through 
5. The same table does raise an issue, however, by reporting that 169 employees (26% of 
those eligible to bid on jobs) did not submit COARS at all. Either a substantial portion of 
these employees were relying completely on the informal system or had ~iven up on the 
system altogether. Further analysis is called for on this part of the reportmg. 

Networking, brokering, reference checking, and informal communications are a natural 
process, widely practiced and accepted in both the private and public sectors. A.LD. is 
no exception, where extensive broI<ering and negotiation precede the Assignment Board 
meetings. The system is being effectively manipulated by some of the players. The real 
clout in the process lies with receiving units (Missions and Geographic Bureaus) whose 
demands are usually met. The Geographic Bureaus and their field Missions are well 
represented by their EMSs, who know the system intimately and are well acquainted 
Wlth large numbers of employees. They playa very active role in the overall process by 
polling tbe Missions with lists of vacancies and candidates to ascertain Mission Director 
preferences among bidders. They consult Career Development Officers, Personnel 
Officers, informal backstop support groups, and large numbers of employees. Indeed 
communications channels seem well used among all of these. 

Certainly Mission Directors of large programs with acceptable living conditions seem 
well served. The strongest performers among employees generally get what they want. 
But there are gaps in the informal networking which must be filled so the system works 
tu everyone's advantage. The gaps are among solid but less than spectacular performers, 
smaller Missions with difficultliving conditions (mostly in Africa), and junior staff 
(including new mid-level hires) not acquainted with the informal systems, central 
bureaus, and service organizations in Washington. 
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Gaps in the system result in uneveness in Agency assignments and unequal treatment of 
employees. the gaps must be filled, and all employees must be aware tnat expressions of 
interest in positions, networking, and assertiveness are all fair practices in the process. 

The assignment process described above is undisciplined and is largely governed by 
Mission Director demands and employees desires (both very important parts of the 
equation but with the need for balance with Agency needs and meaningful employee 
development). A number of elements have somewhat diminished the attractiveness of 
Foreign Service careers, e,g.; 

o 

o 

o 

o 

o 

o 

the need to provide spouses challenging and rewarding employment 
commensurate with their skills and aspIrations; 

the reluctance of some Foreign Service families to relocate high school-age children 
to boarding schools; 

increased health concerns; 

the increase of terrorism; 

decreased job satisfaction due to a heavily earmarked program; 

increased use of contractors for program design and implementation; 

Clearly the assignment process must accommodate employee needs whenever possible 
or risk an unhappy workforce and the loss of employees in the process. But Agency 
needs must also be factored into the equation. 

We know that few Foreign Service Officers serve in Central Bureaus or service . 
organizations and indeed actively avoid such service as detrimental to their careers. In 
fact such assignments would provide the experience necessary to a well-rounded career 
moving toward senior management responsibilities. In addition, it would foster a better 
mutual understanding and appreciation between Foreign Service and Civil Service 
employees and contribute to a more cohesive workforce and program. 

Creating career patterns, mandatory assignments, and training opportunities as requisites 
for senior promotions will establish a certain rigor in the system. It puts Foreign Service 
officers on notice that they are expected to serve in a variety of positIons during the 
course of a career, inc1udmg various geographical areas, hardship posts, Central Bureaus, 

_ and service organizations and to engage m required training activities at certain junctures 
of their careers. A more structured process leaves less room for inequities to develop and 
provides a more predictable basis for planning. 

Recommendations: 

o Adopt and implement a more disciplined assignment system requiring the 
development of career patterns for all officers and certain types of assignments 
prior to executive promotions. It will remove some of the permissiveness from the 
system. A more structured system will reduce, not eliminate, the effect of 
netwurking and will result in more balance. 
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Intensify efforts to educate employees regarding the informal versus formal 
assignment system. COOS, Personnel Officers, EMSs, and many of the technical 
andoackstop support groups are already involved, but COOS should take the lead 
to ensure that all employees understand how the system works (or how to work the 
system), Training programs like the New Entry Orientation and Managing Your 
Career for Women are excellent forums for spreading the word. 

2. ~: The Foreign Service Assignment Branch has been given a role it does not fulfill. 

Findings: The Assignment Branch is misnamed because it creates the impression that 
assignments are made by the Branch. In fact, most assignments are negotiated to 
agreement in the informal system, processed by the Assignment Branch, and given the 
Agency's stamp of approval by the Assignment Board. 

The placement roles of the Personnel Officers in the Branch have been badly diluted. It 
has always been unrealistic, and somewhat unfair, to expect the Personnel Officers to 
play other than a processing role in the system as currently constituted. Personnel 
Officers are criticized for not filling the placement role, but they simply do not have the 
clout to do so. They are separated too far from the operating missions, the bureaus, and 
Foreign Service officers overseas. They do not have ready access to information 
necessary to being a major partner in the process. They perform very little travel (two 
trips in two years for the Branch), SO their knowledge and appreciation of life and work 
abroad is limited to what they can learn in their brief contacts with Foreign Service 
employees when they are visitin~ Washington. It is not unusual for staffto retreat to the 
enforcement of rules and regulations when they find that they do not have access to 
information which would enable them to playa larger role. Indeed, Assignment Branch 
personnel have a formal orientation towaid the rules, regulations, and precepts of the 
system and are looked to by the Agency to be the monitors of the formal system. But 
even compliance roles can be played in a tactful, helpful, and positive way. The Asency 
must assist the Branch in creating a more positive atmosphere to enhance its effectiveness 
and reputation. 

The PM workload is a heavy mix of actions necessary to support the Foreign Service 
scattered over the world. A list of the responsibilities which makeup the total potential 
workload of the Branch is provided in Table I (pp 12-13). The Brandl receives lrom 
250-300 action cables per month which touch on multiple combinations of the items on 
the list.' PM reports tfiat during the one year period May 1,1988 to April 30, 1989, the 
Assisnments Sranch processed over 2000 personnel actions. Just the reassignment of 714 
ForeIgn Service officers by itself generated a large number of multiple actions on the p'art 
of the Assignments Branch staff. The result is a large volume of bureaucratically detailed 
and time-consuming personnel actions, most of wfuch demand multiple clearances and 
generate a large volume of documentation. Most of this workload is handled by three 
teams in the Branch each staffed with two or three people depending on vacancies. These 
teams are supported by a Processing Support Unit of seven personnel assistants. (See 
organization enart at Table II (p. 14). 
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TABLE I. 

Staffing Specialist Responsibility Within PFM/PM/FSP /AB 

Assignments 

Knowledge and interpretation of AB precepts 
Knowledge of duties entailed in each position 
Knowledge of Officers' background, capability and past performance as it relates 
to suitability 
Knowledge of rules and regulations concerning length of tOUI'S, eligibility for 
R&R, HL, etc. 
Validation of positions to be advertised 
The COAR process 
Requests to Did out of cycle 
Extensions, within Mission/Bureau reassignments, etc. 
Nomination cables 
Negotiation with Bureaus, Missions, EMS offices, CDOs 
Language proficiency and medical clearances 
Analyze backstop vis a vis shortages/overages 

Allowances/Benefits 

Travel 

Medical insurance 
Medical Evacuations 
Life insurance 
Home leave 
Rest and recupo:ration 
Post differentials 
Danger pay 
Home service transfer allowance 
Foreign service transfer allowance 
Advancement of pay 
Separate maintenance allowance 
Education allowance 
.Education travel 
Special education allowance 
Alillualleave 
Sick leave 
Administrative leave 
Retirement/ separation benefits 
Expeditious naturalization 
LWOP - approval! disapproval recommendation; monitoring advisement of 
benefits 
LCE recommendations; notifications/separation of employee 

Evac-uiltion - medical, death, or because of disaster 
Assignments - transfers, mid-tours, direct transfers 
Shipment of HHE, UAB, POV, and consurnables 
Eligibility for dependents' inclusion in orders 
PreparatIOn of travel authorizations 
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Per diem rates and allowability 
Fragmented home leave 
Travel by cost construction method 
Advance SMA travel 
Delayed arrival/early departure to/from post 
Education travel . 
Consultation and TDY travel 
Residency and dependency/divorces/marriages, etc. 

Training 

Preparation of training requests 
Coordination with TD 
Logistics - timing, hotels, per diem, etc. 
Coordination of1an~uage training, including allowable lengths, method of 
instruction, monitonng of progress 
Waivers -language, new entry, other 
Determination oflanguage for LDP, tenuring 

Special Programs 

JCC /RJCC/IP A 
LIT 
Details to other agencies (letters of agreement) 
Fellowships 
Task forces - special/unique procedures 

New Hires/IDIs/Mid-levels 

Travel to A.I.DJW 
Orientation to forms, benefits, procedures 
Timecards 
Entering into system (RAMPS) 
Coordination with CD for placement 
IDIs and mid -level hires 

. Reemployed annuitants 
Resident hires 
Tenuring monitoring/ coversion to career status 

RAMPS/Data 

Maintain data on all FS employees 
Update various reports, lists, rosters, etc. 
sis and 50s 
Corrections (on 35+ PER forms) 
Daily maintenance of staffing patterns 
Special requests for computer runs 
WIGs, MSIs, etc. 
Transfers, reassignments, separations, etc. 
Benefit changes 
Identify backstop needs/projected retirements/estimate 
of hiring levels 
Adjustments ofnC dates 
Coordination of LCE 



Team A 

Supervisory Personnel Officer I GS·12 
Personnel Officer. GS·' 1 
Personnel 0 Hicer, GS-S 

• 

TABLE II 

FOREIGN SERVICE PERSONNEL 

ASSIGNMENTS BRANCH 

Chief, GS·14 

Deputy, GS·1J 

Administrative 
Operations Assistant 

GS·8 
GS·6 

Placement Assistant 

GS·7 

Student Aids 

GS·3 
GS·2 

, 

Team B 

Supervisory Personnel 0 ffieer, GS-12 

Personnel Officer. G5·7 

, 
Processing Support Unit 

Supervisor, GS- proposed FTE 

Personnel Assistant, GS·7 
Personnel Assistant, GS·7 
Personnel Assistant, GS·7 
Personnel Assistant, GS-6 
Personnel Assistant, GS-6 
Personnel Assistant, GS-S 
Personnel Assistant, GS-5 

T earn C 

Supervisory Personnel Officer, GS-12 (VJCJlllj 

Personnel Officer, GS·l1 

>-' ... 
I 
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The Branch's reputation has suffered over the years with the most frequent complaints 
focusing on attitudinal problems, poor quality control, and length of time to complete an 
action. 

These complaints have a basis in fact but one must look at the situation into which the 
stuff has been thrust. The staff of the Branch are a graphic example of career immobility 
and the consequences. Expertise in the Foreign Service Personnel System is not 
transferable (not even to Al.D.'s Civil Service Branch), and so the senior members of the 
staff (several of whom have been in the division for 17 and 18 years) have effectively 
reached a dead end. Without fresh challenges and hope for mobility, there is a natural 
pbb of enthusiasm and the risk of complacency. Junior staff rotating into the office 
quickly perceive the definite lack of career mobility and opportunities and leave the 
Branch. 

The situation has created a great deal of frustration among the senior personnel officers 
and rapid turnover among the junior staff. This turnover means that the staff is in a 
continuous start up mode but in fact there is no formal training program for new 
employees. Given the uniqueness of the Foreign Service system, there is little training 
available in normal government systems and no one has the time to provide much on the 
job training. The lac1< of current standard operating procedures further exacerbates the 
situation. New staffers learn by doing and admittedly make mistakes which get into the 
system and contribute to the Branch's image problem. 

The Agency must provide career mobilitY. for the assignment Branch staff. The 
consohdation of Foreign Service and Civil Service Personnel will provide that mobility. 
The staffs of both divisions will be cross-trained which will proviae career mobility to 
FSP staff and a better appreciation of Foreign Service issues to CSP staff. Rotational 
assigrunents from the combined division to EMS offices would broaden staff even further. 

Training for new employees in the Assignment Branch is an immediate need for 
improvmg their own confidence and the Branch's image and effectiveness. Training 
£ackages flowing from the consolidation of FSP and CSP must follow closely. Standard 
Operating Procedures must be a high priority even if FSP must resort to a contract to get 
the job done. 

In a more disciplined Foreign Service assigrunent system, the Assigrunent Branch 
becomes an Operations Branch, but will continue its oversight role on assignment 
precepts. In fact there will be additional precepts to monitor but the Branch must play 
this role in a more positive way than is currently the case. Providing job mobility and 
training will hopefully raise morale and impact on attitudes and client relations. 

The unit needs a better appreciation of Forei!)n Service issues and at least occasional 
TDYs are badly needed. "Travel in tandem WIth EMS staff or Career Development 
Officers would be helpful orientations. Such travel must be given a higher priority in the 
allucation of operating funds. 
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Recommendations: 

o 

o 

o 

o 

o 

o 

o 

Consolidate Foreign Service and Civil Service Personnel Activities into one division 
in the new Human Resource organization. This will provide much needed mobility 
to Assignment Branch staff and will enhance career development, improve morale, 
and increase effectiveness. (See also Section V-2-1 for further reasons to make this 
consolidation.) 

Since the consolidation of FSP and CSP will take up to one year, begin immediately 
the rotation of the two staffs, as a transition to the reorganization. Immediate 
rotations will provide training and relief for the largely imIriobile staff of the 
Assignments Branch. 

Task the Training Division with organizing training programs in anticipation of the 
consolidation. Trainini\ modules should be put into place quickly to cure the 
training deficiency which currently exists in the Assignments Branch. 

Establish Standard Operating Procedures as soon as possible even if it has to be 
contracted out. 

Reorder priorities on allocation of operating funds to provide travel funds for 
Personnel Officer orientation to foster a better appreciation of Foreign Service life 
and work overseas. 

Move new employee processing from the Assignment Branch to the Recruitment 
Division. It more properly belongs in Recruitment and will somewhat reduce the 
Assignment Brandl workload. 

Provide the Branch with assistance in programming newly-installed Wang 
equipment. 
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v. Q_FFICE OI:.P.ERSONNEL MANAGEMENT 
ORGANIZATION. FUNCTIONS. AND STAFFING. 

1. ~u..e: PM is not given priority in ALD:s orSaniziltional structure, has a difficult 
time convincing capabfe officers to spend a tour Wlth it, gets the short end of equipment, 
space and budget, and is not doing its job as well as it could. 

fil1~: Human resource management deserves a higher priority than it is accorded in 
ALD. Throughout the management world, the importance of employees as a critical 
resource for organizational effectiveness has been recognized and acted upon. But ALD. 
has not kept abreast of this thinking and tends to take its employees for granted. 

Historically, the A.LD. program has attracted highly motivated employees, whose 
principal rewards came from job satisfaction. The personnel system, although always 
cited by employees as impersonal and ineffective, was less important than the satisfaction 
of contributmg to change in the developing world. People worked for AID. in spite of 
an uncaring personnel system. But careers in ALD. and life in the Foreign Service have 
changed dramatically, and the Agency can no lon~er afford to take its workforce for 
granted. AID. field staff are no longer hands-on 'doers," but have become managers of 
contract resources who in many cases design, implement, and evaluate the program. 
Washington bureaucratic layering and end1ess paper processing stifle creallvity and 
initiative and result in a frustrated and cynical workforce. 

Life in the Foreign Service is further complicated by spousal careers, increased reluctance 
to be separated from high school age children, concern caused by random terrorism and 
the riskS of newly emerging diseases. There must be other trade-offs to attract and hold 
employees. A well run, people-oriented personnel system, which demonstrates a caring 
attitude is one of those trade-offs - perhaps the most important one, and one which 
employees have been looking for over an extended periOd of time. 

We believe that the critical importance of the Agency's personnel function, coupled with 
the many personnel management problems that this ana other recent studies have 
identified, dearly call for the direct inYcl.vement of the Administrator, the Deputy 
Administrator, and the Counselor in the personnel process. 

Such a move would: 

o 

o 

Give greater organizational visibility and clout to the Office of Personnel 
Management; 

Emphasize the priority which top management assigns to the overall improvement 
of the Agency's human resources management function; and 
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Assure that the major changes in personnel management which we are 
recommending in this report will be fully implemented. 

RecommenQaJiQn: Constitute the Office of Personnel Management as an independent 
office, reporting directly to the Administrator, and change its name to the Office of 
Human Resources. 

2. ~: Is there a better way to organize the functions now performed by the various 
components of PM in order to provide more efficient and effective personnel services? 
Are there any functions being performed elsewhere that should be brought into PM? Are 
current staffing levels of the various PM components appropriate? 

FinQin~: In our view: 

o 

o 

There are a number of functions currently assigned to PM (or assigned elsewhere) 
which are not now being adequately performed and require strengthening within 
PM; and 

There are a number of functions for which responsibility is currently scattered in 
PM, and which should be combined in one division or staff. 

A Workforce pJannin~: In the current PM functional statement, workforce planning 
is assigned to various uruts: 

o 

o 

o 

o 

The Executive Personnel Management Staff (PFM/PM/EPM) is responsible for 
"timely promulgation of periodic projections of overall and specific executive-level 
workforce requirements." 

The Personnel Systems and Program Evaluation Staff (PRM/PM/PSPE) "conducts 
continuing analysis of AID.'s personnel resources against short- and long-run skill 
requirements ... publishes information workforce requirements ... and develops 
annual forecasts of requirements for positions and personnel upon which decisions 
on Foreign Service recruitment, retention, and promotion are made." 

The Assignments Branch (PFM/PM/FSP lAB) "plans and coordinates ... input to 
the ALD. Workforce Planning System ... in formulating short- and long-range 
workforce plans." 

The Staffing Services Branch (PFM/PM/CSP ISS) provides "input in the 
development of Agency projected r~uirements for recruitment, development and 
placement of Civil Service personnel. 

But, if there is one roint on which everyone in PM seems to agree, it is this: there's really 
no one in PM who 1S doing meaningful workforce planning. Indeed, at the present time, 
the function - particularly as it entails the forecasting of the personnel reqUIrement - is 
not being performed anywhere in the Agency. 
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Officially, there is one employee in the Office of Financial Management (FM) with 
workforce planning responsibilities. What he actually does is monitor FTE levels to be 
sure the ceilings are not exceeded (and available OE funds not depleted). 

The rationale and need for strengthening the workforce planning function were 
well-documented in the recent assessment of the Foreign Service and Civil Service 
Recruitment Systems prepared for DA/ AlD. The reported stated: 

"AI.D. cannot have an effective recruitment strategy without 
comprehensive/ continuous workforce analysis ... We recommend that a new 
workforce planning unit include oversight by senior staff to ensure top-level 
attention to our recruitment strategy and to define occupational skills and personal 
qualities needed to manage our programs." 

In his memorandum of November 7, 1988 to the Administrator, AA/PFM recommended 
the establishment of an Office of Organizational Management and Workforce Analysis 
(OMWA). He also recommended that OMWA be an independent office reporting to 
AA/PFM. 

We strongly agree on the need for strengthening the workforce planning function. But 
we also strongly believe that the function should be strengthened within OHR - that 
workforce planning is such a crucial input to the whole recruitment and career 
development process that the function must be under the direct supervision and control 
of the OHR Director, and not in FM, where budget concerns will continue to drive the 
process to the detriment of rational planning based on needs and directions and 
personnel skills and attention. 

In this report we recommend that the OHR Director report directly to A/AlD. Assuming 
that this recommendation is accepted, there is an even stronger case for the new OHR to 
be fully responsible for 'workforce planning, so that workforce issues can be brought 
directly to tne attention of the Administrator and Deputy Administrator. 

~mmend1!.tiQ!}: Strengthen the workforce planning function within the new OHR, not 
in the proposed new OMWA The function together with five new positions, three 
professional and two clerical, should be assigned to the new OHR Policy and Workforce 
Planning Staff, described further below. 

B. Th-.e Inte.mational Development Intern UDD Program: 

Findings: 

o The Career Development Branch (PFM/PM/FSP/CD) is currently assigned 
responsibility to "manage the IDI program, providing for the training, development 
asslgnment and counseling of all IDls after their entrance on duty." 
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There is, however, no one assigned full-time responsibility for managing the IDI 
program within PFM/PM/FSP/CD. In the past, there was always an "IDI 
Coordinator," somewhere in PM, who arranged IDI field assignments and handled 
all aspects of their AID /W training and rotational assignments. 

The recent Assessment of the Foreign Service and Civil Service Recn.:itment 
Systems also recommended that "A.ID. should reinstate the IDI and Management 
Intern programs as major means of getting bright entry level people into the 
Agency." The report also notes that "the IDI program has lost its special identity." 

Re<;QIDffienQiltion: Establish a full-time IDI Coordinator position, with a full-time clerical 
assistant. The IDI Coordinator should report directly to the new Associate Director for 
Career Development, described below. 

C. Foreign ~ce Nationals (FSN) (PFM/PM/l"CF /FN) 

Fin.dings.: This unit has the following responsibilities. 

o 

o 

o 

o 

o 

o 

"Formulates and recommends Agency policy on Foreign Service National (FSN), 
Third Country National (TCN), and FSN Personal Services Contract (PSC) 
employees. 

"Carries out liaison with the other Forei~n Affairs Agencies with regard to FSN 
personnel management policies. Negotiates with PER/FSN for acceptance of A.LD. 
policy initiatives prior to presentation to the Interagency FSN Personnel Policy 
Coordinating Committee. 

"Directs all activities concerned with Foreign Service National administrative 
personnel matters, e.g., Civil Service retirement and the Orderly Departure 
Program, and acts as liaison with U.S. Office of Personnel Management (PM) as 
well as the U.S. State Department (PER/FSN). 

"Provides advice and guidance to A.LD. Missions on all aspects of Foreign Service 
National issues and concerns. 

"Initiates and participates in the development, design, and operation of training 
requirements and career development programs pertaining to Foreign Service 
Nationals. 

"Serves as the Agency coordinator for the overall improvement of the Foreign 
Service Nationaf personnel system." 

This is indeed an impressive array of functions. But there are only two positions on this 
staff and they need more support. 

In the Department of State, 27 people are currently assigned to the equivalent FSN 
functions. State requires more people for FSN issues than A.LD., because it is the lead 
agency in the foreign affairs community for all common FSN issues, including FSN wage 
levels. 
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Nevertheless, ALD. has 7,814 FSN employees (1,121 DH and 6,693 PSC). They constitute 
the largest single category of the Agency's human resources. They represent both a major 
asset and a source of increasing employee unrest. 

It would certainly seem that the whole FSN function requires more attention within PM. 
It would also seem that the function is organizationally misplaced in the Policy, Position 
Classification and Foreign National Branch, of which it is now a part. 

&cornrnendation: Strengthen the FSN function by the establishment of an FSN Division, 
which includes at least three full-time professional and two clerical positions. The senior 
professional should always be filled by a senior FSN, brought to AID/W for a two-year 
traini.ng assignment. The FSN Division should be one of tfie units reporting to the new 
Associate Director for PersolUlel Operations, described below. 

D. Career J2!:yrlopment: 

Find ings.: The recent Assessment of AlD. Staff Training Programs conclude that "career 
development is not taking place in any systematic way in the Agency .... " The report 
laude<f ad hoc staff development efforts of ANE/TR and LA/DR, but not the overall 
career .development work of PM. 

Within PM, the Career Development Branch (PRM/PM/FSP /CD) has the main 
responsibility for career development with specific training programs the responsibility 
of fhe Training Division. 

The Career Development Branch actually does more career counseling than career 
development. But they do not have the time and resources for proactive career 
development - laying out career patterns by backstop cone, programs and assignments 
5-10 years in advance. 

Actually, new leadership has considerably strengthened the CD Branch over the past 
year. In 1988, the staff was able to meet with 65% of all FS employees for at least one 
half-hour counseling session. That compares with only 25% in 1987. 

Still, a lot of the counselors' time is taken up with employee relations work - including 
the full-time efforts of one professional who handles substance control, family and 
financial problems that employees bring on an ad hoc basis. 

Finally, it should be stressed that the Branch only handles FS employees. There is 
virtually no effort at career development for GS employees in the Agency at the present 
time. Yet, the Agency continues to have more than 2,000 GS employees on its rolls. . 
Within the Civil Service PersolUlel Division, no unit is even assigned career development 
responsibility on paper. One employment development SpecialISt in the Training 
Division does some ad hoc counseling with GS employees. "Counseling" is listed as an 
employee relations function, with the Employee Assistance and Benefits Staff 
(PFM/PM/CSP /EAB); but no career counseling is done there. 
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Recomme~!iQn: Assign a new Counseling Division responsibility for career 
development of all FS and GS employees. That this unit not engage in any employee 
relations type activities. These should all be handled by the Employee Re1ations Division, 
recommended below. The new Career Development Division should be built around the 
current Career Development Branch (PFM/PM/FSP /CD), with the addition of two Fr 
professional and one Fr clerical position, to strengthen GS career development. One of 
the new professionals would be the transfer in of the Employee Development Specialist 
from the lraining Division. The Division should report to the new AssOciate Director for 
Career Development, described below. 

E. Employee Relations: 

Findings: The PM functional statement assigns various employee relations 
responsibilities to at least seven different organizational uruts. An eighth unit actually 
handles considerable employee relations work, though it doesn't show up on paper. 

Following are the current official assignments of employee relations tasks (unless 
indicated by FS or GS, the task is performed for all categories of employees): 

Administrative Staff (PFM/PM/ ADM) - A.I.D. savings bond program, Emergency 
Loan Fund and Loan Fund Board, income tax advisory services, and voter 
information 

o Personnel Policy Branch (PFM/PM/PCF/PP) - incentive awards program and 
executive secretary to agency awards committee 

o Career Development Branch (PFM/PM/FSP /CD) - substance abuse (FS), family 
problems (FS), psychiatric problems (FS), and financial problems (FS) 

o Recruitment and Special Service Branch (PFM/PM/FSP /RSS) - equal employment 
opportunity activities (all employees), health & life insurance (FS), survivor's 
benefits (FS), medical benefits (FS), compensation for death & injury (FS), post 
evaluations (FS), medical clearances (FS), emergency visitation travel (FS), and 
agency awards (FS) 

In actuality, the Srecial Services Branch no lo~r exists. It's people have been moved to 
the Employee EvaIuation Branch (PFM/PM/ /EE) where they perform the following 
services. 

o 

o 

Employee Assistance & Benefits Staff (PFM/PM/CSP /EAB) - employee rights and 
benefits (GS), retirement (GS), health & life insurance (GS), survivors benefits «;5), 
adverse actions (GS), drug & a:Icohol abuse (GS), disciplinary actions (GS) 

Special Assistant to PM Director (PFM/PM/OD/SA) - Administrative FS 
dISciplinary actions 
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o Assignment Branch (OFM/PM/FAP / AB) - medical & life insurance (FS), 
expeditious naturalization (FS), and retirement benefits (FS) 

Clearly there is some scatteration, if not downright duplication and redundancy, in the 
way employee relations are currently handled within PM. More analysis may be 
required to fully sort out what each of the above offices is actually domg with each of its 
assigned employee relations fWlL-tions. 

The case for consolidating the responsibility for all employee relations work in one office 
is strong. 

Reco.mm~1l01!tio!l: Assi~ all responsibility for employee relations functions to a new 
Employee Relations DiVlSion. It should be built around the current staff of the Employee 
ASSistance and Benefits Branch (PFM/PM/CSP/EAB), plus the personnel in the 
Employee Evaluation Branch (PFM/PM/FSP /EE) who are currently doing employee 
relations work., All employee relations and "special programs" work currently being 
performed by the follOwing offices should alsO be transferred to the new OHR Division: 
PFM/PM/FSP /CD; PFM/PM/ ADM; PFM/PM/PP; PFM/PM/FSP / AB; and 
PFM/PM/OD/SA. The new Division should report to the new Associate Director for 
Labor and Employee Relations, described below: 

NQ~: The sorting out of employee relations functions and people to establish the new 
Division many not result in a net increase/decrease of staff But it should free up 
considerable staff time for other work in the "losing" offices. 

F. Recruitment: 

Ein.diru1;s: The Agency's recruitment function was recently the subject of an Assessment 
of the Poreign Service and Civil Service Recruitment Systems. That report made a strong 
case to "give the function proper emphasis" and recommended combining all FS and GS 
recruitment in one office reporting auectly to the PM Director. 

There is no need to repeat here what is already contained in the assessment report, which 
is on the record and awaiting implementation action. 

R~CQ.I)1.ID.!~Ildruj@: We agree with the assessment report on Recruitment and endorse its 
recommendations for the establishment of a central Recruitment Division -- with a net 
increase of two full-time positions after all the other related personnel shifts to 
consolidate the function are made. The new Division should report to the new Associate 
Director for Career Development, described below. 

G. Polky...I&velopment: 

finding:;: Within PM, responsibilities for policy development are currently assigned as 
follows: 
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o The Policy Special Programs Branch (PFM/PM/CSP /PSPB): "Formulates and 
recommends policy and procedures for employment of all A.l.D. Civil Service 
personnel, GS employee relations and beneJits and performance management 
functions." 

o The Personnel Policy Branch (PFM/PM/PCF /PP): "Overseas the formulation of all 
personnel policy, and interprets and explains policies and regulations relating to 
A.lD.'s personnel systems; and 

o Develops and or coordinates the development of all personnel policy, handbooks, 
interagency regulations and procedural issuances." 

o Formulates and recommends Agency policy on F'SN, TCN, and F'SN /PC 
employees." 

There is unnecessary redundancy between the work of the Policy and .Special Programs 
Branch (just GS policy) and the Personnel Policy Branch (all personnel policy) and a 
prime facia case exists that the two units be combined. We also believe that policy 
planning and workforce planning should go hand in hand. They are mutually enforcing 
and should be combined in one unit. 

Kecomm~ndaJill!l: Establish a Policy and Workforce Planning Staff by merging the 
current policy development functions and personnel ofPFM/PM/PCF/PP and 
PFM/PM/CSP /PSPB and adding the worKforce planning functions now assigned to 
PFM/PM/PSPE. 

H. Executive P~nnel Manageme.nt: 

Eindil\~: Responsibility for the assignment and related actions pertaining to the 
Agency's most senior employees (SES and SF'S) is now in two phces: 

o The Executive Personnel Management Staff (PFM/PM/EPM): "Coordinates the 
development and administration of the Agency's Executive Personnel Management 
Programs, with particular emphasis on foreign service executive-level personnel." 

o The Policy and Special Programs Branch (PFM/PM/CSP /PSBB): "Provides 
continuing advisory and technical services and staff support to the Agency's 
Executive Resources Board and the Performance Review Board for Senior Executive 
Service employees." 

There are many more SFS employees (284) than SES (42), and a much greater workload 
associated with SF'S positions and employees. The SF'S assignment process works 
through the Executive Personnel Assignment Panel (EP AP). The SES assignments are 
made by the Executive Resources Board (ERB). Yet the basic executive management 
functions are the same: to counsel the senior officers of the Agency; to decide on their 
assignments; and to process them after assignment decisions have been made. 
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In our view, the processing function involves routine tasks, e.g. cutting orders, arranging 
the shipment of household effects, which are similar to the personnel services provided 
to all employees, regardless of grade. Thus, these tasks can be handled by the same office 
that handles them for all employees. 

~~!ldi!tion: Assign the processing functions for executive personnel of the Agency 
to the new Assigrunent Division described below. 

With respect to the counseling and assigning of executive personnel, we believe a 
separate Division is justified. Its responsibilities should include the staff work associated 
With preparing the agendas for EP AP meetings, and the ERB staff work as well. 

We believe the Division (built around the present PFM/PF/EPM) should report to the 
new Associate Director for Career Development; and this Associate Director should be 
the senior officer of PM concerned with brokering the assignments of executive level 
personnel to both the EP AP and ERB. 
Recommendation: Constitute the current Executive Personnel Management staff as the 
Executive Personnel Division, reporting to the new Associate Director for Career 
Development. Responsibility for processing executive assignments should be transferred 
frum the old PFM/PM/EPM to the new Assignment Division, described below. 

1. Civil Service and Foreign Service Personnel Operations: 

Findings: Most of the organizational changes recommended above are designed to 
consolidate like functions (recruitment, career development, policy development, 
employee relations, etc.) in a single PM office, regardress of personnel system or category. 

The one consolidation which we believe can have the most dramatic effect in improving 
PM's efficiency and effectiveness would be the consolidation of all common CSP and FSP 
operational responsibilities. 

The advantages of having a single organizational entity to handle personnel operational 
activities for both the foreign and civil service would include: 

o 

o 

The capability to provide one-stop service to A.I.D. managers and employees on 
personnel matters and problems mvolving the application and interpretation of 
foreign service and civil service personner regulations and procedures; 

The establishment of a cadre of personnel generalists to perform the professional 
duties associated with the selection and placement of both GS and FS employees. 
The generalist concept is widely acceptea in the personnel community and is 
generally used to streamline the serviCes provided to managers and employees. 
The use of this concept would also afford our personnelists the opportunity to 
obtain knowledge and skills which are easily transferable throughout the federal 
persormel community. 
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Improved communications on operational matters which are of common interest to 
both FS and GS employees, including a more coordinated approach in the 
designation of positions in either the F of G category. 

An opportunity to establish programs to make better use of available talent in the 
Civil Service workforce. Sucb programs would go a long way in eliminating the 
notion among our 2,OOO-plus GS employees that they are treated like second-class 
citizens; and 

The elimination of the unwarranted competitiveness that now exists between CSP 
and FSP, and a more balanced workload among the various components with PM. 

There is solid support within PM for an FSP-CSP merger particularly within CSP. There 
is also some strong opposition ("the two systems are just too different"), particularly in 
FSP. 

We recognize that there are significant differences in the policies and procedures 
affecting FS and GS employees. And we concede that there would be a difficult period in 
which some PM employees would have to learn a whole new set of assignment and 
placement procedures. But we believe that our personnel officers have the capacity to 
learn and take on some added responsibilities. _ 

Recommendation: Place all common "operational" personnel functions under a new 
Ass9ciate Director for Personnel Operations. The organizational units reporting to the 
new Associate Director should incfude a combined (GS-FS) Assignment Division, a 
Position Management and Classification Division, a Recruitment Division, and 
Evaluation Division, plus the upgraded Foreign National Division recommended above. 

3. ~: Should Agency awards responsibilities be transferred from the new OHR to the 
Office of Public Affairs (XA)? Should the Agency's payroll function (now located in PM) 
be realigned into the organizational structure of OHR? (Both of these shifts were 
included for examination in the the team's scope of work.) 

Findings: The Agency awards function has traditionally been a personnel function as it is 
in most Federal asencies. Within PM we believe the function is currently misplaced in 
the Personnel Policy Branch (PPM/PM/PCP /PP). Thus, it is one of the functions that we 
recommended be moved to the new Employee Relations Division. But, we see no 
justification for moving the function to XA. Awards are meant to be an employee 
incentive not a public relations exercise. 

Moving the payroll work into the new OHR makes some sense on functional srounds, . 
but the payroll function is performed by relatively junior clerks, who are startmg their 
careers m PM. If they were moved to OHR, they would be in dead-end jobs as far as 
career advancement is concerned. There would be no other positions in OHR to which 
they could aspire. In PM, there are many other financial management positi.ons which 
provide career ladder opportunities for the payroll clerks. Thus, we believe the payroll 
function should remain in PM. 
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As far as the FS allowances function is concerned, we see it as a clear SER/MO policy 
function, related to the travel and transportation of A.I.D. travelers and their personal 
property. It also involves coordination with State on joint allowances policies. We see no 
particufar rationale for PM taking on this work, and have found no one in either PM ur 
SER/MO who argues strongly for such a shift. 

Recmrunendation: Make no change in current bureau organizational locations of awards, 
payroll, or FS allowances. 

4. ~u~: Is there a need to establish three new senior positions in OHR to supervise the 
three major dusters of functions which our recommended organizational changes would 
create: career development, personnel operations, and labor and employee relations? 

Ei.ndi..!:!gs: We believe that the size and composition of each of the three clusters requires 
the fulf attention of an officer of SFS or SES rank. This would add three executive level 
positions to PM, a move which we feel is warranted in its own right, in order to attract 
morl' experienced officers to PM. There are currently only two executive level positions 
in PM: the Director (SFS) and the Deputy (SES). ,. 
E~c:Q[)Ull!:'!ldatiPn: Authorizes three new executive level positions for PM: Associate 
Director for Career Development (SFS), Personnel Operations (SFS), and Employee and 
Labor Relations (SES). 

5. ~: Does PM (to be renamed OHR) have adequate space? 

Find~: It becomes immediately evident to anyone who visits PM that the office as a 
whole not only has insufficient space, but that the existing space is badly configured, 
poorly maintained, and probably constitutes a safety hazard to the PM staff. In a word, 
the PM space situation is deplorable. It is a serious morale problem for the PM staff, and 
a public embarrassment to the Agency and the U.s. Government. 

It would apple'ar that PM has been given the lowest priority within the Agency when it 
comes to the allocation, renovation and maintenance of space. Clearly PM as presently 
organized needs more space (25%?) and a more decent space layout. Perhaps a fourth of 
the staff is C"Urrently in some kind of a bullpen or behind a temporary wall in what was 
meant to be hall space. 

But the better part of valor would be to make no immediate space moves until all the 
organizationaf issues contained in this and other extant studies are settled. Then 
someone needs to sit down and map out a whole new space plan for PM - hopefully 
with a considerable increase in the overall amount of space, and with enough available 
funds to properly configure and renovate the assigned space. 

Rec.oJnm~ll\;l.illillJ]: Give priority attention to the legitimate space needs of the Office of 
Human Resources. 
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6. ~: Are existing delegations of authority within PM adequate? 

findings: Responsibility for issuing appropriate Delegations of Authority within the 
current PM - to take final action on a variety of personnel actions - is vested in the 
Personnel Policy Branch of the Policy, Position Classification, and Foreign National 
Division. The last time that the Delegations were reviewed and updated was August of 
1986 - almost 3 years ago. The staff of the Personnel Policy Brancn is the first to concede 
that these delegations are probably seriously out of date. They say they have just been 
too busy with other more pressing tasks to undertake a new update exercise. They 
suggest that the time to do so would be as soon as the present exercise (including a 
potential reorganizational within PM) in concluded. 

o 

o 

There is clearly an urgent need to update the delegations at the earliest 
opportunity. Doing so in the context of a new OHR organizational structure 
certainly makes sense. 

To organize and update the existing delegations identify gaps, write 
subdelegations, and develop a computer program to cross-reference functions to 
authorities, will require approximately 12" person-months of effort. 

Recommendation: Revise and update existing PM Delegations of Authority to reflect the 
organizational changes that flow from this and related studies. 

7. ~~: Does PM have adequate Standard Operating Procedures? 

Findings: Federal personnel regulations prescribe not only many of the policies 
(particularly for the Civil Service system) that PM must follow, but also specific 
procedures that must be adhered to in carrying out certain personnel functions. The 
procedures for carrying out a GS Reduction in Force (RIF) are a good example. But there 
do not appear to be many Standard Operating Procedures within PM that set down how 
this or iliat function/process should be handfed in the absence or a relevant Federal 
regulation. There do not appear to be any written guidelines to either help a new 
employee learn his or her job, or that someone courd use to jump in and take over a new 
position in the incumbent's sudden absence. 

"Sevenil PM offices are writinl!) (or planning to write) PM handbook guides for Agency 
managers/supervisors in therr functional areas. There is an awareness within PM that 
Standard Operating Procedures would be extremely useful. But also a conviction that 
there will never be enough time to develop good SOPs, given all the other demands on 
their time. The level of effort required to do a thorough Job of writing, crosS-reference, 
and automating SOPs is at least 24 person months and will probably never get done if 
only PM's internal resources are used. 

Ee~ommendil1iQn: Make available OE funds for the new OHR to contract for a survev of 
the functions/processes which lend themselves to Standard Operating Procedures alld 
the development alld automation of such SOPs. 



- 29-

8. ~: Are PM needs for computer hardware and software receiving adequate 
attention? 

Findings: While a review of ADP was not a part of the scope of this study, a few 
observations must be made: 

o PM operations have been a low priority in A.I.D.'s computerization efforts. 

o IRM: has not been responsive to providing automation advice to PM. 

o Only recently has PM besun to get WANG PCs and software to access RAMPS and 
payroll. We suspect this IS not adequate particularly on the software side. 

Recommendation: Review current status of the computerization in PM to determine if it 
is a properly planned and supported effort. 

9. Annexes: 

PM's current organization and staffing are shown at Table III. The chart at Table IV 
depicts the new organization and staffing, if all our recommendations are implemented. 

The present PM staffing totals 175 positions: 139 FT, including 12 Intermittent 
Consultants (TI); and 24 IT, inc1ucfmg 4 temporary full-time (TF). Another 25 persons 
from the Complement are normally a1so working somewhere in PM at any given 
moment. They constitute a substantial additional resource upon which PM relies heavily. 

Our projected PM staffing (TABLE IV) is 184 positions (152 FT and 32 IT). But we have 
not factored in Complement people. Some of our new positions would do the work 
currently handled by people off the Complement. 

All of the staffing changes/additions which have been recommended are summarized on 
page 32. 
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TABLE IV 
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S!.lM!'4ABY OF STAFBNG OiANGES 

OPM Front Offkl: 

Full-Time Specialist Assistant (disciplinary actions) moves to new Employee Relations 
Division 

Administrative Staff 

Loses about one-haU person-year of workload (special programs) to new Employee 
Relations Division. But no staffing change. 

Executive Personnel Management Staff 

Loses two full-time positions (processing of executive level assignments) to new 
Assignments Division. 

Personnel Systems and Program Evaluation Staff -
Los<:,s one full-time (?Osition (Agency awards) to new Employee Relations Division. But 
gain's five new full-time positions (workforce planning function) in newly constituted 
Policy and Workforce Planning Staff. Also add one part-time policy person from PSPE. 

Associate Directors 

Three new full-time positions as Associate Directors for Career Development, Personnel 
Operations, and Labor & Employee Relations. Plus three new full-time secretarial 
positions to support the Associate Directors. These new positions can replace six 
positions currently in the FSP and CSP Division Front Offices. 

Training DJ0.rum 

Loses one full-time poSition (GS counseling) to new Counseling Division. 

New Counseling Division 

Built around old FSP Career Development Branch which loses one full-time position 
(drug abuse, etc.) to new Employee Relations Division. But Division sets three new 
full-time positions, one of wruch is transferred in from the Training Division. 
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VI. THE FOREIGN SERVICE-CIVIL SERVICE BALANCE IN A.I.D.N! 

. LI~: How to fill more central technical/supp(lrt bureau jobs with FS officers - to give 
those bureaus a better grounding in the reality of field misSIOns, programs, projects, 
problems, and personnel, and to give those officers a better grasp of AID.'s technical and 
administrative management functions. 

FindiItgs.: One-third of AI.D.'s central bureau/independent office positions (those 
graded GS,13/FS 3 or higher) are filled by FS officers. The latter occupy two-thirds of the 
officer positions in regional bureaus. IG and FV A are exceptions to thlS generality. In the 
four largest central bureaus, FS officer percentages of total officer staff vary considerably, 
i.e., PPM: (41 %); PPC (23%); S&T (17%); and PMS (16%). On paper, SFS officers occupied 
54% of all filled senior (SFS, EX, or SES, and all EPAP) positions in the central bureaus. 
But some SFS employees are assigned to non-EP AP joos neither managerial or 
supervisory. 

This phenomenon is felt to seriously detract from central bureau relevance and sensitivity 
to field mission and client country needs. 

" 
When required to serve in Washington, most FS officers prefer regional bureau 
assignments because the latter are perceived to be where the action and substance are; 
offer the greatest potential for visi15i1ity, promotion, bonuses, and other forms of 
recognition and reward; and are the best location from which to lobby for the next field 
assignment. 

A minority of FS officers prefer, or at least accept without complaint, central bureau 
assignments. They may nave a technical specliility that makes such a tour as interesting 
and challenging as one in a regional bureau. Some believe they have just as good an 
opportunity to secure a desirable field posting because - if they are in a visiole enough 
position - they have contacts with all our geographic regions. 

But FS officers wishing to serve in a particular central bureau may find, as in S& T, that 
most senior jobs with significant su~rvisory / management responsibilities are already 
occupied by longtime GS/SES/ AD7IPA employees. It should be noted that not all 
central bureau political and senior SE5/ AD managers desire FS employees, because of 
the relatively snort time the latter will spend in the job and perceived relative lack of 
technical expertise. 

AI.D.'s central bureaus have considerable influence and impact on our field programs. 
They design overall policy, budget allocation and strategy guidance affecting a wide 
range of our programs. They may be getting, as with S&T, an increasing share of AID. 
resources to which field programs are increasingly "buying in." PPC decisions affect 
implementation of many fierd program matters on sector activities, policy dialogues and 
donor coordination, 
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Other central bureaus are responsible for the personnel, financial, budget, contracting, 
procurement and administrative, arrangements that can help or hinde: theFS officers' 
abilIty to work and live overseas. Also, as FS offICers rIse m responsIbilIty It 15 

increasingly essential for them to acquire skills in non-program areas such as budget, 
contracting and procurement. 

The central bureaus should have enough FS officers to instill an appropriate awareness of 
the particular problems and challenges of working and living abroad. It makes sense that 
a central bureau tour, at least once in a FS career, would benefit both that bureau and the 
FS officer. 

A change in A.l.Do's "culture" is needed, however, before more FS officers voluntarily 
seek central bureau tours. If the best officers are perceived as going only to regional 
bureaus, central bureau managers will understandably have reservations about 
increasing their "F' designated slots. The larger problem is not just how to improve the 
FS texture of th.~ central bureaus, but rather how to better integrate the work of our 
regional and central bureaus for the Agency's common developmental purposes. 

Forcing central bureau assignments for FS officers makes little sense, and might be 
counter-productive, unless some real progress can be made on such inte!lration. 
Assignlng a larger number of qualifiea FS officers at appropriate points m the central 
bureaus is a key first step in helping those bureaus improve their knowledge of and 
relevance to AI.Do's overseas programs. Accomplishment of the following 
recommendations will necessitate significant efforts not just by the personnel system, but 
also by the leadership of all our bureaus and independent offices. 

Recommendations: 

o Increase total FS slots in central bureaus by 10% (about 20 positions) over the next 
two years, publicize such positions, and encourage qualified FS employees to bid on 
those jobs - more of which should be at senior-enough levels to afford adequate 
supervisory and management scope. This increase of FS jobs in central bureaus 
should be matched by illowing a comparable number of GS/ AD /SES officers to fill 
"F' (Foreign Service) designated slots, for a time-limited term, in regional bureaus. 

o Require FS candidates for EP AP-level jobs to have served a prior AID /W 
aSSIgnment in Human Resources, Procurement, Contracting, or Financial 
Management. 

o Since technical field staff are often not at the cutting edge of knowledge in their 
fields after several tours overseas, send selected FS officers to ad vanced training or 
to reverse IF A assigrtments for a year, as preparation for rotation through, e.g., S& T 
or ppc. Academic or other speciaIist training could prepare incoming FS officers 
for assignments in OHR, OFDA, LEG, etc. 
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Revise precepts for pwmotion, awards, and bonus panels and committees -- as well 
as to assignment panels -- to ensure that such assigmnents have taken place and to 
give adequate reco~tion to work done by FS officers in these central bureaus as at 
least potentially as =portant to the Agency's development goals as work done in 
the reglonal bureaus. 

Establish advisory councils to S&T and OHR/Training to allow regional bureaus a 
more meaningful role in centrally organized and funcfed activities. 

2 . .lsslJ.~: GS officer staff are concerned about restrictions on their upward, and even 
lateral, movement. Some senior managers believe there is • programmatic need for the 
continuity, experience, and specializecf skills GS officers can provide that may not be 
found in the normal FS rotatlOn system. 

fjngi.D~: The Obey Amendment, part of the 1979 Foreign Aid Act, called upon A.LD. to 
create a unified personnel system. The Agency devised a sinsle personnel system 
employing two kinds of officers, those committed to worldWlde availability, and those, 
primarily support personnel, who would not serve abroad. But due to State Department 
and OMB opposition, A.I.D. subsequently established regulations designed to satisfy 
Congressional and OMB concerns within the two existing - FS and GS - personnel 
systems. 

These regulations said all Agency positions would be designated Foreign Service unless 
determined to be primarily of a clerical, administrative, or program support character 
and could be performed without Significant overseas experience or unaerstanding of the 
overseas development pwcess. Agency interpretation of those regulations did not credit 
any overseas experience a GS officer might afready have, no matter how substantial, and 
required that an "F' designated position could only be filled by someone currently in the 
Foreign Service. An imp1icit purpose of the Obey Amendment was to ensure allocation 
of an adequate number of sUDstantive positions for FS officers serving a rotation tour in 
AID/W. Subsequent exceptions allowed varying percentages of "F' designated jobs, 
currently 10%, to be filled by GS employees. 

The absence of greater GS job mobility and possibilities for advancement has led to some 
GS conversions to the Foreign Service, premature departure of some qualified GS 
employees from the agE'ncy and poor morale on the part of many of tne GS officers who 
remain. The existence of two coexisting, separate but not equal, personnel systems for 
career movement and advancement, and the pattern of designating ail officer jobs in the 
Agency either "F' or "G" has led to tension and mutual disdain neither healthy for the 
individuals involved nor for Agency productivity. 

PM and GC have over the last ten years reviewed exhaustively the problems caused, for 
at least somE' of our managers and employees, by the Obey Amendment and our 
subsequent interpretation of it. Despite fewer GS officers today than a decade ago, these 
problE'ms continue and still fester. 
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Over 75% of all A.I.D./W positions are filled by GS staff. What then is the "GS problem" 
in this Agency, and why tFte continuing complaints from GS officers about being treated 
as "second class citizens? We looked at several questions. Do current Agency 
interpretations of the Obey Amendment unduly restrict GS movement, career 
development, and promotion? Are women and minorities particularly discriminated 
against by the Obey regulations, because those groups historically fared better in Al.Do's 
GS, rather than its FS personnel system? As a matter of prior commitments and current 
equity, is ALD. obligated to improve the lot and morale of its remaining GS officers, 
partkularly in the regional bureaus? 

Most Agency GS employees are clerical or administrative support staff. Most GS officer 
positions are found in S&T, PPC, M, and PFM; The typical GS officer, particularly in the 
regional bureau, expresses disappointment and frustration about diffiCulties in moving 
laterally within the Agency, let alone getting promoted. The "F' designation of most 
officer J0bs in the regional bureaus and of certain office directorships in central bureaus, 
particularly the case in FPC, is seen by many GS officers as discriminatory. 

This is particularly true for longtime GS employees in ALD. prior to the Obey 
Amendment. Many of that ~roup daim, offen with considerable bitterness, that the 
Agency has violated its origmal understandings and commitments made to them, at least 
implicitly, about the prospects for a "normal" path of career development and 
advancement. Some of tliese GS officers, and some political managers as well, believe 
that the Obey Amendment and A.I.Do's interpretation of it has seriously restricted our 
ability to fill appropriately vacant jobs. 

These managers and employees may recognize in theory the desirability of diversity and 
new ideas occasioned by FS assignments in central bureaus. But they believe that the 
Agency is unable to get the best person for the job, and has in effect created an 
affirmative action program for FS officers in Washington. The GS 0fficers' attitudes may 
well be shaped in part by the fact that they are usually barred from competing for their 
bosses' jobs when the latter move on. 

What are the facts? Fewer GS officers are in ALD. now, particularly in regional bureaus, 
than there were ten years ago. In 1979, i.e., prior to the Obey Amendment, 57% of all 
officer positions in AID/W were held by GS officers. The comparable 1989 percentage is 
53%. lit the regional bureaus, however, the percentage of GS 0fficers in 1979 was 39%. 
Today it has fa1len to 30%. More dramatic is the G5-FS proportion at higher levels in the 
regional bureaus, where today 83% of all senior positions (defined as SF'S, EX, or SES, and 
alffilled EPAP jobs) are held by FS or SFS officers - and many of the rest by political 
appointees. Comparable senior position data are not readily available for 1979, because 
statistics on EP AP positions, did not exist then. 



- 37-

It is alleged that the Agency's interpretation of the Obey Amendment unintentionally 
discriminates against women and minorities, in that the latter historically advanced faster 
in A.I.D.'s GS ranks than in its Foreign Service, and that now GS officers are barred from 
promotion to many mid- and senior 1evel "F' designated jobs. The Agency's March, 1989 
EEO Workforce Profile does not, however, clearly substantiate the charge of 
discrimination brought about by the Obey regulations. 

That report states that (a) both non-minority and minority women, as well as minority 
men, are lacking at the upper levels of both our Civil and Foreign Service; (b) GS 
non-minority women employees tend to be concentrated at the GS/GM 13-15 levels, 
while minority women are mostly at the GS 5-8 levels, and minority ~n are almost 
equally distributed among all grade groupings from GS 5-8 through GS/GM 13-15; and, 
lastly, (c) non-minority women FS officers are equally distributed at all class groups 
below SFS, while minority women officers are concentrated at FS 5-3, and minority men 
continue to be concentrated at FS 2-1. 

GS employee morale and equity considerations aside, can A.l.D. benefit more than it now 
does from talents of GS officers, and can GS officers brin~ to selected positions certain 
skills, experience, and continuity not normally available m AlD/W from the FS rotation 
system? Most central bureau senior managers recognize that the specialized nature of 
their work and, often, a need for continuity require significant numbers of GS officers at 
all levels. _ 

The mo~t difficult questions on the GS role arise in the regional bureaus, where 2/3 of 
officer jobs are designated ''F.'' Political and FS senior managers in the regional bureaus 
are divided on the need for the continuity and experience GS officers may be able to 
provide. FS officers no longer complain, as they aid in pre-Obey Amendment days, of 
longtime GS officers getting promoted more rapidly than they did, and "sitting on" all the 
good regional bureau jobs. 

In practice, however, managers are wary of the problems posed by bringing on GS 
employees who may prove relatively immobile should they not live up to management's 
expectations, or should program needs change. Such GS officers are not necessarily any 
less qualified than their FS counterparts, but an FS officer not living up to expectations 
will eventually rotate overseas. If not working out in a particular poSItion, moreover, that 
officer can normally be moved, or will agree to move, to another AlD/W job with more 
ease than can a GS employee. The reason for this phenomenon lies not only in the 
differences between G5 and Foreign Service reguJations, but also in that the typical FS 
officer is much more dependent tI1an the typical GS officer on the good will ontis or her 
tater and of the personneisystem governing his or her career. 

Thus, it has become increasingly difficult for incumbents in current "G" designated jobs to 
move within their own bureau, or elsewhere in the Agency. Many feel stagnant or 
burnt-out in their positions. One way to cope with the GS imrnohiliity concern is to make 
more use of limited-term AD appointments, with reemployment rights for the GS officer 
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who wi'lnts to work in a "F' designated position. Such a move into a geographic office 
would normally involve a promotion only if it were to a Deputy Office Director position 
-- since the typiCal desk is not graded higher than GS 13/FS 2. 

Another way to facilitate GS movement in the Agency would be for FSP and CSP to work 
more closely on the use of GS employees to fill vacant "F' designated positions in . 
AID/W, where an FS officer employee is not readily available. 

Lastly, both to meet Agency programmatic needs and to provide an opportunity for 
change for qualified GS officers who have been doing the same jobs for a relatively long 
time, greater use could nlso be made of excursion tours. Such tours - with no 
commitment by the Agency or the employee to any longer-term Foreign Service career -
could accomplISh one or more purposes: to fill vacant joDs; to provide specialized skills 
not otherwise available; enable GS officers to explore interest 11\ possible conversion to 
the Foreign Service; and provide GS officers who did not already possess it with useful 
overseas experience. On completion of such tours, GS officers would return, to their 
prior jobs, which would have been filled by FS officers during the formers' overseas tours. 

A GS officer seeking an excursion tour would normally have to be in a scarce skill 
category, and might find such tours were available only in a hard-to-fill slot in a "less 
desirable" post. 

Today, the basic explicit purpose of the Obey Amendment seems accomplished. FS 
officers are in most ALD. po1icy making jobs. This has brought to this Agency's 
Washington jobs a greater degree of foreign country expertise and recent ALb. field 
mission experience than was here ten years ago, 

The remaining pool of GS could be better utilized for the Agency's good. Some GS 
officers have probably been doing the same kind of jobs too long. With a concerted 
effort, it should be possible to recycle many of these officers for both their own and 
Agency benefit. Some of them should be further encouraged to convert to the Foreign 
Service (or go on excursion tours), and that process should not be made too forbidd1l\g 
and difficuft. Others should be encouraged to get further training or go on a detail to 
another agency to enhance their chances for subsequent movement and advancement in 
the Agency. A last group should be encouraged to seek employment elsewhere or retire. 

The following proposals are difficult to accomplish, and will require considerable 
expenditures of top-level managerial will, time and energy. Again, changes in Agency 
culture and thinkii1.g patterTlS are needed, along with an attitude geared more to 
possibilities for constructive change than to citing regulations on what can't be done. 
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RECOMMENDATIONS: 

o 

o 

o 

o 

o 

Raise the maximum allowable percentage of GS/ AD/SES officers in "F' designated 
positions to 20%, from the current 10% - to sive Agency managers greater 
Flexibility in filling vacant jobs and in acquinng certain specialized sKills not 
normally available in the FS rotation system. 

Make greater use of limited-term (two year) GS/SES positions in regional bureaus, 
renewable at the Agency's discretion. Time-limited appointments (renewable, if 
desired by both employees and management) for desk officers and deputy directors 
- would provide greater continuity and more depth in those offices re knowledge 
of AID/W congressional/budget process, and Washington: bureaucratic procedures. 

Make greater use of q!lalified GS officers in limited-term overseas excursion tours. 

Increase personnel details, short- and long-term training, and "reverse IF As" to 
universitIes and NGOs to equip GS officers with greater skills to assist their 
mobility in A.ID. 

Take other steps to facilitate GS officers' placement in other agencies or early 
retirement. 

Create a senior-level GS career development ombudsman post within the Career 
Development unit to counsel GS officers on career movement and advancement, or 
outward placement/retirement. (See V.2D.) 
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VII. USE OF NON-DIRECT HIRE STAFF 

~\J~: What are the implications of increased use of non-direct hire staff to handle 
workload which in the past was assigned to direct hires? Should further study be made 
in this area? 

Fin~iIl~: Data on non-direct hire trends was obtained from A.LD. monthly report 
W490. (See Table V, A.I.D. Employment Trends.) Some differences exist in the 
individual Missions' interpretation of reporting categories, which make this data series 
less than exact. However, the trend is clear. There has been a steady decrease in the post 
Vietnam era of DH staff and a steady increase of non-direct hire staff. In 1975 total staff 
was 8,359 of which 21 % were non-drrect hire. In 1988 total staff was 12,435 of which 63% 
were non-direct hire. 

There seems to be widespread acceptance of this trend as a necessary and 
appropriate response to A.LD. 's limitation on ceiling and operating expenses. Salary and 
travel for non-direct hire has the distinct advantage of being funded out of program 
funds. 

According to legal opinion, very few functions of A.LD. cannot be contracted out. 
In fact, U.S. government policy as contained in OMB A-76 is to encourage contracting out 
all but essential governmental functions. In A.LD., these functions have been defined as 
approval of projects and financial accountablity. However, 12 contract controllers now 
have voucher certification authority. 

A number of problems are inherent with continuing this trend. Many people who 
are recruited to A.LD. on non-direct hire status have not had previous USC or A.I.D. 
experience. In the field, }'E;ople are often recruited simply because they are there. They 
receive no training and little orientation but begin to do evaluations, write project papers 
and supervise projects immediately. This can result in very uneven quality of work 
product. 

When PSCs are fully qualified as in the case of a retired A.LD. employee returning 
to a previous assignment on a contract basis, then resentment often develops among the 
DH staff over some one receiving most of the privileges, salary, and benefits they do plus 
retirement. . 

Another problem is that if technical and program functions are contracted out, then 
A.l.D. DH employees need to become contract managers of human and financial 
resources. As a matter of fact, the Agency is evolving in this direction. Whether this is 
the way A.I.D. should develop should be a conscious decision not an evolutionary result. 

Eecomrn~D!:L<ilim:!: The workforce planning unit should develop an effective system for 
tracking and measuring the dimension of this trend. A.LD. management should decide if 
the trend and its implications for the DH A.l.D. employee of the future is the desired 
course. 
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TABLE V 

A.LD. EMPLOYMENT TRENDS 

-
Year Direct Hire Non-Direct Hire 

Civil Foreign Foreign Others DH 
Service Service National (AD, etc) Totals 

1965 2,526 3,997 8,270 305 15,098 

1968 2,917 5,511 9,277 325 18,030 

1970 2,634 4,570 7,591 255 15,050 

1975 1,892 2,291 2,226 182 6,591 

1980 1,890 2,016 1,869 151 5,926 

1985 1,428 1,985 1.271 220 4,904 

1988 1,467 1,862 1,170 196 4,695 

Peak employment year 1969 with 27,660 employees. 
Lowest employment year 1982 with 7,413 employees. 

5,658 

8,903 

8,109 

1,768 

2,299 

3,113 

7,740 

Peak Direct Hire employment year 1968 with 18,030 employees. 
Peak Non-Direct Hire employment year 1969 with 11,370 Non-DH employees. 
Lowest Direct Hire employment year 1987 with 4,667. 
Lowest Non-Direct Hire employment year 1976 with 1,537 Non-DH employees. 

"based on mid-year or end of year employment data depending on availability 

Total 

20,756 

25,933 

23,159 

8,359 

8,225 

8,017 

12,435 
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VIII. IMPLEMENTING THE RECOMMENDATIONS 

The key actions proposed in the report include: 

o Acceptance by the Administrator's Office of an expanded responsibility for ALD. 
~uman resource management . 

o A full reorganization of the current Office of Personnel Management (PFM/PM) 

o A major effort by OHR to improve operations for and public relations with its 
ALD. clients 

o Appointment of a Director of EPAP 

o Introduction of substantive requirements and discipline into FS assignment system 

o Expanded flexibility between GS and FS personnel 

o Making Career Development a real part of the Agency Human Resource Program 

o Reintroduction of a stable professional IDI Recruitment Program that will attract 
the young, talented and committed people ALD. will require to implement its 
program over the next 20 years 

Acceptance of the recommendations included in this report will require oversight by the 
Adrrunistrator's Office and will place a major management task upon the OHR senior 
staff. The time and cost estimates are necessarily arbitrary and based on assumptions 
which can quickly fade. Reform will require a high degree of commitment by those 
directly involved as well as full and timely support from other Agency units. Expert 
assistance in system design, space allocation, computer programs and organizational 
modification will be called for. 

We have estimated that up to $300,000 of outside consulting may be required to assist in 
the effort. This can be expanded or reduced dependent on how much of the work is done 
by ALD. personnel. 

We believe that the time period of one year is a reasonable period in which to implement 
the recommendations of this report. A longer period would lead to postponement and 
delays of important actions. A shorter period would lead to disappointment, frustration 
and confusion. Once the reform begins the momentum needs to be maintained until 
completion. This can be accomplished only if decisions are made in a timely manner. 
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If implemented, we believe the result will be an Office of Human Resources that will 
make a substantial and positive contribution to meeting the Agency's objectives. Full 
benefit will naturally not be evident for some years. At that time, the human relation 
"culture" of the Agency should be highly positive from new 101 to senior executive, field 
mission to central management, and between GS and FS . 
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PERSONNEL TRENDS AND STATUS 

Background 

o 

o 

One objective of the Foreign Service Act of 1980 was to offer U.S. personnel involved 
in foreign affairs greater opportunity for career advancement ana personal growth 
within the framework of established policy. 

The role of the Office of Personnel Management (PM) is to provide functional 
leadership in A.I.D.'s personnel management by: 

designing and administering A.lD.'s programs for recruiting, training, 
promotion, assignment, etc. 

providing professional career services and counseling to A.lD. direct hire 
personnel 

recommending personnel practices and programs in light of external trends 
(e.g., compensation), program requirements and A.ID. personnel needs 

• 
o Thus, one step in the review of PM was to study within the time and data available 

A.l.D. personnelleveIs, the profile of A.l.D. employees and its program manning 
·patterns. 

o Each of these factors should importantly shape PM's staffing, organization and 
practices. 

o For data, we used three benchmark years (Le., 1980, 1984, and 1988) or data from the 
period closest to these. 
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Personnel Levels 

o Since 1980 there have been significant changes in A.LD.'s employment, in particular 
since 1984. 

o Total hires, both direct and indirect, have increased by 50% (8300-12,500). 

o This increase, predominantly overseas, has been entirely in non-direct hires. These 
have risen from 25% in 1984 to 60% in 1988 of total hires. 

o 

non-direct-hires do not fall under PM practices 

However this shift does give some indication of how A.ID. program manager's 
jobs have changed. 

Since 1980 direct-hire personnel is down by 25% (6200-4700). 
I 

Foreign nationals have declined the most, by 40% (2000-1200), 

-, U.S. national direct-hires declined by 15% (4100-3500). 

o Within U.s. direct-hires the mix between G.S. and F.S. has shifted slightly from 51 % 
G.S. in 1980 to 48% in 1988. 

o 

the reduction in G.S. staff all took place between 1980-1984 

F.S. staff has been reduced by 10% (200) all in the more recent 1984-1988 period. 

In short, A.LD. today is managing its programs with fewer direct-hires in general 
and with fewer F.S. (on both and absolute and relative scale). 
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Personnel Profile 

o Every organization's personnel management practice should be shaped in part by 
the characteristics of lts employees 

o In A.I.D., the direct-hires are well educated, mature, experienced 

GS ES 
Age 42 46 
Years Education 15 18 
Years Federal Service 14 15 
Years A.I.D. 10 12 
Years in Grade 4 5 
Grade Equivalent 10 14 

Total Number 1900 1700 

o Since 1984 major personnel actions have increased by 20% despite a smaller U.S. 
direct-hire workforce (includes EPMs) 

12M 12a2 
Hires 654 587 
Separations 346 549 
Reassigns 1038 1142 
Conversions 407 408 
Grade Change 368 508 
Pay Change 874 1123 

Total Hire Level (U.S. Direct) 3800 3600 

o Of note has been the increase in separations (excluding EPMs) 

<:;S Separations 
GS Staff 
GSRate 
FS Separations 
FS Staff 

. FSRate 

12M 
266 
1700 
16% 
71 

2000 
3% 

l2a2 
421 
1700 
22% 
106 
1900 
6% 
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Personnel Profile (continued) 

o Of greater concern, it is estimated that 34% of FS were eligible for retirement through 
FY 89. 

And among senior management (Backstop 01) FY 89 eligibles are 49% rising to 
82% through FY 92 

o Additionally we are told that contrary to the FS tradition of a career service up from 
the botton, ll\creasingly hiring must be done into the higher grade. 

o In A.I.D., as in most professional organizations, "institutional bonding" seems to be 
eroding. This raises questions about manpower practices for the future 

Program Manning 

o 

a 

o 

o 

In recent years A.I.D. has delegated greater responsibility for program management 
and execution. This does not seem to be reflected in A.I.D:s manpower management 
programs 

Since 1984 V.S. direct hires overseas, has fallen from 

28% to 13% of total overseas personnel 

from 39% to 33% of total direct V.S. hires 

The flow of paper from the field to Washington Bureau files seems about the same 
for delegated and non-delegated projects 

PM studies indicate wide variations country to country in total manning and 
manpower productivity which do not seem to be the result just of program size, host 
country income or other external variables. 

In Summary 

o Based on available data on personnel levels, profiles and program manning, we 
would expect major changes in A.I.D.'s manpower management and PM. 

o Yet available data and widely held opinion give a much different picture 

A PM frozen in time with little substantial change in organization, staffing and 
practices 

PM as the handmaiden of Finance; an institutional nay-sayer instead of a focal 
point for organization development 
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A PM driven by administrative process rather than client and Agency needs 

A PM focused on career problems rather than on fostering high-talent personnel 

A PM reacting to externals rather than planning to accomplish agreed-to goals 

o It is against this background that we have framed our recommendations. 
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A.I.D. Hiring: 1981 - 1988 
Professional Recruitment 

Numbers of New Hires 

300 

250 

200 

150 

100 

50 

o 

GS-II and above 
FS-6 and above 

81 82 83 84 85 86 87 88 

Years 

_ Professionals Hired 

I 
IJ> 

" I 



, 

Annex [l. 2. 

Personnel Characteristics 
Foreign Service Executives 

Characteristic 1979 1984 1989 
•••••••••••••••••••••••••••••••••••••••••••••••• 

Average Age 50.2 49.4 50.3 

Education 17.9 17.9 17.9 

Years A.I.D. Servo 15.4 16.4 18.6 

Years in Grade 6.0 5.8 4.1 
, 

I 
Ln 
Ln 
I 
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. IDI Characteristics 
Average age at Time 01 Hire 

Age In Years 
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1979 1984 1988 

Year 01 Hire 
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AGENCY FOR INTERNATIONAL DEVELOPMENT 
WASHINGTON.  0 C 20523 

August 31 , 1989 

MEMORANDUM 

FOR : L A U R A N C E  BOND, ?PM/PM/OD 
Lors  HA TMAN, PFM/P / O  

FROM : 
p.& fa-n 2-[ 

Doug randi , PFM/P /P F/OD 

SUBJECT: Personnel Task  Force Reports 

T h e  a t tached  report  represents  a compar i son  o f  recommendations 
f r o m  several personnel task f o r c e  reports .  T h e  "issues" a n d  
"recommendations" columns are based o n  t h e  A .  1 . D .  R e p o r t  of t h e  
Task Force on Personnel (Kimball Report, June 1 9 8 9 ) .  T h e  "other  
Report Recommendat ions"  c o l u m n  r e p r e s e n t  proposals from the 
f o l l o w i n g  Reports. 

Code Report 

B A s s e s s m e n t  o f  A I D  S t a f f  Training Programs 
( Brady Report, January 1989 

P S t u d y  o f  the Foreign Service Generalist 
Personnel System (Bremer Report, May 1989)  

R R e c r u i t m e n t  Assessment Task  Force Report 
(March 1 8 8 9 )  

T R e p o r t  o f  t h e  Commiss ion  on the Foreign Service 
Personnel System (Thomas Report, June 1 9 8 9 )  

cc:  J A N  BARROW, PFM/PM/CSP 
ROBERT EGGE, PFM/PM/OD 
EVLE HOOKER, PFM/PM/PSPE 
B I L L  JONES, PFM/PM/LMR 
TERRY L I E R C K E ,  PFM/PM/TD 
D A V I D  MEIM, PFM/PM/FSP 
JOHN SPEICHER, PFM/PM/FS?/R 
CAROLE TYSO!+d, PFM/PM/EPM 
HENRY U L R I C H ,  PFM/PM/PCF 

• • 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

WASHINGTON. 0 C. 20523 

August 31, 1989 

MEMORANDUM 

FOR: LAURANCE BOND, PFM/PM/OD 
LOIS H~TMAN, PFM/:1/Z 

FROH: 
n . B!L." ..... .h ...-

Doug randi, PFM/P /P F/OD 

SUBJECT: Personnel Task Force Reports 

The attached report represents a comparison of recommendations 
from several personnel task force reports. The "i ssues" and 
"recommendations" columns are based on the A.I.D. Report of the 
Task Force on Personnel (Kimball Report, June 1989). The "other 
Report Recommendations" column represent proposals from the 
following Reports. 

Code Report 

B Assessment of AID Staff Training Programs 
(Brady Report, January 1989) 

P Study of the Foreign Service Generalist 
Personnel System (Bremer Report, May 1989) 

R Recruitment Assessment Task Force Report 
(March 1989) 

T Report of the Commission on the Foreign Service 
Personnel System (Thomas Report, June 1989) 

cc: JAN BARROW, PFM/PM/CSP 
ROBERT EGGE, PFM/PM/OD 
EVIE HOOKER, PFM/PM/PSPE 
BILL JONES, PFM/PM/LMR 
TERRY LIERCKE, PFM/PM/TD 
DAVID MEIN, PFM/PM/FSP 
JOHN SPEICHER, PFH/PM/FSP/R 
CAROLE TYSON, PFM/PM/EPM 
HENRY ULRICH, PFM/PM/PCF 



CAREER DEVELOPMENT AND C O U N S E L I N G  

REPORT SUMMARY 

T h e  Agency l a c k s  a comprehensive c a r e e r  development program. 
Furthermore,  t r a i n i n g  t h a t  i s  provided i s  o f t e n  not  r e l a t e d  i n  
any def i n a b 1  e way t o  an empl oyee ' s c a r e e r  advancement. Careers  
a r e  n o t  s y s t e m a t i c a l l y  developed w i t h i n  t h e  Agency and, hence, 
o f f i c e r s  " a r e  t h r u s t  i n t o  l e a d e r s h i p  and supervisory  r o l e s  
wi thout  adequate  p r e p a r a t i o n .  " 

1 .  ISSUE: There i s  no comprehensive career  d e v e l o p m e n t  
a c t i v i t y  i n  the Agency. Managers a r e  not  d e v e l o p e d .  

K I M B A L L  REPORT R E C O M M E N D A T I O N :  C r i t e r i a  f o r  promotions i n t o  
execu t ive  l e v e l  assignments  should inc lude  assignments  i n  a t  
l e a s t  one o f  t h e  fo l lowing a r e a s :  O f f i c e  o f  ~ u m a n  R e s o u r c e s ,  
Financ ia l  Management and/or  Contrac t ing  a n d  Procurement. 

OTHER REPORT RECOMMENDATIONS:  

Under " A b o l  i s h / r e s t r u c t u r e  occupat ional  groups and b r o a d e r  
c a r e e r  o p p o r t u n i t i e s " :  The Commiss't'oners found t h a t  S t a t e ' s  
e x i s t i n g  cone system t o  be a r t i f i c i a l  a n d  over ly  r i g i d .  In  
p l a c e  o f  t h e  cone system, t h e  Commission recommends the 
establ  ishment of a  number of f u n c t i o n a l  c a t e g o r i e s . .  .which 
should b e  permeable. An o f f i c e r  would i n  f a c t  b e  r equ i red  t o  
se rve  i n  m o r e  than one category d u r i n g  h i s  o r  her  mid-level 
c a r e e r  t o  be e l i g i b l e  f o r  promotion b o t h  w i t h i n  t h e  mid-grades 
and i n t o  t h e  Sen io r  F o r e i g n  Serv ice  ( T ,  p.25) 

Under " Increase  and improve t r a i n i n g " :  T r a i n i n g  i n  human and 
f i  nanci at r e source  management shoul d be mandatory f o r  a1 T 
O f f i c e r s  who a s p i r e  t o  t he  s e n i o r  ranks.  (T, p . 2 6 )  

Require a p p l i c a n t s  f o r  t h e  SFS t o  complete a t  l e a s t  one two-year 
mid-grade t o u r  i n  an a l t e r n a t e  d i s c i p l i n e .  (B, I I f . 7 . e . )  

Require o f f i c e r s  t o  s p e n d  a m i n i m u m  of 12 y e a r s  a t  t h e  
m i  d-grades,  and e s t a b l  i s h  a p p r o p r i a t e  m i n i m u m  t i m e - i  n-grades 
requirement f o r  FO-O3s, 02s a n d  01 s.  Require officers t o  a c q u i r e  
and maintain p r o f i c i e n c y  i n  t w o  languages a t  t h e  3/3  l e v e l  o r  
one a t  t h e  4 / 4  l e v e l  f o r  e n t r y  i n t o  t h e  SFS. ( 8 ,  111.2.) 

• 
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CAREER DEVELOPMENT AND COUNSELING 

REPORT SUMMARY 

The Agency lacks a comprehensive career development program. 
Furthermore, training that is provided is often not related in 
any definable way to an employee's career advancement. Careers 
are not systematically developed within the Agency and, hence, 
officers "are thrust into leadership and supervisory roles 
without adequate preparation." 

1. ISSUE: There is no comprehensive career development 
activity in the Agency. Managers are not developed. 

KIMBALL REPORT RECOMMENDATION: Criteria for promotions into 
executive level assignments should include assignments in at 
least one of the following areas: Office of Human Resources, 
Financial Management and/or Contracting and Procurement. 

OTHER REPORT RECOMMENDATIONS: 

Under "Abolish/restructure occupational groups and broader 
career opportunities": The Commissioners found that State's 
existing cone system to be artificial and overly rigid. In 
place of the cone system, the Commission recommends the 
establishment of a number of functional categories ... which 
should be permeable. An officer woulci in fact be required to 
serve in more than one category during his or her mid-level 
career to be eligible for promotion both within the mid-grades 
and into the Senior Foreign Service (T, p.2S) 

Under "Increase and improve training": Training in human and 
financial resource management should be mandatory for all 
Officers who aspire to the senior ranks. (T, p.26) 

Require applicants for the SFS to complete at least one two-year 
mid-grade tour in an alternate discipline. (B, IIL1.e.) 

Require officers to spend a minimum of 12 years at the 
mid-grades, and establish appropriate minimum time-tn-grades 
requirement for FO-03s, 02s and 01s. Require officers to acquire 
and maintain proficiency in two languages at the 3/3 level or 
one at the 4/4 level for entry into the SFS. (B, 111.2.) 

l t, 
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2 .  ISSUE: T r a i n i n g  i s  n o t  r e l a t e d  t o  career  development. 

K I M B A L L  R E P O R T  RECOMMENDATIONS: Strengthen the r o l e  of the  
s u p e r v i s o r  and employee i n  c a r e e r  development and counsel ing by 
r e q u i r i n g  an annual t r a i n i n g  and development p rog ram f o r  each 
employee t o  b e  s igned by t h e  s u p e r v i s o r .  

Tangible  r e c o g n i t i o n  shoul d  be given t o  s u p e r v i s o r s  who a c t i v e l y  
and cont inuous ly  p a r t i c i p a t e  i n  s t a f f  development. 

S e l e c t i o n  Boards s h o u l d  view t r a i n i n g  a s  a c r i t e r i a  f o r  
promotion, and t h e  P recep t s  should r e f l e c t  t h i s .  

Budgets cover ing  t r a v e l  and p e r  diem f o r  t r a i n i n g  courses should 
be c e n t r a l l y  c o n t r o l  l e d  t o  overcome f i e 1  d  Mission's re1 uctance 
t o  send s t a f f  t o  t r a i n i n g  programs. 

T h e  Development S t u d i e s  Program should be  made mandatory f o r  a l l  
f o r e i g n  S e r v i c e  o f f i c e r s  a s  a r e q u i s i t e  f o r  promotion t o  FS-01 .  

A needs assessment  s h o u l d  be conducted t o  i d e n t i f y  t r a i n i n g  
w h i c h  corresponds  t o  emerging program t r e n d s  and l e g i s l a t i v e  
d i r e c t i o n s .  

O T H E R  REPORT RECOMMENDATIONS: 

Under " I n c r e a s e  and improve t r a i n i n g "  : Strong d i s i n c e n t i v e s  t o  
t r a i n i n g  a r e  b u i l t  i n t o  c u r r e n t  assignment and promotion 
systems. Tra i  ni n g  i n human and f i nanci a1 resource  management 
should be  mandatory f o r  a l l  O f f i c e r s  who a s p i r e  t o  t h e  senior 
ranks.  A renewed commitment t o  t r a i n i n g  i s  an e s s e n t i a l  element 
o f  c a r e e r  development. Changes t h e  Commissioners recommend i n  
t h e  a g e n c i e s '  c a r e e r  management system ( t h e  development of 
c a r e e r  pa ths  invo lv ing  r e g u l a r  pe r iods  o f  t r a i n i n g )  and 
p r o m o t i o n  system ( a  measured pace of promotion with r e g u l a r  
o p p o r t u n i t i e s  f o r  t r a i n i n g  before  a n  O f f i c e r  becomes e l  i g i b t e  
f o r  promotion) w i l l  g r e a t l y  enhance t h e  t r a i n i n g  func t ion .  
S ince  t r a i n i n g  w i l l  have a budgetary impact,  both i n  terms of  
t h e  funds t o  b e  expended a n d  manpower r e q u i r e d ,  and i n  view of  
i t s  c r i t i c a l  importance t o  t h e  development and f d n c t i o n i n g  of 
t h e  k i n d  of FS t h e  na t ion  needs, t h e  Commission s u g g e s t s  
Congress and t h e  Executive Branch coopera te  t o  fund any 
addl t i o n a l  c o s t s .  [ T ,  p.26) 

, 
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2. ISSUE: Training is not related to career development. 

KIMBALL REPORT RECOMMENDATIONS: Strengthen the role of the 
supervisor and employee in career development and counseling by 
requiring an annual training and development program for each 
employee to be signed by the supervisor. 

Tangible recognition should be given to supervisors who actively 
and continuously participate in staff development. 

Selection Boards should view training as a criteria for 
promotion, and the Precepts should reflect this. 

Budgets covering travel and per diem for training courses should 
be centrally controlled to overcome field Mission's reluctance 
to send staff to training programs. 

The Development Studies Program should be made mandatory for all 
Foreign Service officers as a requisite for promotion to FS-Ol. 

A needs assessment should be conducted to identify training 
which corresponds to emerging program trends and legislative 
directions. 

OTHER REPORT RECOMMENDATIONS: 

Under "Increase and improve training": Strong disincentives to 
training are built into current assignment and promotion 
systems. Training in human and financial resource management 
should be mandatory for all Officers who aspire to the senior 
ranks. A renewed commitment to training is an essential element 
of career development. Changes the Commissioners recommend in 
the agencies' career management system (the development of 
career paths involving regular periods of training) and 
promotion system (a measured pace of promotion with regular 
opportunities for training before an Officer becomes eligible 
for promotion) will greatly enhance the training function. 
Since training will have a budgetary impact, both in terms of 
the funds to be expended and manpower required, and in view of 
its critical importance to the development and functioning of 
the kind of FS the nation needs, the Commission suggests 
Congress and the Executive Branch cooperate to fund any 
additional costs. (T, p.26) 

i t 
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Monetary i n c e n t i v e s  may p l ay  a r o l e  i n  t r a i n i n g ,  b u t  t r a i n i n g  
shou ld  a1 so c a r r y  a s t r o n g  message of p o t e n t i a l  t h a t  would be 
t aken  i n t o  accoun t  by Promotion Boards.  (T ,  p .  2 6 )  

Establ i sh m i n i m u m  t ime- in -c l  a s s  g u i  d e i i  nes t o  encourage t r a i n i n g  
a t  t h e  mid-level .  Use monetary awards  t o  encourage  t r a i n i n g .  
Develop t h e  2 r e c e p t s  of the  promotion boards  t o  e n s u r e  t h a t  
t r a i  n i n g  r e p o r t s  would  g e t  equal wei g h t  w i t h  performance 
r e p o r t s .  Des igna t e  c e r t a i n  key p o s i t i o n s  as r e q u i r i n g  s p e c i f i c  
l e v e l s  o f  t r a i n i n g .  ( 6 ,  V . 3 . )  

Se t  ca reer  development a s  a p r i o r i t y .  R e q u i r e  t h a t  e v a l u a t i o n s  
o f  s u p e r v i s o r s  i n c l  u d e  demons t ra ted  examples o f  s u p e r v i s o r s '  
a c t i o n s  t o  devel  op employees.  H i r e  a  p r o f e s s i o n a l  c o u n s e l o r  
w i t h  soc ia l  w o r k  o r  c o u n s e l i n g  background t o  work i n  ca ree r  
deve lopmen t .  (5, V . l )  

E l e v a t i o n  o f  t h e  t r a i n i n g  f u n c t i o n  t o  a h i g h e r  o r g a n i z a t i o n a l  
l e v e l  w i t h  the c r e a t i o n  o f  an O f f i c e  o f  S t a f f  T r a i n i n g  and 
Development r e p o r t i n g  d i r e c t l y  t o  t h e  AA/PFM.  Performance p l a n s  
shoul  d c o n t a i  n a mandatory s e c t i o n  on s t a f f  development and 
t r a i n i n g  t h a t  incf  udes t h e  development of a t r a i n i n g  plan f o r  
a1 1 s u p e r v i s e d  employees.  T r a i n i n g  d i v i s i o n  needs more s t a f f ,  
t r a v e l  f u n d s  a n d  p u b l i c i t y .  A T r a i n i n g  Needs Assessment m u s t  be 
accomplished i n  o r d e r  f o r  AID t o  a s c e r t a i n  t r a i n i n g  f o r  t h e  
1990s.  ( P ,  p .  6) 

-3-

Monetary incentives may playa role in training, but training 
should also carry a strong message of potential that would be 
taken into account by Promotion Boards. (T, p. 26) 

Establish minimum time-in-class guideiines to encourage training 
at the mid-level. Use monetary awards to encourage training. 
Develop the )recepts of the promotion boards to ensure that 
training reports would get equal weight with performance 
reports. Designate certain key positions as requiring specific 
levels of training. (B, V.3.) 

Set career development as a priority. Require that evaluations 
of supervisors include demonstrated examples of supervisors' 
actions to develop employees. Hire a professional counselor 
with social work or counseling background to work in career 
development. (B, V.l) 

Elevation of the training function to a higher organizational 
level with the creation of an Office of Staff Training and 
Development re?orting directly to the AA/PFM. Performance plans 
should contain a mandatory section on staff development and 
training that includes the development of a training plan for 
all supervised employees. Training division needs more staff, 
travel funds and publicity. A Training Needs Assessment must be 
accomplished in order for AID to ascertain training for the 
19905. (P, p. 6) 

I • 
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3. ISSUE: Superv i so r  roles a n d  r e s p o n s i b i l i t i e s  f o r  
counseling s u b o r d i n a t e s  are poorly def ined  and Agency b a c k u p  in 
counseling i s  badly scattered i n  PM. 

K I M B A L L  REPORT RECOMMENDATIONS: Performance e v a l u a t i o n s  o f  a l l  
s u p e r v i s o r s  shoul d con ta in  a c r i t i c a l  element address i  na t h e i r  
responsi  b i  1 i t y  as counse lors  on s t a f f  development, t ra in ing  and 
empl oyee concerns.  

Consol i d a t e  a7 1 c a r e e r  devel opment/counsel i ng a c t i v i t i e s  i n t o  
one unit. T h i s  u n i t  s h a u l d  be adminis te red  by a SFS o f f i c e r  i n  
t h e  Of f i ce  o f  Human Resources ! Q H R ) .  

O T H E R  REPORT RECOMMENDATIONS: 

Under " Inc rease  u n d e r s t a n d i n g  a n d  involvement by a l l  l eve l s  o f  
management": Ef fec t ive  imp1 ernentation of t h e  personnel model 
t h e  Commissioners have developed w i l l  r e q u i r e  increased emphasis 
o n  t r a i n i n g ,  b o t h  o f  employees a s s i g n e d  f u l l  - t i m e  t o  t h e  
personnel function and of l i n e  managers t h r o u g h o u t  t h e  
agencies .  T h e  Commissioners stress t h e  need f o r  through and 
e f f e c t i v e  t r a i n i n g  o f  C D O s  t o  enable  them t o  c a r r y  o u t  t h e  
inc reased  r e s p o n s i  b i l  i t i e s  t h e i r  p o s i t i o n s  will e n t a i l  under the 
a s s i g n m e n t  system t h e  Commissioners propose. T h e  same i s  true 
f o r  a71 ass igned  t o  t h e  personnel management f u n c t i o n ,  i nc lud ing  
P O s  abroad. Administrat ion o f  t h e  system t h e  Commissioners 
recommend w i l l  d e p e n d  o n  t h e  development o f  a c a d r e  of 
p ro fess iona l  h u m a n  resource  managers who br ing  b o t h  e x p e r t i s e  
and exper ience  t o  t h e i r  tasks. ( T ,  p.18) 

3. ISSUE: 
counseling 
counseling 
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Supervisor roles and responsibilities for 
subordinates are poorly defined and Agency backup in 
is badly scattered in PM. 

KIMBALL REPORT RECOMMENDATIONS: Performance evaluations of all 
supervisors should contain a critical "element addressing their 
responsibility as counselors on staff development, training and 
employee concerns. 

Consolidate all career development/counseling activities into 
one unit. This unit should be administered by a SFS officer in 
the Office of Human Resources (OHR). 

OTHER REPORT RECOMMENDATIONS: 

Under "Increase understanding and involvement by all levels of 
management": Effective implementation of the personnel model 
the Commissioners have developed will require increased emphasis 
on training, both of employees assigned full-time to the 
personnel function and of line managers throughout the 
agencies. The Commissioners stress the need for through and 
effective training of COOs to enable them to carry out the 
increased responsibilities their positions will entail under the 
assignment system the Commissioners propose. The same is true 
for all assigned to the personnel management function, including 
POs abroad. Administration of the system the Commissioners 
recommend will depend on the deve10pment of a cadre of 
professional human resource managers who bring both expertise 
and experi ence to thei r task s. (T, p. 18) 



4.  I S S U E :  The Agency has p l a c e d  a low p r i o r i t y  t o  the career 
development funct ion .  A s  a re su l t ,  o f f i c e r s  do not b i d  on 
career development p o s i t i o n s .  

K I M B A L L  REPORT R E C O M M E N D A T I O N S :  The Director ,  EPM g o s i  t i o n  
should b e  f i l l e d  i m m e d i a t e l y .  

Offr'cers who f i l l  CDO p o s i t i o n s  s h o u l d  be rewarded and 
r e c o g n i z e d  by t h e  S e l e c t i o n  Boards. 

C D O  p o s i t i o n s  should never be vacant. 

OTHER R E P O R T  RECOMMENDATIONS: 

pgrade CBO p o s i t i o n s  to  FO-01 l e v e l  a n d  above, and e s t a b l i s h  
ro fes s iona l  career development tra ining  p r i o r  t o  assumption o f  
uties and during the course of C D  tour.  ( 0 ,  Y . 1 . 1  
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4. ISSUE: The Agency has placed a low priority to the career 
development function. As a result, officers do not bid on 
career development positions. 

KIMBALL REPORT RECOMMENDATIONS: The Director, EPM ~osition 
should be filled immediately. 

Officers who fill COO positions should be rewarded and 
recognized by the Selection Boards. 

COO positions should never be vacant. 

OTHER REPORT RECOMMENDATIONS: 

Upgrade COO positions to FO-Ol level and above, and establish 
professional career development training prior to assumption of 
duties and during the course of CD tour. (B, V.l.) 



5. ISSUE: The Agency h a s  not p r o v i d e d  t h e  CDO a n  adequate 
structure and b u d g e t  t o  carry o u t  the i r  r o l e s ,  

KIMBALL R E P O R T  RECOMMENDATIONS:  A more d i s c i p l i n e d  system o f  
assignments  and use o f  supervisory  e v a l u a t i o n s  t o  e.nsure 
t r a i n i n g  p l a n s  a r e  viewed as s e r i o u s  commitments shoul d r e s u l t  
i n  c l e a r e r  c a r e e r  p a t t e r n s  f o r  use by employees and CDOs. 

CDBs a n d  persofinel ists  should be  given an  adequate  budget  f o r  
t r a v e l .  

CDOs s h o u l d  complete a formal t r a i n i n g  program p r i o r  t o  
p l  acemer i t .  

OTHER R E P O R T  RECOMMENDATIONS: 

Under "Strengthen t h e  ro le  of t h e  C D O  t o  inc lude  assignment 
r e s p o n s i b i l i t i e s " :  The Commissioners f o u n d  a b s e n t  a n  i n t e g r a t e d  
c a r e e r  d e v e l o p m e n t  a n d  p l a n n i n g  process f o r  a l l  S t a t e  FSOs. The  
l a c k  o f  such a p r o c e s s  requires  employees t o  de te rmine  what  m i x  

i 
of t r a i n i n g  and assignments i s  most advantageous o n  t h e i r  own. 
N o t  s u r p r i s i n g l y ,  advantage i s  u s u a l l y  measures by  promotions 
r a t h e r  t h a n  by t h e  g o o d  b a l a n c e  of s k i l l s  and e x p e r i e n c e  needed 
a t  t h e  mos t  s e n i o r  l e v e l s .  (T, p . 2 5 )  

Career  Development programs need t o  be o f f e r e d  and expanded f o r  
GS employees, both suppor t  a n d  p r o f e s s i o n a l .  GS employees need 
t o  be involved i n  t h e  DSP. ( P ,  p .  16,20)  

Regional t r a i n i n g  w o r k s h o p s  n e e d  to be expanded.  ( P ,  p .  3 2 )  

Management o f  a1 1 supervi  sory/management course should be 
c o n s o l i d a t e d  i n  one b r a n c h  o f  t h e  T r a i n i n g  D i v i s i o n .  ( P ,  p . 4 6 )  

-6-

5. ISSUE: The Agency has not provided the COO an adequate 
structure and budget to carry out their roles. 

KIMBALL REPORT RECOMMENDATIONS: A more disciplined system of 
assignments and use of supervisory evaluations to ensure 
training plans are viewed as serious commitments should result 
in clearer career patterns for use by employees and COOs. 

COOs and personnelists should be given an adequate budget for 
travel. 

COOs should complete a formal training program prior to 
placement. 

OTHER REPORT RECOMMENDATIONS: 

Under "Strengthen the role of the COO to include assignment 
responsibilities": The Commissioners found absent an integrated 
career development and planning process for all State FSOs. The 
lack of such a process requires employees to determine what mix 
of training and assignments is most advantageous on their own. 
Not surprisingly, advantage is usually measures by promotions 
rather than by the good balance of skills and experience needed 
at the most senior levels. (T, p.25) 

Career Development programs need to be offered and expanded for 
GS employees, both support and professional. GS employees need 
to be involved in the DSP. (P, p. 16,20) 

Regional training workshops need to be expanded. (P, p. 32) 

Management of all supervisory/management course should be 
consolidated in one branch of the Training Division. (P, p.46) 



6 .  ISSUE: There i s  n o t  much -career devef opment a t  j u n i o r  
l e v e l s  because there i s  no balanced entry-level  h i r i n g  in A I D .  

K I M B A L L  R E P O R T  RECOMMENDATIONS: Traditional ID1 program should 
be re ins ta ted  and budget pr ior i t i e s  sboul d r e f l e c t  t h i s .  

ID1 program s h o u l d  have a coordinator t o  ensure a proper 
trai  n i  ng development. 

T h e  focal  point  f o r  the ID1 program should be assigned t o  one 
person i n  t h e  new C D  a n d  E x e c u t i v e  Resources D i v i s i o n .  

OTHER R E P O R T  RECOMMENDATIONS: 

n d e r  " S i x  months from recruitment t o  appointment": The 
ommission proposes a s  a s u b s t i t u t e  a recruitment system t h a t  
argets p r o s p e c t i v e  c a n d i d a t e s  i n  the 22-28 a g e  b r a c k e t  w i t h  
duca t ion ,  e x p e r i e n c e ,  or expert i se  r e l e v a n t  t o  t h e  S e r v i c e ' s  
eeds i n  the broades t  sense. (T, p - 2 7 )  
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6. ISSUE: There is not much career development at junior 
levels because there is no balanced entry-level hiring in AID. 

KIMBALL REPORT RECOMMENDATIONS: Traditional 101 program should 
be reinstated and budget priorities should reflect this. 

101 program should have a coordinator to ensure a proper 
training development. 

The focal point for the 101 program should be assigned to one 
person in the new CD and Executive Resources Division. 

OTHER REPORT RECOMMENDATIONS: 

Under "Six months from recruitment to appointment": The 
Commission proposes as a substitute a recruitment system that 
targets prospective candidates in the 22-28 age bracket with 
education, experience, or expertise relevant to the Service's 
needs in the broadest sense. (T, p.21) 

, . 
" i 
I r -



ASSIGNMENT PROCESS 

R E P O R T  S U M M A R Y  

Many o f f i c e r s  be1 i e v e  t h a t  assignments  a re  n e g o t i a t e d  t o  
agreement by a l l  p a r t i e s  i n  advance o f  t h e  Assignment Board 
meet ings,  and t h e r e f o r e  A I D ' S  assignment process  has  become an 
"open b idding/c losed  assignment system. " Assignments, 
t h e r e f o r e ,  a r e  n o t  based o n  m e r i t  o r  c a r e e r  development, b u t  on 
networking and personal c o n t a c t s .  Agency needs m u s t  be f a c t o r e d  
i n t o  the  process  along w i t h  t he  needs of ind iv idua l  missions and 
meani n g f u f  empl oyee development. 

7. ISSUE: I s  t h e  ass ignment  system s e r v i n g  t h e  i n t e r e s t s  of 
t h e  Agency and a l l  i t s  FS employees? 

K I M B A L L  REPORT RECOMMENDATIONS: A I D  needs a more s t r u c t u r e d  
assignment system t h a t  r e f l e c t s  development o f  c a r e e r  p a t t e r n s  
and t h e  completion o f  c e r t a i n  requi s i t e  assignments  p r i o r  t o  
e x e c u t i v e  p r o m o t i o n s .  

CDOs need to e d u c a t e  employees on t h e  assignment system t o  
ensure  t h a t  a l l  employees know how t h e  system works. 

OTHER REPORT RECOMMENDATIONS: 

Under "Needs of t h e  Se rv ice  must p r e v a i l " :  The Commissioners 
were concerned t h a t  t h e  present "open assignments"  system, which 
proceeds  o n  t h e  b a s i s  o f  expressed ind iv idua l  a s s i g n r e n t  
p re fe rences ,  g ives  l e s s  w e i g h t  t o  Se rv ice  needs and c a r e e r  
development impera t ives  than t o  ind iv idua l  pe rcep t ions  o f  what 
c o n s t i t u t e  " f a s t  t r a c k "  assignments  o r  d e s i r a b l e  p o s t s ,  The 
devel opment of c a r e e r  management p a t h s  f o r  empl oyees w o u l  d 
o b v i a t e  t h e  need f o r  a bid-based system. O f f i c e r s  would express  
p re fe rences  t o  t h e i r  C D O s ,  b u t  t h e  needs o f  t h e  Se rv ice ,  and not  
ind iv idua l  b i d  1  i s t s ,  w o u l d  i n i t i a t e  t h e  r e v i s e d  assignment 
process .  (T, p.  2 7 )  

Under "Needs o f  t h e  S e r v i c e  must p r e v a i l " :  The ca ree r  
development and assignme.nt f u n c t i o n s  would be changed and 
enhanced. Career Development O f f i c e r s '  f u n c t i o n s  w o u l d  be 
combined w i t h  Assignment O f f i c e r s '  t a s k s .  T h e  reg ional  and 
f u n c t i o n a l  b u r e a u s  would p a r t i c i p a t e  d i  r e c t l y  i n  assignment 
d e c i s i o n s  r a t h e r  than  through c e n t r a l  personnel ,  Agency 
managers o v e r a l l  would be more involved i n  personnel 
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ASSIGNMENT PROCESS 

REPORT SUMMARY 
-

Many officers believe that assignments are negotiated to 
agreement by all parties in advance of the Assignment Board 
meetings, and therefore AID's assignment process has become an 
"open bidding/closed assignment system." Assignments, 
therefore, are not based on merit or career development, but on 
networking and personal contacts. Agency needs must be factored 
into the process along with the needs of individual missions and 
meaningful employee development. 

7. ISSUE: Is the assignment system serving the interests of 
the Agency and all its FS employees? 

KIMBALL REPORT RECOMMENDATIONS: AID needs a more structured 
assignment system that reflects development of career patterns 
and the completion of certain requisite assignments prior to 
executive promotions. 

CDOs need to educate employees on the assignment system to 
ensure that all employees know how the system works. 

OTHER REPORT RECOMMENDATIONS: 

Under "Needs of the Service must prevail": The Commissioners 
were concerned that the present "open assignments" system, which 
proceeds on the basis of expressed individual assign~ent 
preferences, gives less weight to Service needs and career 
development imperatives than to individual perceptions of what 
constitute "fast track" assignments or desirable posts. The 
development of career management paths for employees would 
obviate the need for a bid-based system. Officers would express 
preferences to their CDOs, but the needs of the Service, and not 
individual bid lists, would initiate the revised assignment 
process. (T, p. 27) 

Under "Needs of the Service must prevail": The career 
development and assignment functions would be changed and 
enhanced. Career Development Officers' functions would be 
combined with Assignment Officers' tasks. The regional and 
functional bureaus would participate directly in assignment 
decisions rather than through central personnel. Agency 
managers overall would be more involved in personnel 



deci sion-making. However, assignment a u i h o t i l y  a n d  overs ight  
w o u l d  res t  with t h e  agency Director o f  P e r s o n n e l .  ( T ,  p .  2 7 1  

The D G  s h o u l d  au thor i ze  assignment panel chairmen t o  make 
assignments a f t e r  due consideration o f  o f f i c e r  and bureau 
preference.  Use directed ass4 gnments 'as needed t o  meet s e r v i c e  
needs. ( B ,  Y . 2 , )  
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decision-making. However, assignment authority and oversight 
would rest with the agency Director of Personnel. (T, p. 27) 

The DG should authorize assignment panel chairmen to make 
assignments after due consideration o~ officer and bureau 
preference. Use directed assignments as needed to meet service 
needs. (S, V.2.) 



8. ISSUES: The Assignment Branch i s  s t a f f e d  by Personnel 
Officers who are s t r i c t l y  in a "processing" ro le ,  not a 
" p l  acemento r o l e .  However,  most employees be1 i e v e  the 
o p p o s i t e .  T h i s  has  added t o  t h e  n e g a t i v e  image o f  the Branch. 

The Branch i s  great ly  overworked and understaffed. 

Branch employees need TDYs and training i n  order t o  more f u f  ly 
u n d e r s t a n d  A I D .  

K I M B A L L  REPORT R.ECOMMENDATIONS: Consolidate FS and CS personnel 
a c t i v i t i e s  into the new H R O .  This w i l l  provide ne,eded mobjlity 
t o  t h e  Branch,  e n h a n c e  career development and resolve s t a f f i n g -  
work7 :ads. 

C o n s o l  i d a t i o n  shoul  d b e g i n  now,  by rotating the two s t a f f s .  

The Training Division should de v e l o p  t r a i n i n g  modules 
a n t i  c i  p a t i  ng cansol  i d a t i o n .  T r a i  ni ng should i ncl ude WANG 
programmi ng. 

E s t a b l  i  sh SOPS. 

Allocate more money f o r  travel funds f o r  Personnel Officer 
o r i e n t a t i o n .  

Move new employee processing f r o m  A s s i g n m e n t  Branch t o  
~ e c r u m e n t .  

O T H E R  REPORT R E C O M M E N D A T I O N S :  

s ee  I ssue  87 O t h e r  Report Recommendations 
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8. ISSUES: The Assignment Branch is staffed by Personnel 
Officers who are strictly in a "processing" role, not a 
·placement" role. However, most employees believe the 
opposite. This has added to the negative image of the Branch. 

The Branch is greatly overworked and understaffed: 

Branch employees need TOYs and training in order to more fully 
understand AID. 

KIMBALL REPORT RECOMMENDATIONS: Consolidate FS and CS personnel 
activities into the new HRO. This will provide ne.eded mobility 
to the Branch, enhance career development and resolve staffing 
workloads. 

Consolidation should begin now, by rotating the two staffs. 

The Training Division should 
anticipating consolidation. 
programming. 

Establish SOPs. 

develop training modules 
Training should include WANG 

Allocate more money for travel funds for Personnel Officer 
orientation. 

Move new employee processing from Assignment Branch to 
Recrui tment. 

OTHER REPORT RECOMMENDATIONS: 

see Issue #7 Other Report Recommendations 



OFFICE OF P E R S O N N E L  M A N A G E M E N T  ORGANIZATION, 
FUNCTIONS AND STAFFING 

SUMMARY 

Human Resource management dese rves  a h igher  p r i o r i t y  than  i t  i s  
accorded i n  AID. AID t o p  m a n a g e m e n t  needs t o  t ake  a  f a r  more 
a c t i v e  r o l e  i n  personnel .  Assignments t o  Personnel a r e  viewed 
by employees, a s  "dead-end,"  personnel systems a r e  n o t  
understood i n  t h e  f i e 1  d ,  and PM i s  viewed a s  unresponsive.  

Personnel Management i s  poorly organized.  As a r e s u l t ,  t h e r e  i s  
work d u p l i c a t i o n  and work poorly performed. PM needs to be  
reorganized .  

9.  ISSUE: PM i s  n o t  viewed a s  a c r i t i c a l  r e source  f o r  
o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  a n d  t h e r e f o r e  has a d i f f i c u l t  time 
c o n v i n c i n g  capable  o f f i c e r s  t o  s p e n d  a tour w i t h  PM. 

K I M B A L L  REPORT RECOMMENDATIONS: PM s h o u l d  become a n  independent 
o f f i c e  w h i c h  would be t i t l e d  the O f f i c e  Human Resources. T h i s  
should give PM management c l o u t  a n d  make a s t r o n g  s ta tement  t h a t  
A I D  i n t e n d s  t o  g ive  personnel a t o p  p r i o r i t y .  PM should b e  
reorganized  along f u n c t i o n a l  l  i nes  rninimizi n g  t h e  d i f f e r e n c e s  
between FS and CS. 

O T H E R  R E P O R T  R E C O M M E N D A T I O N S :  

Under " I n c r e a s e  understanding and involvement by a1 1  ' levels of 
management": Effec t l 've  implementation o f  t h e  personnel model 
t h e  Commissioners have developed w i l l  r e q u i r e  inc reased  emphasis 
o n  t r a i n i n g ,  b o t h  of employees ass igned f u l l - t i m e  t o  t h e  
personnel f u n c t i o n  and of l i n e  managers throughout  t h e  
a g e n c i e s .  The Commissioners s t r e s s  t h e  need f o r  through and 
e f f e c t i v e  t r a i n i n g  o f  CDOs t o  e n a b l e  them to c a r r y  o u t  t h e  
inc reased  respons i  b i l  i t i e s  t h e i r  p o s i t i o n s  w i l l  e n t a i l  under t h e  
assignment system t h e  Commissioners propose. The same i s  t r u e  
f o r  a l l  ass igned t o  t h e  personnel management f u n c t i o n ,  inc lud ing  
POs abroad. Adminis t ra t ion  of t h e  system t h e  Commissioners 
recommend will depend on t h e  development o f  a cadre of  
p ro fess iona l  h u m a n  resource  managers who b r i n g  both e x p e r t i s e  
and exper ience  t o  t h e i r  t a s k s .  (f, p.18) 
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OFFICE OF PERSONNEL MANAGEMENT ORGANIZATION, 
FUNCTIONS AND STAFFING 

SUMMARY 

Human Resource management deserves a higher priority than it is 
accorded in AID. AID top management needs to take a far more 
active role in personnel. Assignments to Personnel are viewed 
by employees, as "dead-end," personnel systems are not 
understood in the field, and PM is viewed as unresponsive. 

Personnel Management is poorly organized. As a result, there is 
work duplication and work poorly performed. PM needs to be 
reorganized. 

9. ISSUE: PM is not viewed as a critical resource for 
organizational effectiveness, and therefore has a difficult time 
convincing capable officers to spend a tour with PM. 

KIMBALL REPORT RECOMMENDATIONS: PM should become an independent 
office which would be titled the Office Human Resources. This 
should give PM management clout and make a strong statement that 
AID intends to give personnel a top priority. PM should be 
reorganized along functional lines minimizing the differences 
between FS and CS. 

OTHER REPORT RECOMMENDATIONS: 

Under "Increase understanding and involvement by all levels of 
management": Effective implementation of the personnel model 
the Commissioners have developed will require increased emphasis 
on training, both of employees assigned full-time to the 
personnel function and of line managers throughout the 
agencies. The Commissioners stress the need for through and 
effective training of COOs to enable them to carry out the 
increased responsibilities their positions will entail under the 
assignment system the Commissioners propose. The same is true 
for all assigned to the personnel management function, including 
POs abroad. Administration of the system the Commissioners 
recommend will depend on the development of a cadre of 
professional human resource managers who bring both expertise 
and experience to their tasks. (T, p.1S) 



Under "Incorporate budget a s  dn integral p a r t  of personnel 
system'" Effective management of  the personnel system out1 i ned 
in t h i s  report demands a responsive b u d g e t a r y  process. The 
system cannot be managed e f f e c t i v e l y ,  and  s t a b i l f t y  cannot be 
attained,  i f  i t s  key features are subj.ect t o  annual. b u d g e t i n g  
f l u c t u a t i o n s .  Recrui trnent, promotions, retirements, 
assignments, t ransfers ,  a n d  training are a1 l in tegra l  parts of 
the system. I f  t h e  resources to support any of these features 
are not avai lable ,  the system w i l l  f a l t e r .  (T, p . 1 8 )  
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Under "Incorporate budget as ~n integral part of personnel 
system": Effective management of the personnel system outlined 
in this report demands a responsive budgetary process. The 
system cannot be managed effectively, and stability cannot be 
attained, if its key features are subject to annual. budgeting 
fluctuations. Recruitment, promotions, retirements, 
assignments, transfers, and training are all integral parts of 
the system. If the resources to support any of these features 
are not available, the system will falter. (T, p.18) 

')/ 



10 .  ISSUE: Workforce Planning i s  n o t  be being performed. 

K I M B A L L  REPORT R E C O M M E N D A T I O N :  Within t h e  proposed O H R ,  a 
workforce p1 snning m u s t  be  s t r enq thened .  T h i  s f u n c t i o n  should - 
be coupled '  w i t h  pirsonnel  pol i c y ,  which would c r e a t e  t h e  new 
Pol i c y  and Workforce P I  anning S t a f f .  

OTHER REPORT RECOMMENDATION: 

Under "Establ  i sh an expanded FSO Corps": "The Commissioners 
waul d a1 so s t r e s s  t h a t  c e r t a i n  personnel management p r i n c i p l e s  
must a p p l y  t o  t h e  o p e r a t i o n  of a c l o s e d ,  bottom-entry personnel 
system, whether t h e  more i n c l u s i v e  FSO Corps they  advocate  o r  
t h e  mare r e s t r i c t i v e  one t h a t  h a s  t r a d i t i o n a l l y  e x i s t e d .  Such a 
system p r e s u p p o s e s  t h e  e x i s t e n c e  o f  a s t a b l e ,  well - d e f i n e d  
p o s i t i o n  s t r u c t u r e  i n  which workforce requirements  a r e  s p e c i f i e d  
by number, rank a n d  s k i l l s .  I n  t h e  c a s e  o f  t h e  FS, t h e  
Commissioners b e l i e v e  t h a t  th i s  p o s i t i o n  s t r u c t u r e ,  once i t  has  
been d e f i n e d ,  can b e s t  be c o n t r o l l e d  by having Congress s e t  
l i m i t s  through t h e  budget process on the number o f  p o s i t i o n s  
each agency can  have a t  e a c h  grade .  '' ( T ,  p . 1 6 )  

Under "Give t h e  D i r e c t o r  General a u t h o r i t y  ove r  a s i n g l e  FS o f  
the U . S .  ": The management and d i r e c t i o n  o f  FS personnel p o l i c y  
needs t o  be separa ted  from t h e  a d m i n i s t r a t i o n  of t h e  personnel 
system o f  each agency,  w i t h  t h e  D i r e c t o r  General o f  t h e  FS 
assuming  t h e  former r e s p o n s i b i l i t y  on behal f  of t h e  S e c r e t a r y  o f  
S t a t e . "  (T, p.17) 

Under "A1 1 ow f o r  1  ong-range personnel planning" : T h e  
Commissioners would s t r e s s  t h e  need f o r  long-range p lanning  a s  
an intrinsic element i n  e f f e c t i v e  human resources  management. 
Long-range planning waul d a1 1 ow agency personnel managers t o  
a s s e s s  t h e  e f f e c t s  of demographic and s o c i e t a l  change on t h e  
systems they  a r e  r e s p o n s i b l e  f o r  admin i s t e r ing  a n d  t o  t a k e  i n t o  
account changes i n  t h e  mission of t h e  FS and the overseas  
environments i n  w h i c h  i t  o p e r a t e s . "  (T, p.77) 

Under "Set hi r i n g  and p r o m o t i o n  numbers a g a i n s t  a de f ined  
p o s i t i o n  s t r u c t u r e " :  The c losed  personnel system s p e c i f i e d  by 
t h e  A c t  must be based on miss ion-dr i  ven workforce requi rements  
and t h e  personnel management e s s e n t i a l  f o r  f low-through from 
i n t a k e  t o  s e p a r a t i o n .  ( T ,  p.  1 9 )  
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10. ISSUE: Workforce Planning is not be being performed. 

KIMBALL REPORT RECOMMENDATION: Within the proposed OHR, a 
workforce planning must be strengthened. This function should 
be coupled with personnel policy, which would create the new 
Policy and Workforce Planning Staff .. 

OTHER REPORT RECOMMENDATION: 

Under "Establish an expanded FSO Corps": "The Commissioners 
would also stress that certain personnel management principles 
must apply to the operation of a closed, bottom-entry personnel 
system, whether the more inclusive FSO Corps they advocate or 
the more restrictive one that has traditionally existed. Such a 
system presupposes the existence of a stable, well-defined 
position structure in which workforce requirements are specified 
by number, rank and skills. In the case of the FS, the 
Commissioners believe that this position structure, once it has 
been defined, can best be controlled by having Congress set 
limits through the budget process on the number of positions 
each agency can have at each grade." (T, p.16) 

Under "Give the Director General authority over a single FS of 
the U.S.": The management and direction of FS personnel policy 
needs to be separated from the administration of the personnel 
system of each agency. with the Director General of the FS 
assuming the former responsibility on behalf of the Secretary of 
State." (T, p.17) 

Under "Allow for long-range personnel planning": The 
Commissioners would stress the need for long-range planning as 
an intrinsic element in effective human resources management. 
Long-range planning would allow agency personnel managers to 
assess the effects of demographic and societal change on the 
systems they are responsible for administering and to take into 
account changes in the mission of the FS and the overseas 
environments in which it operates." (T, p.17) 

Under "Set hiring and promotion numbers against a defined 
position structure": The closed personnel system specified by 
the Act must be based on mission-driven workforce requirements 
and the personnel management essential for flow-through from 
intake to separation. (T, p. 19) 



A s ingle  w o r k f o r c e  planning  unit i s  needed a n d  i t ' s  work and 
annual p lan should be r e v i e w e d  by a  commi t tee  o f  A A s  and 
chaired by t h e  Deputy A d m i n i s t r a t o r .  (R, 111-1 1 

The w o r k f o r c e  analysr ' s  u n i t  shou ld  be .o rgan ized  t'mmedi a t e l y  to 
p r o v i d e  short-term h i r i n g  g o a l s  a n d  long-term recruitment 
s t r a t e g y .  (R, IV-21) 
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A single workforce planning unit is needed and it's work and 
annual plan should be reviewed by a committee of AAs and 
chaired by the Deputy Administrator. (R, 1II-1) 

The workforce analysis unit should be .organized immediately to 
provide short-term hiring goals and long-term recruitment 
strategy. (R, 1V-21) 



11.  ISSUE: The ID1 program needs a coordinator t o  oversee 
devel opment o f  t h i  s program. 

K I M B A L L  R E P O R T  RECOMMENDATION: Create a fu l l - t ime  ID1 
coordinator posit ion 1 o c a t e d  in the new C D  D i v i s i o n ,  

OTHER REPORT RECOMMENDATION: 

Under " S i x  months f r o m  recruitment to appointment" : The  
Commission proposes as a substitute a recruitment system t h a t  
targets  prospective candidates i n  t h e  22-28 age  bracket w i t h  
education, e x p e r i e n c e ,  or expertise r e l e v a n t  t o  the S e r v i c e ' s  
needs i n  the  broadest sense. ( T ,  p . 2 1 )  

R e i n s t a t e  t h e  ID1 a n d  M I  programs a s  e n t r y - l e v e l .  ( R ,  111-3)  
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11. ISSUE: The 101 program needs a coordinator to oversee 
development of this program. 

KIMBALL REPORT RECOMMENDATION: Create a full-time .101 
coordinator position located in the new CD Division. 

OTHER REPORT RECOMMENDATION: 

Under "Six months from recruitment to appointment": The 
Commission proposes as a substitute a recruitment system that 
targets prospective candidates in the 22-28 age bracket with 
education, experience, or expertise relevant to the Service's 
needs in the broadest sense. (T, p.21) 

Reinstate the 101 and Ml programs as entry-level. (R, 111-3) 



12. ISSUE: Forefgn Service Nationals are a major A I D  asset .  

RECOMMENDATION:  Create an FSN D i v i s i o n  headed by a n  FSN on a 
t w o  year  de ta i ' l ,  increase the s i r e  o f  i t s  s t a f f .  

OTHER REPORT RECOMMENDATION: 
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12. ISSUE: Foreign Service Nationals are a major AID asset. 

RECOMMENDATION: Create an FSN Division headed by an FSN on a 
two year detail, increase the size of its staff. 

OTHER REPORT RECOMMENDATION: 



1 3 .  ISSUE: Employee counseling i s  nonexistent f o r  CS 
employees and minimal f o r  FS employees. 

K I M B A L L  REPORT R E C O M M E N D A T I O N :  Create a Counseling Divis ion f o r  
a1 I fS and C S  employees. CDOs s h o u l d  n o t  be t a s k e d .  w i t h  
employee ref a t i  ons work. 

OTHER REPORT RECOMMENDATION: 
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13. ISSUE: Employee counseling is nonexistent for CS 
employees and minimal for FS employees. 

KIMBALL REPORT RECOMMENDATION: 
all FS and CS employees. COOs 
employee relations work. 

OTHER REPORT RECOMMENDATION: 

Create a Counseling Division for 
should,not be tasked. with 



1 4 .  I S S U E :  There a r e  e i g h t  u n i t s  wi th in  PM t h a t  h a n d l e  
employee r e l a t i o n  f u n c t i o n s .  As a r e s u l t ,  t h e r e  i s  work 
d u p l i c a t i o n  a n d  redundancy. 

K I M B A L L  R E P O R T  RECOMMENDATION: Crea te  a  new Employee Re la t ions  
Divis ion .  T h i s  Divis ion would i n c l u d e  PM/CSP/EAB and 
PM/FSP/EE. The new O H R  Divis ion  would inc lude  those  employee 
r e l a t i o n  f u n c t i o n s  c u r r e n t l y  i n  CD, A D M ,  P P ,  A B ,  and OD/SA.  
T h i s  Divis ion  would r e p o r t  t o  t h e  new Associa te  D i r e c t o r  f o r  
L a b o r  and Employee Re1 a t i o n s .  

Combine backstop cones t o  correspond t o  t h e  f o u r  programmatic 
g o a l s  s e t  o u t  i n  t h e  new l e g i s l a t i o n  proposed by t h e  Hamilton 
T a s k  F a r c e ,  p l u s  cones f o r  a d m i n i s t r a t i v e  management and program 
d i r e c t i o n .  

OTHER R E P O R T  RECOMMENDATIOM: 

Under "Abol  i s h / r e s t r u c t u r e  occupat ional  g r o u p s  and broader  
c a r e e r  o p p o r t u n i t i e s " :  T h e  Cornmi s s i o n e r s  fouad that S t a t e ' s  
e x i s t i n g  cone s y s t e m  t o  be a r t i f i c i a l  and o v e r l y  r i g i d .  I n  
p l a c e  o f  t h e  cone system, t h e  Commission recommends t h e  
e s t ab l i shment  of  a number o f  f u n c t i o n a l  c a t e g o r i e s  ... which 
should be permeable. A n  o f f i c e r  would i n  f a c t  be r equ i red  t o  
se rve  in  more than one ca tegory  during his  o r  her  mid-level 
c a r e e r  t o  b e  e l i g i b l e  for  promotion b o t h  w i t h i n  t h e  mid-grades  
and i n t o  t h e  Sen io r  Foreign Serv ice .  ( T ,  p.25) 

U n d e r  "Management should not belong t o  t h e  b a r g a i n i n g  u n i t " :  
T h e  comi n g l  i n g  of t h e  f u n c t i o n s  of p ro fess iona l  a s s o c i a t i o n s  
w i t h  those  of l a b o r  u n i o n s  h a s  c r e a t e d  a s i t u a t i o n  i n  which 
members o f  s e n i o r  management a r e  a t  so  members of barga in ing  
u n i t s  with which management n e g o t i a t e s  labor-management i s s u e s .  
To c o r r e c t  t h i s  p e r c e p t i o n ,  s t e p s  m u s t  be t a k e n  t o  s e p a r a t e  
p ro fess iona l  a s s o c i a t i o n  and l a b o r  union f u n c t i o n s  from e a c h  
o t h e r .  ( T ,  p. 3 2 )  

Under "Acce le ra te  g r i evance  process ing  and abol i s h  r o u t i n e  
p r e s c r i p t i v e  re1 i e f  ' I :  Unlike t h e  CS g r i evance  p rocess ,  t h e  FSA 
a1 I ows t h e  G r i e v a n c e  Board t o  provide " p r e s c r i p t i v e  re1 i e f "  f o r  
g r i e v a n t s ,  p e r m i t t i n g  t h e m  t o  remain on t he  payro l l  and accrue  
a d d i t i o n a l  r e t i  r ~ r n e n t  e r e d i  t. The prov i s ion  o f  p r e s c r i p t i v e  
r e l i e f  has become automatic  pending t h e  f r e q u e n t l y  lengthy 
r e s o l u t i o n  of gr ievance  cases .  The Commission sees no b a s i s  f o r  
a f f o r d i n g  t h e  Foreign S e r v i c e  f a r  more generous g r i evance  
procedures  t h a n  the  C i  v i l  S e r v i c e ,  a n d  t h e r e f  ore  recommends t h a t  
t h e  1980 A c t  b e  amended t o  remove i n t e r i m  p r e s c r i p t i v e  r e l i e f  i n  
S e r v i c e  s e p a r a t i o n  c k s e s .  (T, p. 32) 

14. ISSUE: There are eight 
employee relation functions. 
duplication and redundancy. 
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units within PM that handle 
As a result, there is worK 

KIMBALL REPORT RECOMMENDATION: Create a new Employee Relations 
Dlvision. This Divlsion would include PM/CSP/EAB and 
PM/FSP/EE. The new OHR Division would include those employee 
relation functions currently in CD, ADM, PP, AB, and OD/SA. 
This Division would report to the new Associate Director for 
Labor and Employee Relations. 

Combine backstop cones to correspond to the four programmatic 
goals set out in the new legislation proposed by the Hamilton 
Task Force, plus cones for administrative management and program 
direction. 

OTHER REPORT RECOMMENDATION: 

Under "Abolish/restructure occupational groups and broader 
career opportunities": The Commissioners found that State's 
existing cone system to be artificial and overly rigid. In 
place of the cone system, the Commission recommends the 
establishment of a number of functional categories ... which 
should be permeable. An officer would in fact be required to 
serve in more than one category during his or her mid-level 
career to be eligible for promotion both within the mid-grades 
and into the Senior Foreign Service. (T, p.25) 

Under "Management should not belong to the bargaining unit": 
The comingling of the functions of professional associations 
with those of labor unions has created a situation in which 
members of senior management are also members of bargaining 
units with which management negotiates labor-management issues. 
To correct this perception, steps must be taken to separate 
professional association and labor union functions from each 
other. (T, p. 32) 

Under "Accelerate grievance processing and abolish routine 
prescriptive relief": Unlike the CS grievance process, the FSA 
allows the Grievance Board to provide "prescriptive relief" for 
grievants, permitting them to remain on the payroll and accrue 
additional retirement credit. The provision of prescriptive 
relief has become automatic pending the frequently lengthy 
resolution of grievance cases. The Commission sees no basis for 
affording the Foreign Service far more generous grievance 
procedures than the Civil Service, and therefore recommends that 
the 1980 Act be amended to remove interim prescriptive relief in 
Service separation cases. (T, p. 32) 



Consol idate  b a c k s t o p s ,  c r o s s - t r a i n  e x i s t i n g  s t a f f ,  and expand 
n o n - c a r e e r  h i  r i n g .  ( R ,  111-4 )  

Rep lace  c o n e s  w i t h  t w o  d i s c i p l i n e s .  Revise  the structure o f  the  
gen era l i s t  personne l  system around the  c o n c e p t  o f  t w o  
d i  s c i  p l  i n e s  - Pol i c y  Devel oprnent ( P D )  and Operat ions /Resource  
Management : O R M I .  ( P ,  1 I I . l . a )  
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Consolidate backstops, cross-train existing staff, and expand 
non-career hiring. (R, III-4) 

Replace cones with two disciplines. Revise the structure of thE 
generalist personnel system around the concept of two 
disciplines - Policy Development (PO) and Operations/Resource 
Management ;ORM). (P, IILl.a) 



15. ISSUE: R e c r u i t m e n t  must a l s o  b e  given a h igher  p r i o r i t y  
w i t h  the Agency, 

K I M B A L L  R E P O R T  R E C O M M E N D A T I O N :  Combine a l l  FS and CS 
rec ru i tmen t  i n t o  one o f f i c e  r e p o r t i n g  t o  t he  new D i r e c t o r  f o r  CD.  

O T H E R  REPORT RECOMMENDATION: 

Under "Six months from rec ru i tmen t  t o  appointment":  The 
Commissioners a r e  concerned by t h e  excess ive  l e n g t h  o f  t h e  
r e c r u i  tmentlexami n a t i  on/appoi n t e t  process .  The one/two year 
per iod  f o r m  i n i t i a l  c o n t a c t  w i t h  t h e  prospec t ive  employee t o  
appointment m o s t  1 i k e l y  causes the  Se rv ice  t o  l o s e  many prime 
c a n d i d a t e s ,  p a r t i c u l a r l y  m i n o r i t i e s ,  t o  competing employers who 
can move more qu ick ly .  ( T ,  p .  21) 

S t o p  t r a d i t i o n a l  h i  r i n g  and d e f i n e  t h e  o c c u p a t i o n a l  s k i l l  s and 
personal q u a l i t i e s  needed t o  manage programs. ( R ,  111-2 )  

I d e n t i f y  r e c r u i t m e n t  sources f o r  women and m i n o r i t i e s  and use 
females  and m i n o r i t i e s  a s  r e c r u i t e r s .  Make g r e a t e r  use o f  
c o n t a c t s  w i t h  HBCUs and h i s p a n i c  o r g a n i z a t i o n s .  T a p  t h e  O f f i c e  
of SOBU f o r  r e c r u i t m e n t  sources .  E x p a n d  p a ? d  surnrpr i n t e r n s h i p  
program f o r  m i n o r i t i e s .  EO s t a f f  s h o u l d  p lay  a more 
c o l l a b o r a t i v e  r o l e  i n  t h e  h i r i n g  p rocess ,  he1 p i d e n t i f y  sources 
and a c t  as r e c r u i t e r s .  Develop a  comprehensive outreach program 
f o r  s e c r e t a r i a l .  I n s t i t u t e  an employee r e f e r r a l  program f o r  
c l e r i c a l  a p p l i c a n t s .  (R, 111-5,7,8)  

E l e v a t e  t h e  Recruitment Branch t o  d i v i s i o n  s t a t u s .  Inc rease  
s t a f f  by f o u r  f u l l - t i m e  p o s i t i o n s  a n d  r e d e f i n e  s u p p o r t  
p o s i t i o n s .  Process ing  o f  a p p l i c a t i o n s  should be cyc led .  Have 
s e n i o r  managers review a n d  approve s e l e c t i o n  c r i t e r i a .  Telephone 
screen  success fu l  rank ordered cand ida tes  before  a formal 
in te rv iew.  (R, IV-13,14,16,19) 

All ou t reach / rec ru i tmen t  f o r  G S  and FS should be conso l ida ted  i n  
one d i  v i  s f  on  r e p o r t i n g  d i  r e c t l y  t o  t h e  Di r e c t o r  o f  Personnel .  
(R, VII-37) 

Make m o s t  job o f f e r s  by May. T h i s  w i l l  requs're g i v i n g  t h e  exam 
i n  October,  a n d  s t r e a m l i n i n g  f u r t h e r  t h e  process ing  of  
successful exam passers. , IV.7. ) 
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15. ISSUE: Recruitment must also be given a higher priority 
with the Agency. 

KIMBALL REPORT RECOMMENDATION: Combine all fS and CS 
recruitment into one office reporting to the new Director for CD. 

OTHER REPORT RECOMMENDATION: 

Under "Six months from recruitment to appointment": The 
Commissioners are concerned by the excessive length of the 
recruitment/examination/appointment process. The one/two year 
period form initial contact with the prospective employee to 
appointment most likely causes the Service to lose many prime 
candidates, particularly minorities, to competing employers who 
can move more quickly. (T, p. 21) 

Stop traditional hiring and define the occupational skills and 
personal qualities needed to manage programs. (R, 111-2) 

Identify recruitment sources for women and minorities and use 
females and minorities as recruiters. Make greater use of 
contacts with HBCUs and hispanic organizations. Tap the Office 
of SDBU for recruitment sources. Expand paid sumw~r internship 
program for minorities. EO staff should playa more 
collaborative role in the hiring process, help identify sources 
and act as recruiters. Develop a comprehensive outreach program 
for secretarial. Institute an employee referral program for 
clerical applicants. (R, 111-5,7,8) 

Elevate the Recruitment Branch to division status. Increase 
staff by four full-time positions and redefine support 
positions. Processing of applications should be cycled. Have 
senior managers review and approve selection criteria. Telephone 
screen successful rank ordered candidates before a formal 
interview. (R, IV-13,14,16,19) 

All outreach/recruitment for GS and FS should be consolidated in 
one division reporting directly to the Director of Personnel. 
(R, VII-37l 

Make most job offers by May. 
in October, and streamlining 
successful exam passers. (B, 

This will require giving the exam 
further the processing of 
IV.1.) 



A p p o i n t  a s e n i o r  FSO t o  lead recruitment e f f o r t  and develop a 
comprehensive, coordinated recruitment plan. Recruit top 
newly-promoted o f f i c e r s  f o r  one-year assignments i n  BEX.  
Devel op a "Yo1 unteer FSO Home Leave Recrui tment Program. " 
Implement a Junior-Year Abroad recruitment e f f o r t  t h a t  i n c l u d e s  
contact  w i t h  s tudents  before ,  during a.nd a f t e r  t h e i r  overseas 
s t u d i e s .  (B, I V . 4 . )  

Develop and fund t h e  Secre tary ' s  Foreign Service  Fellowships t o  
pay hal f  t u i t i o n  f o r  20  minority graduate students  i n  special  
s k i l l s .  ( 3 ,  X V . 5 . )  
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Appoint a senior FSO to lead recruitment effort and develop a 
comprehensive, coordinated recruitment plan. Recruit top 
newly-promoted officers for one-year assignments in BEX. 
Develop a "Volunteer FSO Home Leave Recruitment Program." 
Implement a Junior-Year Abroad recruitment effort t~at includes 
contact with students before, during ind after their overseas 
studies. (B, IV.4.) 

Develop and fund the Secretary's Foreign Service Fellowships to 
pay half tuition for 20 minority graduate students in special 
skills. (B, IV.5.) 



16 .  ISSUE: There i s  an unnecessary redundancy between the 
s t a f f s  o f  PM/PCF/PP, PM/CSP/PSPB and PSPE. 

K I M B A L L  R E P O R T  RECOMMENDATION:  P P  and PSPB s h o u l d  be combined, 
include t h e  task o f  workforce p l a n n i n g  currently performed by 
PSPE. 

O T H E R  R E P O R T  R E C O M M E N D A T I O N :  
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16. ISSUE: There is an unnecessary redundancy between the 
staffs of PM/PCF/PP, PM/CSP/PSPB and PSPE. 

KIMBALL REPORT RECOMMENDATION: PP and PSPB should be combined, 
include the task of workforce planning currently performed by 
PSPE. 

OTHER REPORT RECOMMENDATION: 



17.  ISSUE: The Agency's most senior employees are serv iced  by 
two u n l t s  - EPM a n d  PSBB.  Both groups  a r e  t a s k e d  w i t h  f u n c t i o n s  
t h a t  would be better a s s i g n e d  t o  another group.  

K I M B A L L  REPORT R E C O M M E N D A T I O N :  The processing funct ions  for  a11 
e x e c u t ~  ve personnel s h o u l d  be hand1 ed by the Assignment 
D i v i s i o n .  A 1 1  o t h e r  E x e c u t i v e  tasks s h o u l d  be p l a c e d  under EPM 
i n  t h e  new Associate  Director  f o r  Career Development. 

O T H E R  REPORT RECOMMENDE- 3N: 

Under "Needs o f  t h e  S e r v i c e  must p r e v a i l " :  A l l  assignments o f  
untenured o f f i c e r s / j u n i o r  o f f i c e r s  and senior o f f i c e r s  wouJ d b e  
centra l ly  control  1 ed.  O f f i c e r s  in grades 04-07 uoul d b e  
c o n t r o l l e d  by the bureaus i n  t h e  a s s i g n m e n t  process .  ( T ,  p .  2 7 )  
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17. ISSUE: The Agency's most senior employees are serviced by 
two units - EPM and PSBB. Both groups are tasked with functions 
that would be better assigned to another group. 

KIMBALL REPORT RECOMMENDATION: The processing functions for all 
executlve personnel should be handled by the Assignment 
Division. All other Executive tasks should be placed under EPM 
in the new Associate Director for Career Development. 

OTHER REPORT RECOMMENDft~ 8N: 

Under "Needs of the Service must prevail": All assignments of 
untenured officers/junior officers and senior officers would be 
centrally controlled. Officers in grades 04-01 would be 
controlled by the bureaus in the assignment process. (T, p. 27) 



18.  I S S U E :  Managers and employees  m u s t  o b t a i n  informat ion  
from many d i f f e r e n t  personnel g r o u p s  w i t h i n  A I D ,  a s  a result o f  
personnel s p e c i a l i s t s ,  n o t  g e n e r a l i s t s .  

KIMBALL R E P O R T  RECOMMENDATION:  Pl ace  -a1 1 " o p e r a t i o n a l  " 
personnel  f u n c t i o n s  under a new Associa te  Director  f o r  Personnel 
Operat ions.  T h i s  new u n i t  would handle b o t h  CS a n d  FS 
f u n c t i o n s :  Assignments, P o s i t i o n  Management a n d  C l a s s i f i c a t i o n ,  
Eva1 u a t i o n ,  Recrui tment ,  a n d  the u p g r a d e d  FSN Divis ion .  

OTHER REPORT RECOMMENDATION: 

Under " I n c r e a s e  u n d e r s t a n d i n g  and i n v o l  vement by a1 l 1 eve1 s o f  
management1': E f f e c t i v e  imp1 ementation o f  t h e  personnel model 
t h e  Commissioners have d e v e l o p e d  w i l l  r e q u i r e  i n c r e a s e d  emphasis 
o n  t r a i n i n g ,  b o t h  of  employees a s s i g n e d  f u l l - t i m e  t o  t h e  
personnel function and of 1 i n e  managers throughout the 
a g e n c i e s .  The Commissioners s t r e s s  the need f o r  through a n d  
e f f e c t i v e  t r a i n i n g  o f  C D O s  t o  e n a b l e  t h e m  t o  carry o i i t  the 
i n c r e a s e d  responsi b i l  i t i e s  t h e i r  positions will e n t a i l  u n d e r  the 
assignment s y s t e m  t h e  Commissioners p r o p o s e .  The same is true 
f o r  a1 1 a s s i g n e d  t o  t h e  personnel management f u n c t i o n ,  inc lud ing  
POs a b r o a d .  Admini s t r a t i a n  o f  t h e  system the Commjssioners 
recommend will depend o n  the development of a cadre  o f  
profess iona l  human resource  managers  who b r i n g  both e x p e r t i s e  
a n d  exper ience  t o  t h e i r  t a s k s .  (T, p.18) 
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18. ISSUE: Managers and employees must obtain information 
from many different personnel groups within AID, as a result of 
personnel specialists. not generalists. 

KIMBALL REPORT RECOMt1ENDATION: Pl ace _all "operati onal" 
personnel functions under a new Associate Director for Personnel 
Operations. This new unit would handle both CS and FS 
functions: Assignments. Position Management and Classification, 
Evaluation, Recruitment. and the upgraded FSN Division. 

OTHER REPORT RECOMMENDATION: 

Under "Increase understanding and involvement by all levels of 
management": Effective implementation of the personnel model 
the Commissioners have developed will require increased emphasis 
on training, both of employees assigned full-time to the 
personnel function and of line managers throughout the 
agencies. The Commissioners stress the need for through and 
effective training of CDOs to enable them to carry out the 
increased responsibilities their positions will entail under tbe 
assignment system the Commissioners propose. The same is true 
for all assigned to the personnel management function, including 
POs abroad. Administration of the system the Commissioners 
recommend will depend on the development of a cadre of 
professional human resource managers who bring both expertise 
and experience to their tasks. (T, p.18) 



19, ISSUE: Many i n  the Agency b e l i e v e  Agency awards program, 
payroll function and FS allowances are misplaced w i t h i n  the 
Agency. 

K I M B A L L  REPORT RECOMMENDATIOK: M Q V ~  qwards to the new Empioyee 
Relations Division, payro l l  s h o u l d  remain i n  FM. No chanoe " 
recommended regarding F S  a1 1 owances. 

OTHER R E P O R T  RECOMMENDATIONS: 

-25-

19. ISSUE: Many in the Agency believe Agency awards program, 
payroll function and FS allowances are misplaced within the 
Agency. 

KIMBALL REPORT RECOMMENDATIO~: Move awards to the new Empioyee 
Relations Division, payroll should remain in FM. No change 
recommended regarding FS allowances. 

OTHER REPORT RECOMMENDATIONS: 

I . , 
~ 
I 

~ 



20. I S S U E :  Ts there a need to e s t a b l i s h  t h r e e  new senior O N R  
positions f o r  CD, Personnel Operations and Labor and Employee 
Re1 a t i  ons? 

K I M B A L L  REPORT RECOMMENDATION: Yes.  -These positions shoul  a be 
c filled by SFS/SES ra n k  members. 

OTHER REPORT RECOMMENDATIONS: 
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20. ISSUE: Is there a need to establish three new senior OHR 
positions for CD, Personnel Operations and Labor and Employee 
Relations? 

KIMBALL REPORT RECOMMENDATION: Yes .. These positions should be 
filled by SFSISES rank members. 

OTHER REPORT RECOMMENDATIONS: 



2 1 .  ISSUE: PM does not have .adequate  space. 

KIMBALL REPORT RECOMMENDATION: A I D  management must upgrade  
e x i s t i n g  space and provide a t  l e a s t  25% more space i n  order t o  
make working condi t ions  profess ional  . 
OTHER REPORT RECOMMENDATIONS: 
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21. ISSUE: PM does not have adequate space. 

KIMBALL REPORT RECOMMENDATION: AID management must upgrade 
existing space and provide at least 25% more space in order to 
make working conditions professional. 

OTHER REPORT RECOMMENDATIONS: 

~ , : . 'f 
~ 



22. ISSUE: Are d e l e g a t i o n s  o f  authori ty  adequate? 

K I M B A L L  REPORT RECOMMENDATION: Revise and update  d e l e g a t i o n s  t o  
r e f l e c t  o r g a n i z a t i o n .  

OTHER REPORT RECOMMENDATIONS: 
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22. ISSUE: Are delegations of authority adequate? 

KIMBALL REPORT RECOMMENDATION: Revise and update delegations to 
reflect organization. 

OTHER REPORT RECOMMENDATIONS: 

{ 



23.  ISSUE: Does PM have adequate SOP'S? 

K I M B A L L  REPORT RECOMMENDATION:  D e v e l o p  and au tomate  S O P ' S .  

OTHER REPORT RECOMMENDATIONS: 
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23. ISSUE: Does PM have adequate SOP's? 

KIMBALL REPORT RECOMMENDATION: Develop and automate SOP's. 

OTHER REPORT RECOMMENDATIONS: 



24. ISSUE: Are PM needs f o r  computer hardware and sof tware  
r e c e i v i n g  adequate  a t t e n t i o n ?  

K I M B A L L  REPORT RECOMMENDATION: This i s s u e  needs t o  be s t u d i e d  
w i t h i n  PM t o  determine i f  computer iza t ion  i s  p roper ly  planned 
and supported.  

I OTHER REPORT RECOMMENDATIOMS: 

Under "Implement a respons ive  au tomated  personnel system" : F u l l  
automation of t h e  personnel s y s t e m  i s  i n d i s p e n s a b l e  t o  t h e  
e f f e c t i v e  implementation of t h e  personnel model t h e  Commission 
has developed f o r  t h e  FS. Such automation would make p o s s i b l e  
a c c u r a t e  model i n g  o f  t h e  agencies  ' workforce requi rements. Only  
t h r o u g h  t h e  development o f  a f u l l y  au tomated  system can  t h e  
agencies  be  assured  o f  t i m e l y ,  e f f e c t i v e ,  and r e s p o n s i v e  human 
r e sources  a d m i n i s t r a t i o n .  ( T ,  p. 33)  

G i v e  Recruitment a b u d g e t  t o  seek and i n s t a l l  a u s e r - f r i e n d l y  
t r a c k i n g  system. (R, 111-5C) 

Improved  automation i s  needed i n c l u d i n g  e l e c t r o n i c  mail i n g  of 
informat ion  between FSP/R and T R C  members. ( R ,  I V - 1 9 )  

Sponsor an a n a l y s i s  o f  management's requi rements  f o r  
informat ion .  T h i s  a n a l y s i s  would be  used t o  de f i ne  t h e  changes 
needed i n  t h e  c u r r e n t  manpower and p e r s o n n e l  MIS and g ive  t h e  
MIS s t a f f  a target t o  shoot f o r .  The a n a l y s i s  would start w i t h  
management s p e c i f i e d  concerns ;  i t  would i d e n t i f y  reports  t h a t  
m i g h t  a s s i s t  management r e s o l v e  them. ( B ,  I I . 4 . a . l  

• 
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24. ISSUE: Are PM needs for computer hardware and software 
receiving adequate attention? 

KIMBALL REPORT RECOMMENDATION: This issue needs to be studied 
wlthin PM to determine If computerization is proper}y planned 
and supported. . 

OTHER REPORT RECOMMENDATIONS: 

Under "Implement a responsive automated personnel system": Full 
automation of the personnel system is indispensable to the 
effective implementation of the personnel model the Commission 
has developed for the FS. Such automation would make possible 
accurate modeling of the agencies' workforce requirements. Only 
through the development of a fully automated system can the 
agencies be assured of timely, effective, and responsive human 
resources administration. (T, p. 33) 

Give Recruitment a budget to seek and install a user-friendly 
tracking system. (R, 1II-5C) 

Improved automation is needed including electronic mailing of 
information between FSP{R and TRe members. (R, IV-19) 

Sponsor an analysis of management's requirements for 
information. This analysis would be used to define the changes 
needed in the current manpower and personnel MIS and give the 
MIS staff a target to shoot for. The analysis would start with 
management specified concerns; it would identify reports that 
might assist management resolve them. (B, II.4.a.) 



25 .  ISSUE: PM i s  u n d e r s t a f f e d ,  part icu lar ly  i n  view i n  the 
proposed reorgan iza t ion .  

K I M B A L L  REPORT RECOMMENDATION: Management needs to allocate 
more f u l l  - t i m e  and p a r t - t i m e  personne l .  

OTHER REPORT RECOMMENDATIONS: 
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25. ISSUE: PM is understaffed, particularly in view in the 
proposed reorganization. 

KIMBALL REPORT RECOMMENDATION: Management needs to allocate 
more full-time and part-time personnel. 

OTHER REPORT RECOMMENDATIONS: 
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THE FOREIGN SERVICE - CIVIL S E R V I C E  B A L A N C E  IN A I D / W  

REPORT SUMMARY 

Foreign S e r v i c e  employees 1  imi t themselves t o  r e g i o n a l  bureaus 
i n s t e a d  o f  c e n t r a l  bureaus,  b e l i e v i n g  t h a t  regional  bureaus 
o f f e r  g r e a t e r  p o t e n t i a l  f o r  advancement. C i  v i l  S e r v i c e  
employees have been greatly disadvantaged i n  terms o f  c a r e e r  
g r o w t h  and j o b  s a t i s f a c t i o n  a s  a r e s u l t  o f  t h e  Obey Amendment, 

26. ISSUE: FS employees, when ass igned  t o  AID/W seek 
ass ignment  i n  r e g i o n a l  bureaus, r a t h e r  t h a n  central bureaus. 
T h i s  phenomenon d e t r a c t s  from c e n t r a l  bureau re levance  and 
s e n s i t i v i t y  t o  f i e l d  m i s s i o n  and c l i e n t  needs. 

KIMBALL REPORT RECOMMENDATIONS: Inc rease  t o t a l  FS slots i n  
c e n t r a l  bureaus by 10% over the next  t w o  years. 

Require FS c a n d i d a t e s  f o r  EPAP-level p o s i t i o n s  t o  have served i n  
Human Resources,  Procurement,  Cont rac t ing  or F i n a n c i a l  
Management. 

Since  t e c h n i c a l  s t a f f  a r e  o f t e n  not  a t  t h e  c u t t i n g  edge  of 
know1 edge in t h e i  r f i e l d s  a f t e r  seve ra l  o v e r s e a s  s e n d  set ected  
FS employees t o  advanced t r a i n i n g  i n  p r e p a r a t i o n  f o r  r0tat io .n 
through S&T a n d  P P C .  

R e v i s e  p r e c e p t s  t o  ensure t h a t  employees who do s e r v e  i n  c e n t r a l  
bureaus a r e  rewarded by t h e  S e l e c t i o n  Boards .  

E s t a b l i s h  advisory  c o u n c i l s  t o  S&T and OHR/Training t o  a l l o w  
reg iona l  bureaus a  more meaningful r o l e  i n  c e n t r a l l y  organf zed 
a n d  funded a c t i v i t i e s .  

CITY: ' ,"PORT RECOMMENDATIONS: - ---. 

-32-

THE FOREIGN SERVICE - CIVIL SERVICE BALANCE IN AID/W 

REPORT SUMMARY 

Foreign Service employees limit themselves to regional bureaus 
instead of central bureaus, believing that regional bureaus 
offer greater potential for advancement. Civil Service 
employees have been greatly disadvantaged in terms of career 
growth and job satisfaction as a result of the Obey Amendment. 

26. ISSUE: F5 employees, when assigned to AID/W seek 
assignment in regional bureaus, rather than central bureaus. 
This phenomenon detracts from central bureau relevance and 
sensitivity to field mission and client needs. 

KIMBALL REPORT RECOMMENDATIONS: Increase total FS slots in 
central bureaus by 10% over the next two years. 

Require FS candidates for EPAP-level positions to have served in 
Human Resources, Procurement, ContractiNg or Financial 
Management. 

Since technical staff are often not at the cutting edge of 
knowledge in their fields after several overseas send selected 
FS employees to advanced training in preparation for rotation 
through 5&T and PPC. 

Revise precepts to ensure that employees who do serve in central 
bureaus are rewarded by the Selection Boards. 

Establish advisory councils to S&T and OHR/Training to allow 
regional bureaus a more meaningful role in centrally organized 
and funded activities. 

OF; ::-PORT RECOMMENDATIONS: 



27. ISSUE: The Obey Amendment bas l e d  t o  t h e  absence o f  j o b  
mob3 l i t y ,  demoral i z a l i o n s  and premature departure f o r  many CS 
empl oyees. 

K I M B A L L  REPORT RECOMMENDATIONS: Raise t h e  maximum allowable 
p e r c e n t a g e  o f  CS/AD/SES employees i n  "F" designated post  t i o n s  to 
20%. 

Make greater use o f  limited-term CS/SES p o s i t i o n s  i n  regional 
bureaus. 

Wake gi-eater use o f  qua1 i f i  ed CS empl oyees i n 1 i m i  ted-term 
overseas excursion t o u r s .  

Increase personnel d e t a i l  s ,  t r a i n i n g  and  "reverse IPAs t o  
u n i v e r s i t i e s  a n d  NGGs t o  e q u i p  CS employees w i t h  greater  skills 
t o  a s s i s t  t h e i r  m o b i l i t y  i n  A I D .  

Take other  steps t o  Fac i l i ta te  CS employees' placement i n  other 
agenc iz s  o r  ear ly  retiremerit. 

Create a s e n i o r - l e v e l  CS c a r e e r  development ombudsman post 
w i t h i n  t h e  CD u n i t  to counsel CS employees o n  career movement  
and  a d v a n c e m e n t .  

O T H E R  R E P O R T  RECOMMENDATIONS: 
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27. ISSUE: The Obey Amendment has led to the absence of job 
mobility. demoralizations and premature departure for many CS 
employees. 

KIMBALL REPORT RECOMMENDATIONS: Raise the maximum ~llowable 
percentage of CS/AD/SES employees in ~F· designated positions to 
20%. 

Make greater use of limited-term CS/SES positions in regional 
bureaus. 

Make greater use of qualified CS employees in limited-ter~ 
overseas excursion tours. 

Increase personnel details, training and "reverse IPAs to 
universities and NGOs to equip CS employees with greater skills 
to assist their mobility in AID. 

Take other ste~s to facilitate CS employees' placement in other 
agencies or early retireme~t. 

Create a senior-level CS career development ombudsman post 
within the CD unit to cou~sel CS employees on career movement 
and advancement. 

OTHER REPORT RECOMMENDATIONS: 

- , ,,- . ~ . . . -. 



USE OF N O N - D I R E C T  H I R E  STAFF 

R E P O R T  SUMMARY 

A I D  h a s  increased the number o f  N o n - D T r e c t  Hire employees 
w i t h o u t  assessment  o f  t h e  p o s s i b l e  repercussion. 

28. ISSUE: There has been a steady decrease o f  D i rec t -H i re  
s t a f f  and an i n c r e a s e  i n  Nun-Direct Hire s t a f f ,  because of budget 
l i m i t a t i o n s .  As a resu l t ,  these hires l ack  t r a i n i n g ,  knowledge 
o f  AID/USG,  and has  produced an "uneven qual i ty  of work." 

K I M B A L L  REPORT RECOMMENDATION:  The workforce planning  un i t  
s h o u l d  d e v e l o p  an e f f e c t i v e  system f o r  t r a c k i n g  a n d  measuring 
t h e  dimension o f  t h i s  trend. A I D  needs t o  d e c i d e  i f  t h i s  trend 
is beneficial. 

OTHER R E P O R T  R E C O M M E N D A T I O N S :  
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USE OF NON-DIRECT HIRE STAFF 

REPORT SUMMARY 

AID has increased the number of Non-Direct Hire emp~oyees 
without assessment of the possible repercussion. 

28. ISSUE: There has been a steady decrease of Direct-Hire 
staff and an increase in Non-Direct Hire staff, because of budget 
limitations. As a result, these hires lack training, knowledge 
of AID/USG. and has produced an Duneven quality of work.D 

KIMBALL REPORT RECOMMENDATION: The workforce planning unit 
should develop an effective system for tracking and measuring 
the dimension of this trend. AID needs to decide if this trend 
is beneficial. 

OTHER REPORT RECOMMENDATIONS: 

, i /". 
- I .... / 



OTHER REPORT RECOMMENDATIONS NOT ADDRESSED BY THE K I M B A L L  REPORT 

THOMAS REPORT 

Under "AT 1 ow f o r  P red ic tab l  e  p romot ion /a t t r i  t i  o n ,  e l  imi n a t e  
s e n i o r  window": T h e  promotion system t h e  Commission is 
recommending i s  most d e f i n i t e l y  an "'up-or-out"system. 
Promotions would be t o  ac tua l  vacancy,  a s  i n  any c l o s e d  
promotion system, r a t h e r  than t o  a n t i c i p a t e d / e s t i m a t e d  vacancy, 
as a t  p r e s e n t .  

T h e  Commission recommends l i m i t i n g  o t h e r  agency represen ta t i , on  
on p r o m o t i o n  panel  s to employees of t h e  FAAs.  

The a c t i v i t i e s  o f  t h e  S e l e c t i o n  Boards a r e  s o  impor tant  t o  t h e  
S e r v i c e ,  t h a t  only Senior  O f f i c e r s  should sit on them- 

I n  contracts t o  the e x i s t i n g  system, promotion c o m p e t i t i o n  f o r  
e n t r y  i n t o  t h e  SF5 woul d occur  a u t o m a t i c a l l y  when t ime- in -c las s  
and  y e a r s - o f - s e r v i c e  minimums a r e  met, r a t h e r  t h a n  a t  the  op.tion . , 

o f  t h e  empl ayee  (i . e . ,  t h e  SFS window woul  d be el i m i  n a t e d ) .  (T, 
p- 2 8 )  

Under "Set  p re - t enure  per iod a t  s i x  y e a r s " :  The Commission 
recommends t h a t  t h e  Department s h i f t  t h e  weight o f  i t s  s e l e c t i o n  
process  t o  an assessment  o f  t h e  O f f i c e r ' s  performance d u r i n g ,  t h e  
per iod  o f  untenured s e r v i c e .  (T, p .  2 2 1  

E s t a b l i s h  a r igorous  s t a n d a r d s  and train t h e  s e c r e t a r i a l  pool 
before  a s s i g n i n g  i n d i v i d u a l s  t o  r e g u l a r  p o s i t i o n s .  ( R ,  111-9) 

Involve A I D  senior  managers i n  a j o b - s a t i s f a c t i o n  study, I R ,  
111-10) 

IG/SEC shoul d e x p e d i t e  i n t e r i m  s e c u r f  t y  c l e a r a n c e s  w i t h i n  30 
days f o r  s e c r e t a r i e s .  (R, 111-12) 

Disband t h e  e leven TRCs and rep lace  them w i t h  one made up o f  
t h r e e  s e n i o r  managers. Exclude EOP, Career Development and 
Recruitment employees from t h e  TRC. L i m i t  a l l  TRCs t o  th ree  
v o t i n g  members (two broad managers and one t e c h n i c i a n  who w o u l d  
r o t a t e  depending on t h e  BS under c o n s i d e r a t i o n )  s e rv ing  one y e a r  
p e r i o d s .  E l  i m i  na te  i n s t a n c e s  where a s u p e r v i s o r  and subord ina te  
b o t h  serve on the TRC.  (R, IV -20 ,23 ,27 )  

,-' 
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OTHER REPORT RECOMMENDATIONS NOT ADDRESSED BY THE KIMBALL REPORT 

THOMAS REPORT 

Under "Allow for Predictable promotion/attrition, eliminate 
senior window": The promotion system the Commission is 
recommending is most definitely an "up-or-out" system. 
Promotions would be to actual vacancy, as in any closed 
promotion system, rather than to anticipated/estimated vacancy, 
as at present. 

The Commission recommends limiting other agency representation 
on promotion panels to employees of the FAAs. 

The activities of the Selection Boards are so important to the 
Service, that only Senior Officers should sit on them. 

In contracts to the existing system, promotion competition for 
entry into the SFS would occur automatically when time-in-class 
and years-of-service minimums are met, rather than at the option 
of the employee (i.e., the SFS window would be eliminated). (T, 
p. 28) 

Under "Set pre-tenure period at six years": The Commission 
recommends that the Department shift the weight of its selection 
process to an assessment of the Officer's performance during the 
period of untenured service. (T, p. 22) 

Establish a rigorous standards and train the secretarial pool 
before assigning individuals to regular positions. (R, 1II-9) 

Involve AID senior managers in a job-satisfaction study. CR, 
III-10} 

IG/SEC should expedite interim security clearances within 30 
days for secretaries. (R, 111-12) 

Disband the eleven TRCs and replace them with one made up of 
three senior managers. Exclude EOP, Career Development and 
Recruitment employees from the TRC. Limit all TRCs to three 
voting members (two broad managers and one technician who would 
rotate depending on the BS under consideration) serving one year 
periods. Eliminate instances where a supervisor and subordinate 
both serve on the TRC. (R, IV-20,23,27) 
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