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UNITED TATES(HVH,SERVMHTCONMABSKM\ B RSILY FLUAE 1102 3
WASHIRGTON, D.C. 20415 . ]

YOUF FLFERTHCE

’ March 27, 1968

Honorable William S. Gaud

Adwministrator
Agency for InLeLnaL:opal

Development
Washington, D, C. 20523 ' '

[

R
v

|
Dear Mr. Gaud:

1 want to thank you for sending me the plan’ of action you are undsr-
aP1n° in response to our Preliminary Imspection Report. Not only

are the goels set forth in the plan commendable but thelr attaimne
will be instrumental in helping AID to do a beiter job of planning
and utilizing its employees to meelt the

.
&~
ne

. fof, getiing, developing,
neegds of the agency wmission.

Agency £ox

The

I have encloscd Evaluation of Personnel Managenent:

International Development, the final report of our inspectilon.
repori is organized to present the specific recommendaltions result-
ing from our-inspection, followed in each instance by a statement by

are doing, or will do in response to each
informed from

AID .on what you have done,
recopmendation. T would appreciate your keeping us

time to tiwe on the prograss you arce making.

From our paslt discussions 1 know that you realize the serilousness oOJ

the issues raised by tha report. The developments you have reported
. . TN

on in recent months are encouraging,

I believe rthat a followup review by the Commission after you
an opporlunity to move ahead with your action plans would be
will b2 pleased to consull with you on the timing for such

have had
helpiul.
a review

T
A

at an appropriate time.
Sincerely yours,

(L-":' /L)}/Uf\-/‘_/"/ /\\
dionn W, Macy, Jr
Chairman
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Nature of thg inspcctinﬁ ‘

The 1966 Civid Service Comsisston inspection of the Agency for Inter-
national Development was initiated to appraise the overall effcctive-
ness of ageney managemeyt in plenning for, getting, developing, and
utilizing its amployees €5 meet both the'nceds of its mission and ‘the
requirements of public policy. .

During the counse of the on-site inspection, which was conducted in
October and Hovember 1966, the team used a number of fact-finding
techniques, including: - . )

~
a

Jdnterviews with 169 managers and supervisors and 40 employees.

- Review of Agency issuvances and policy statements,

< Desk audits and documentary review of 161 Geperal Schedule
.positions.

~ Review of 579 persomnel actions for-regulatory compliance,
including excepted appointments of consultants and expents.

.~ Review of Tunetional sLaLemonL , organizational charts, and
.+ .staffing patterns. v

- Examination of the activities and processing operations of
Agency personnel offices,

- BReview of studies and analyscs of the Agency and its subsystems
made’ internally and by oulside groups.

- A visit to Latin Amorica to obtain a first-hand knowledge of
- - 'programs and personnel operations in the AID overseas mission.

.

Mission

Since 4ts ovigin as the llarshall Plan in "1249, the Agency for Inkter-

national Development has undergone scveral changes in name, and orgeani-~

zation, as well as accompanying shifts ifi” pro”“dm ompha is.. In its
current form, it derives its title and authority from Bxecutive Ordex

10973 and the Foreign Assistance Act of 1906k, Undex this émahling‘.”w“

order and lepgislation, ALD is chorged with administering non-military

foreigu agsistance prograns; and under certain pre-existing legislation,
A
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The Apency Ls wade up .. five vegional buxviaus -- one i Africa,
another Lor Far Bast - East Asia, a third’ For latin America, a Lowrth
for the Mear Hust and South Asia, and the fifeh for Vietnam -- cach

managed by an Assistant Administrxlo:, with Lthe rank of Assistant
Sceretary of SLate, and all reporiing to the Administrator, with the
rank of Under Secretary., Reporting to these Assistanl Adninistrators
ace the Dircctors of the sane 68 ALD cvexscas wissions, To varying
degrees the Office of Public Safcty and the Office of International .
Training are regarded as having bureau status, in that Lhe heads of
these offices have responsibility fox line wather than stalf support
programs., - : .

-

Orponlzation for Personnel liuagewent

Pe*sonnel management in ALD and its predccessor agcnc:ea had a history
of being centralized, parlly deconkralined, and at the time of the
inspection, being partially recentralized.

L -
ltach of.the five regional bureaus, the Of{fice of Tublic Safety, ahd the
ﬂID/HthlnﬂLon headquarters was manned and empowercd to manage its own
assxgnod pcrsomel. In anticipation of a possible recentralization of
authority, however, the central persomncl office ‘had established a
recruiting leLSlon and had clevated the training function to division
status, 'Thus, at the timec of the inspection ALD pcrsonnel management
had arrived at a crossroad. Pending decisjous concerning which organi-
‘zational elements would be given the.responsibility, each of the bureaus
cand the central personnel offlcc was organizcd to varying degrees to
proceed on its own. - '

Factors Affecting Persounal'Managemcnt'

The existence of scven semi-autonomous operating personnel eoffices and
a cential persomnel office, all within the Washington headquarters of
a modexate sized agency, introduced problems in planning and coordi-

nation and coutributed to the continuing expansion of personnel staffs

Other significant influcnces were found in the -composition and distri-
bution of ‘the work force. Like tlie Depavtment of State, of which it

is a part, AID overscas (direct-hire) employecs are Foreign Service or
Foreign Service Stalf, but these employces are all given reserve or
‘limited stalus, Approx1mate1y half of all ALD employees are stationcd
overseas, and most of those in Washington are Civi) Service rather

than Foreign Service. The licterogeneity and location of the’ popu]atlon
introduce sp001a} prohlems 'in careex planning, equity of assignments,
and p051t10n classmflcatlon. o
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Roport Emphasis .
' . o,

genexally Liwited LozéuLcr divectly

AlD's

The inspection and the reporl are
relaked to personnel managenenk. | We made no judgments boul
basic progroms or the extent to vhich the Agency was or was wmot accom-
plishing its d%‘iLHCd mission, apark {rom situatious where poor personnel

practices weré inhibiting mission accomplishiment.

A preliminary veport of our inspection was presenLed to the Administrator
‘of the Agency for International DLVLlO]anL in July 1967. Since then
AID has proposced and inltiated a number of actions designed to improve
‘persomel management.  This xeport. preseats our major recommendations -~
followed Jn cach instance by a stabement of what ATL reportedly has

and proposes to do in response to each ccommendationm.

.done,~is doimg,
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‘ Y WORK ORGANIZATICN “-3#D8LTION MANAGEHERT ARD POSTI. 4 ILASSIFICACLON

.

Recomméndations: ) S

. T2 The Administrator must exercise on acbtive persenal concern fon
sound pasition management ond position classification. This
conuern must be conveyed to rhn key wmeabers of his stafll,
. }
. - Pureau of the Pudgat Circular No. A-G64 (Revised), Position -
" Hanagement Systewm and- Ewmployment Cejlings, should be imple-
mented by the establishwent of an effiective system of position
managemeni, Particular attention should be given to:
- - o The assigning of appropriate reles in the position manage-

ment system to budgel, management plamning, and persommel

. . .. " staffs., The system should insure that their‘activities
: arc coordinated.

o The establishwent of a system for review of ALD organiza-
tions. As a minimum, all proposed reorganizations should
be reviewed for their adherence to the principles of sound
position management and classification.

- The position classification staff should be strengthened. Each
position classification specialist should have a rcasonable work-
load which will pexmit him to make peirlodic surveys and Decome
familiav with the organizotions he services. If the personnel
‘specialisks alrcady employed are ubilized in a more effective
manner it should nol be mécessavy to augment. the total stafif.

. = Action wust be taken to correct misclansified pos itions thirough-

. " out the Asency. The classification case listing for this inspec-
tiou, which discusses ipdividual positions, has been submitted
via scparate communication. A datailed actlon plan mmst be dyawn

o up and a schedule established for the implcmontntinn of the plan.

. A combination survey covering the manpower, organization, and
classification of the entire Agency would be one alternative.

The purpose of such a survey would be to:

0 XYdentify and coricct duplication and overlap of dities,
and functions.

o Jdentify and eliminate organizational faults.
e 7 3 -

- o
.og ‘!

PP '

o Provide an dcuulate record of orgduL4aLlondl utrUCLUre
» and position content.,

S +

o Apply new élagsificatjon standards.
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- Supervivsors at all levels must be made Lu undersland the signifi-
cance of position wanagement sud position classification to .
orpganizaltion wanagoment and should be clearly nade awarce that:

o The ¢valualion of Ctheir perfommance as managers wvill take
into account their cfficiency or inecfficiency in wsing
MANPOWEY LEHEOUTCCS .,

o They are vesponsible for sccing that the positions of their
subordinates are.accurately described and ‘corrcctly classified,

Agency Response:

i

In August 1967, the Adwiwndstrator advised the iixacutive Staff that all
of fices vould be expected to participate in an organization and position
management review. A memorandum to the executive staff, and office
direclors under the Asasistant Administrator Ffor Administration, dirccted
the cobduct of an infternal management seview by each office, and cxternal
manegement appraisals of each office by the 0ffice of hanaoemcnt Planning,
the Office of Tersomnel Admindstration and Lhc Qffice of Controller. 1t

also requined that futurce appointment, neassignmeni or prometion of em-
p]oyeeo to positions in ALD pevsonnel offices be made only if the nead
for such actions is specsfically justified Co and approved by the Director,

"Office of Tersomel Administration. Raeh offica was asked to submit a

report to Lhe Assistant Administraton [or Adidnistration regarding its
findings and actions taken. J}inally, the memorandum required the wpdating
of all position descriptions whencver they no longer raflect the duties
actvally assigned. The revised descriptions are being reviewed as re-
ceived. AID Manual Order Wo. £35.2 places responsibility for complcteness
and accuracy of position acscertJOAQ on the immnediate supervisor. %¥his
e“ponquL1lLy was called to the atiention of all supervisory personnel

in connection with AID/¥ efficiency rvatings for the ycar ending Octobex 31, -
1967. The responsibility will soon be reaffiimed in materials about to

be issued in further implementation of (he MOST Program..

ATD agrees fully with the Commission's report that a position classifi-
cation survey of all hcadquarter's positions is jwperative. To this end

a new Tosition Classification and Position Management Bravch has been

cstablished., Professional staffing of the bvanch cousists of 11 position

.classifiers, resulting in a workleoad of approximately 400 positions per

classifier, including the Chief, This wore than douenles the stafif formerly
assipned to position classification. The first classificatiorn survey of -
the Informution Staff comsenced carly December. This was folloved by
survey in the Office of Sccurity. The thixd classification survey will
commence in the Burcau for Vietnam aboub January 15 with valuable technical
assistance from the Civil Service Commission. .0ther surveys will follow

on a-regulsa Lly scheduled hasis. AID w1ll soon discuss in depih the appll-

o - P AT, . S - ‘
'.‘..?-‘ ,,.ﬂ':- '.\.Zr:_\'. é. . "J't. T e T R T O—" —p r-vu.p g....ua.n.n, Lias b Lins .A.J “a

those in the personnel, management plauning and security ficlds.



Jn September of tLhis year,

until. he is-satisfied they are esscntial,

R

' . . \sd : Lo b

Hev roles of the Of, ioof Tersonped Admluistration nagement Planning
and the Gontroller wwoa respeclh Lo pusition contirel, vacancy reponting
and Lilling of wvacancies have beep plauned and are in process of imple-
menLation, In this area the new and broadencd Of fice of Personncl and ,
Manpower, replacing Lhe old Offlce of Tersomel-Administration, will

play the primary vole.
the Office of Pewnomne] Adwministcration issuod
its comprchensive report of "Bureau Personnel Operations and Processing.
This was a detailed study of organization, staffing, procedures and
productivity of burcau forcign scrvice operations.. -Lt was undertaken to
determine in paxl the rcasons for fhe lange ALD personnel'ﬁtaff and Lo
seek ways of weducing it and of improving, simplifying and expediting
persomnel operations. Lt presents the rvesults of analyses of (1) AID's
personucel staffing ratios and productivity in comparison with those of
other agencics, (2) the productivity of the several ALD persomnel offices,
(3) the relative invesiments of time by Dburcau personnel offices in cach
of scveral broad forcign scrvice persoanel functions, (4) personnel proc-
essing procedures, and (5) work performance problems as secw by the per-
sounel staffs, Poteakic) savings of manpower have been tentatively
identified. Detailed analyscs and development of alternative remedial
actions are nov taking place. Thvough realigmrent of responsibilities,
modification of policies, and systems engineering, it is anticipated that
significant savings will be produced,

‘A companion survey to further systems redesign and staff savings has also
E) L] ey

Jbeen condueted within the Civil Service sector of the Agency and is almost
‘comnpleted,  This weport is pevallel in structure and content to the one

described above. A(D's mathods and productivity are compared to thosc
of other Federal agencies operating under the civil sexvice system.

The tanget ALD is scttiug fov ilsclf is a pewsonnel ratio of about 1:40;
wvhich may be attaiuned by mid~1969, By that date the expecked bencfits
arising out of pecentralization, system re-engineering, and computer
based operations should have been rcalized. '

In August 1967 a Personnel Frecze Coumittee was cestallished to review

" all requests to establish or'to, £111 pewsonnedl positions. In order to

insure that the ralio of persomecl workexus to persons serviced is not
worsened, and to improve the ratio if possible, the Persomnel Director
has been given authovity to deny the filling of personnel positions

iy

P ——
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HARPGIER PLANRING

Recomsendat i ons ,

- A fivst vequirement for wanpower planning is the establishwent of
a ceniral peint Ffor the review, coordination, and agency-wide pro-
gramming of the wanpover requirements of missions and burcaus,
This will enable 41D to establish agency-wide priorities for the
allocation of resources and to improve the accuracy of manpower
forecasts. ' T

~ A sccond cssential is Che establishment of a coinmon vocebulary
concerning oceupations and positions, Vivergencies in Lcrmlnology
and the qualifications required for equivalent jobs, block person-
nel mobility and defeat centralized planning. )

= Aftew authority and responsibility have been assigned and communica-
tions cstablished, a third scep should be the. establishment of pro-
cedures for projecting manpoucr requircments sufficiently into the
Luture for ALD to permit pl annlno as opposed to reacting.

Apency Responsc:

Manpower planning in AYXD is probably more complex than in mostL other
Fedewal agenclies. The number of employees the Agency will require in
any given year depends upon: (o) anuual appropriatiions f£xom Congress,
(b) the number of countries in which AXD programs are authorized, which
may be liwited Dy Congressg, political situvations, and public opinion,
and {c) the number of programs approved by the cooperating governmenis
and ALD. These factors are subject to sudden and uvnpredictable change.

On Beptember 27, 1967 ATD issucd a manual circular entitled "Manpower
Management," placing responsibility for development of a manpower planning
program in a new Maupower Plenmning Dranch in the O€ficc of Pewsonnel
Administration. This function is initially concentrating on strengiliensd
manpover- data, analysis, contrel, factfinding, development of wethodology
and recommending the permencnt apportiomnent of responsibilities fox
continuing operation of the manpover vesponsibility. The unit which is
now being staffed has alreedy made substantial improvewsats in the
currency and accuracy of persomnel date introduced into our computezized

" persormel ond manpower dabz bank and 1n vacancy and cblllrﬂ CO“““O1 -If
>y

will soon begin longer-range 1deulnflcaLlon of manpower nccdc and (he
updating-of "data on which projections are baged. Shorf-range planuing
will be facilitated by a rccently revised COTPlCLlQﬂ of Assignment Report
system through which headquartere will be advised of omw]oyﬂo and posi-

tien data npecessary for timely placemeni decisions ow, if necessary, Lo
recruitment, asscssment, and appointwent of new employees.

N el mtua aa ref L. T . fme .ov 2 25
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Determining _roecrui tmnnt nceds. }uLdb]]Sh a soumul system for deLel-

‘mining -current recruitment needs Lh1ou3h0uL the entire Agency and’

‘for predicting future manpower needs, ALD already has the potential

computer capability to.make an automated system work. What has
been lacking so fax has™ becen the ahility or willingness of managers
to plan ohcad and to preduce reliable data concerning current and
futurc vacancics,

Qualification réguirements.. Establish gqualification requircwents
including appropciaite selection devices for all AID foreipgn scrvice
positiong, other than one ox few-of-a-kind positions. Standerdize
titling practices and eliminate differing titles for basically
similar positions. ) y

,Oﬁpﬂn:zatlon for recmuibment. Establish a truly centralized recruit-

nent division responsible for all ATD recruitment, both overseas and

. Waeth*Lun. Eliminate wasteful d duplication and overlap.

Personalized recruitment., Place greater cuphagis on personalized
reeyxultment techniques as opposcd to the "shotgun' approach typified
by the municipal compaign. More effort should be expendced in (1)
identifying outstanding people with skills the Agency needs, (2)

"persuading these people ko come to work for ATD, and (3) negotiating

with the candidate's presenl cmployer for a leoav or Jeave of absence
so that the candidate can come to work foir ALD without undve sacyi.-
fice to his own camecr., In the case of Federal employecs, this may
entaill working out morc Yarvticipating Agency Service Agrceements,
vhereby other Tederal agencies ''loan" their employees to AID for a
limited period of tima., It requires working more closely with
colleges and universities to obtain leaves of absence for facu]Ly

.members who arce willing to spend some time in Vietnam. Tt may also

be possible for ALD te appeal to the patriotism of American business-
men in obtaining leaves of absence for highly skilled specialists
who are willing to serve in Vietnam.

“Asency Responsc: ) R S

-

(3 -
¥ d L L - —
ot

With the hZIp of improved posiltion managOant and vacancy control in the
foreign service, vacancies above c0111n~ limjitaiions will be jdentified
to give the Agency a plctuze of the true vacancy situation., Our Admin-
istrative action schedule made possiblﬂ by new Completion of Assignmant
Report procedures will make pessible the £iJ1ling of foreign scrvice posi-
tions from 0u»sxde the Agency with onl a nominal incidence of actudlj
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Pursuvant to its own comprehensive 1967 Repori. on the Far Bast Recyult-

ing Progrom, AfIA has vnow couductede ntensificd recruitment on approxi-.
mately 150 collepe campuses selected an the wost promising sources of
candidates, including gradualing students, alimmi and members of the
facullkies. NRecruitment. is also being cmphasized through professional
organizations. Continuing personalized contaclts with these orpaniza-

tions are now supplemented by nationwide direct-masl to wemberships of
oxganizations of cducators, engincers, cconomists, agriculturists, ete.
Other oxamples of personalized recrultment are the current use of the™
College Placement Council's GRAD System to identify experienced profes-
slonals who arce jutercsted in overscas appointment, aad the use of the
National Sclience Foundation Register to identify locations of professionals
in shortage cakegorics. ALD is engaged in othor thrusts of similar nature
to inevease the yield of well-qualificed candidates at lower unit cost.

Mn exemple of improvements in rceruitment is ALD's experience in reeruii-
ing in bDetroit for positions in Viectnam. It was the sitc of campaigns in
both 1966 and 1967, Although only 97 teutatively selected candidates

for Vietnam were produced there by 40 man~wecks of staff time in 1966, in
1967 an expenditure of just 16 wman~wecks of recruitment time produced 137
candidates, . ’

-
LRl

Building on internal reseanch which had been in progress, AID with the
~assistance of the Commission, complcred an evaluvation study on selcction.
The 110 page report, containing detailed vccommendalions, was publishaed
in April and is In proecess of implemeniation. A qualified psychologiat
with extensive administrative experieuce in large-scale applicont asscss-
nient hias been employcd Lo supervise the prejected personnel assessment
and sclection program. : '

Notable progress has been made in the establishment of occupational
standards descxibhing approximately 200 different foreign sexvice job
categorices oxr occupational "series™ and establishing titlcs and criteria
for determining the levels of approximately 1250 specific kinds of posi-
tions, Gencral qualificatioas requiremeults are also included in this
very significant undertaking which will be completed by Junc 1965,
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both Ua.h:ngtun and overseas, to a sinple orpanization,

Orpanization., Assign vesponsibility for staffing the entire Agency,

0 Personncl staflfing specialists would be responsible for
staffing all positions n the organizations they scirvice,
for example, groups of missions, and for acting as a focal
polnt for all personncl matters in thesc orvganizations

o . The staffing specialist vould recaive all Complction of
Ascignment Reports Lxom his organizations., These ave
‘supposed to be furniched six months before an cmployee's
tour of duly is finished., Xf the position is to be re-

- +£illed, the qualifications of all AID pcople who vould be
available in o recasonable period of time would be reviewed.
I1f there arc no qualified available people within the Agency,
then the "Falent Bank! of outside applicants would be re-
viewed, If that yields no qualificd applicants, then ocutside
recruitment would be initiated. A similar process would be
ugsed in f£illing new positions. )
0 Once a Jist of qualificd. candidatcs is dyxewn up, a sclection

" panel would be convened. 'Iliis' panal would noimally be com-
posed of (1) a representative of the organization that has
- the vacancy for overscas nositions (this vould normally be ithe
desk officer), (2) the technical backstop or spacialisl in the

i occupatian involved, and (3) the persomnel steffing specialist.

In most instances the decision of the panel would be final,
This would cut down considerably on the number of persons now
involved im a placemenl action. :

. Co i
. . . J

o Under the ceutralized system the arca of congideration for

reduction in force in overscas positions would be Agency-wide

rather than bureau-wide as is currently the case.

o Under thls system employees due for rolation to AID/W assign-
ments would receive special consideration. - '

.

- “.,.' . PY
Improvlnh “the persommal staff., Establish appropriate scleclion
devices to insure thac no cmployec is promoted from a pCLSDvnel
clerical to a specialist pesition, or fiom a non-supervisory posi-
tion to a supervisory position unless he has Lhe latenlL ability to
satisfactorily perform the duties of the new position. (Sez the
qualification, s‘tndard for the Persounzl Mavacemant and Tudnetrial

"rReratioas Group, Gs-ZUU, 1n Cavil Scrvice Handbook X-118 for methods

of evaluating employees foc promobtion in persomel positions.)

. ) .-
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- Txoining. The background of all persennel people should he re-
« wviewed and training needs ddentified, Few supervisors who have
*+-«  had no supervisory Uraining should receive first priovity for

training.

o Trainees. Persons appointed to personnel positions from the
Federal Scrvice Entrance Examination should be given profes-
sional training-and challenging assignments vhich will en-
courage prowth, vather than clerical assignments, as-has been
the practice in some cascs. ) ‘

itten delegatcions of authority should

.Delegations of authority. W
be developed, ‘

+

" o- Authority tolmaké deci.sions should be placed at the lowest

Tt + possible level comsistent with good managemeni practices.

.o Employces should be assigned responsibility and authority
) consistent with their grades. Employces who are cithen -
unwilling ox 1ncapablc of assuming tbis authority, should

be reassigned, .
0 SuphrV1 sors who are unwilling ox incapable of delegating
authority should be assigued to nonsupervisory positions:

Apeney Response:

The organizational consolidation nov underway (see page 1) will make it
possible to return to a more integrated program ¢f manpower utilization.
Existing problems in in-scuvice placements crossing regional burcau linés
shiould no longer be a scrious deterrent to achievement of the best pos-
sihle placement decision when the nominations are initiated by the
centralized Office of Persomnel and Manpower., AID has instituted improved
reporting devices (a revised manual order on persomncl- data inpub in a
Completion of Assignment Report system) which will insure that adequate
information on which placement dcc¢s1ons can be made will be poéssessed by
fhe central office. '
. .

" Published pollcy contained in Manual Order 418.2, "Rotation of IS Emnlo¥ecs
+to Position in the Ug;Led S;atqs‘ _ﬁlreddy prescribes prefereniial con- |
sideration for xotalion asulﬁnm nts of foreign sexvice persomnel to
Washingtion. To facilitate increased rotation ectivity and insure that
the provisions of the mauwual order are followed, a swmall staff is being
establisled to give the mattcr full-time atiention. )
Tnc]udcd in the new Office of Parsomnmal ahd Vnnﬁn"mr.-wh1rh will hawn

“lide prumaiy responsibility for quflﬂ" the Agcncy vith the ehcepllon

of - some aclions concerning Latin America and Vielnam, are (1) a Recruit+
- ment Division with responsibility for both Uashington and overscas re-

cruitment, (2) a unit iu the 8Special Operations Divisien under an
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Assistant Divector [or Foreign Service Personnel vhich will be respousible
for the tashk of assessing ¢ 'anundql\t' gualifications and 011t1b111Ly for -
overseas scrvida, (3) & Foreign Scrvice organization ruﬁpogxib]a for
general mimagement of the foreipgn service, including reassignment among
regions and (4) a Civil Scrvice Personnel organization which is respon-
sibhle for virtuvally all mun?gvmunL of the Givil Scrvice system.

.

s

All reassigmment and othex career management actions concerning foreign
service officer assignment, with the probable exception of return for a
sccond tour in Vicrnam ox in Tatin America, are ‘being transferred to the
Office of Personmncl snd Manpower. All personnel action processing, excepl
_fOL assigmments to Victnmm are similarly being transferred to the CLfice
of Personncel Administration. .

CGenkral personnel has proposed the desipnation of a special "Selectien
Officer" on cach 8F~52 requesting the filling of a vacancy. This officer
would 1represent the operating office concerning sclection standards and
,sclection decisions and would thereby take the place of present scattered
mofficial participation whicl now inhibits prompt end decisiwve action,

AID also has improved the quality of the announcoments it posts pursuant
to the CGivil Service merit promotion plan, DProposcd exceptions to merit
promotion are carefully reviewed and granted only if clearly in consonance
with the plan, '

To ensure adequacy of professional qualification of peusons proposed for
cappolntmant ox promotion to a profosssonal personnzl position, a Tersounncl
leview Committce systom was planued in- 1966 and set up in April of this
year to reviey caundidaclen as they occur., The Committee was established
to introduce professional cavcer hurdles at all grades GS«11 and ahove,
Persomel cmployecs have on ﬂovbidl occasions been informad of the xecond
of professgional activity and achievemant which they will be expectied to
provide wvhenever they are considered for advancement. In practice, the
Commilttee has proved Lo be effective in preventing the caployment of
individuals who fail to meet the new wore demanding standards expected.
|
To encourage employeces Lo undertake analysis of their professional achieve-
ment and take appropriate measures to improve it, copies of AID's Person-
nel Activities Inventoxy were distributed to each G3-2 ox higher grade
'emﬁloyec who is cngaged in pemsonnel work, An Employze Development Officer
was ddentificd as the ndvisox {rom vhem personne ]l emplovees should seck
aoq1°Lance ln ootalnlng trdlnxng appioplnaLc to their special needs.
\ecently %8 new young cmployees hired Tor personnel positions in the
Vietnom Burcau were given a special one week course, Introduction to
Pexrsomiel Menagement,.utilizing in part waterials uunp11Ld by tlhe Civil
§n1v1ce Goum ,ﬁion.

h < ‘- =1 -‘ - - - . * -
All parsunnel supervisors, will:participate in a Hanagement Effectivencss
Program, which will provide practical Agency-wide supervisory trainipg.

o e e e
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Bven wore rigorously than in other parts ol RIDAT, A/TA has conducted an
inkternal managemzni eview and comprelienslive survvyﬁ Lo insurce the
maxiiun utilizalion of shills, particularly professional skills. To this
cend, organization chauges'afo in process of completion for departweutal
personnel and the policy and planning, evaluation, systems development,
manpower plannlng, recruitment, forceign scrvice persouncl and selectbion
functions. .

The internal manspement reviews and the external appraisals arve expected
to disclose the scope of the problem involving employces who do not have
responsibllities and authowity cousisient with thelw grades. Employce
counseling and retraining, where applicable, are being planncd.
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QGAhIALI{Ow O TERE ON&PL OPERATILONS

Recomnendations: C ‘ '

Basic chianges should be wade in the distribution of functions, the dele- ‘
gations of authority, and the organization for persommel nanagemunL

The changes we propose would not generally affect the line managers' "
basic personnel authorities to wanage his assipned persomnel, to partici-
pale in reeruitmeut, or co wmake celection decisions oa candidates for .
ATB pocitions. We would rearrange -personncl offices and persoonel func-
tions to provide better control and improve pervsonnel operations generally.
We would climinate overlapping functions, reduce the H“COSSLLy for onten~
sive coordination and mectings, ond greatly simplify personnel processcs

and organizational struvcture. .

The Agency for Tnternational Development chould develop an overall plan

cof centralization. To minimize disvuption during implementation, cen-

tralization should be time~phased in the following ordex:

1, Centralize progrom development and coondinafion of
training and cmployce development activities.

. 2,  Centralizc recruitment.,

3. Centralize forveipn scervice olficer assignment, nanagement
advisory service, and persouncl action processing.

A ceutralized parsomel operalion, of course, means that regional pex-
sonnel offices must be zbolished. We would expgct, however, thab each
buresu would retain a sm1ll staff, perhaps one person, in its adminis-
trative office to prepave vnquests for personnel action and handle pen-
somiel details. We do not sce a need for continuing prefessional per-
gonnel workers within the veglonal burcaus. Advice to nanagers on
personuel matters ve would expect to come from pcr501n°1 specialists of
the central personnel officc, '

" Regardless of the final organization and position structure, there arve

several key clements that wmust be present if ceniralized personnel _
operations ace to be succesetul: T !

. . '
[

- All pcrsonnel administxation acL;v:Lzep must be cenL:allzcd
this includes the personnel operations of all buleads and
offic2s, -

- The ceuntral personmel office must haves strong professional

[}
]r' nr‘ln-r-:-h in, 'l’n11 nne 1 {-- mane aedieds Tibe o f-n F-Fn-’ et f:h +Tn 1'-'\"' o mer - . 2,
f - -y Fad . - ..

=4 . - - L
.._.‘r,._,r.t-- ‘e b .

people available, The le aacrsniﬁ of the ve rsonnel oifice
must be recognized and supported by Cle Mministrator and top

. . - 14 -
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Agency Response: - : e

- . .
b
wanagement.  This means, above all, that che Divector of Per-
sovuel mugt have direet and vegular access to rhe Administrator
on profvam malters, not siaply troubloscace cases. The Adwminds-
trator should also consider, in the intevests of continuitly,
staffing one of the two top personmnel jobs with a eivil service
personnel speclalist rather than using both positions for
rotation of foreign scrvice officens.

~ The centralized personvel operation vill, of course, fail
completely if mounagers are unot given timely service and con-
tinulng professional advice. It is important thercfore that
compatent persomnel specialists be assigned o provide this
sexvice to operating organizations and thal they spend the
bulk of their time working directly with the wanapers ~~ not
" processing papars, ' . : ’

=~ A key featurc of our proposal is a greatly strengthened posi-
-Lion mandgemant and pesition classification function for the
central persomncl office, We would place more respoasibility
for posltion management review, i.e., averame grade, control
0f high grade positions, supervisory ratios, in the pexsonnel
office., 1n addition, wve would expect to sce regular classifi-
ccatlon and position management reviews including recommenda-
tiong on organizational structuvre emanating from the classifi-
cation stalff on the persommel office.

+

AYD ‘aguees wilth the Comnission fhat the partial decentralization of pern-
sonnel authorities five years ago, while tending to satisfly shoxnt run
regional and certain funmctlonal interests, has not scived -the Agency as
a vhiole in equivalent measure and has proven to be a costly cxvellment.
Accordingly, AID is wmoving toward vecentralization of all persomnel
managewent functions, powers and authorities. Initially, it seems

.advisable to euclude the Burcaus for Latin America and Vietnam fLrom the

full consolidated organiration which will become effective Februaxy 19, .
1968." 'he Burcau £for Victnam will be brought in on February 1, 1969.

- Dlecussions are continuing with the U, §. Coordinator for the Alliancc

for Progress regavding the sharing of responsibility with central per-’

-sonnel, The Office of Yersonnel Administration is actively cnba ed in

plaoning the reorpganization and in initiating the xre- englneczjng of
persomnel syctems, both vwithin its own presént opﬁraL;ons and within the
Bureaus' sphere of vesponsibilities, for the purpose of facllntaLlng and
taking maximum advantege of recemtralization., — *F TFT

The -Director of Persomnal now lias access to the Administrator as recom-

S e

[l
[RTZ LT SO B e g

mended by the report. Equally important for better leadership, all
parsonnel divisions ud staffs are being grouped under the dlrectlon of
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That sufficient ‘authority be recentralized to A/PA to allow it

- to direet. caveesr managemend programs for bothk the 78 and G35
eqployees of ALD . .

That manpower resources be reallocated within the Yoreipn
Service Teresonnel Division of ‘A/PA, as necessary Lo sccelerate
the developiment of standardized ALD foreign service job des-
criptlons and occupational stundavds,

.

and carcer development objec-

That: better assignment patterns
and that they be used as

tives be developed for G5 cmployees,

'

a' basis for the determinatlon of training requirements. o

That the three referenced rccommendations of the 1964 Task Croup,
concerning determination of long-rango requxbcm s, Jdentifica-
Llon of res urces, and establishment of ivventories of training

needs, be ac copLeu gnd implemented,

supervisory training program to meet the
ts supervisors better
training and

That ALD expand the s
demonstrated necds of the Agency to train i
for communicaling with, counselling, evaluating,

developivg thelr subordinates,

dpency Fesponce:

The new Office of Tersonnnl and Menpower is to be responsible-for the
‘general mandgement and coordinaticn of all traiwing, with the indtial

exception of a swmall portion

of that conducted by the Vietnaw Duzeau.

ALl carcer and manpover devalopment plamming and control is being

ceﬁtIQ1Léﬁﬂ in the Office of Personnel and Manpower. .

Sinice Jarwavy 1967, 88 emplo"ebs vecelived supervisory training.
" Janmuary 1966 detadled plans

compreliensive Agency-wide training Program for Managewout Effectiveness.

Lack of funds have tbuv far prevented the ’

< program, but a somcwh
Training Dlvnsion toudiicted an intensive reviev of self- sLndy matlerials

on suparvision, Alsn, the Ovientation
Training Propram vas revised to incorporate gleater emphasis on super-

vlsor

In
weze prepared for the establishment of a

actual undertalking o£ the

smaller program will soon be launched. " The

for txial use in overseas uwlssions.

skills™ws part of human rclatlons effectiveness training.

The T1a1n¢n5 Division has jdentified and maintained a 1lut of Agency

e

comnaction with measures

'OrxentaLmbn CEELnng rrou1.m And Lie Piow s i Uveuenriv con Ui
a survey

alning pesounces 1n the ﬂ“ﬂ"_“Ub’PCL aveas asseciated with the

taken to develop mid-carvcer institutes,
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" was conducted to identify officials te participate in the deslgn of

this type of twalning program. _To date, 116 officials have been

Ldentified, 70 of them have pavtlcxpaLcd in the development work.

-Steps are being taken to expand caployee orientation training., ALD

+

recently notified all Missions that hereafter they should plan for
approximntely 3 weeks of oilentation training in Washingion to prepave
contractor employecs for the living QOﬁdlLLOHo and worklng environment
which they will face abroad.

With relation to Title IX of the Foreign Assi tance Ack, seminars of
sendor personnel abroad have been commenced fox the purpose of cxploring -
possible methods of assisting cooperating countries in the development

of their political institutions. Alse, in order to ronder more-cffec-
tive Agency input into the program of the Far East Training Centei, a
senior ALD techuiclan has now been placed in £full tim2 residence in

- Muwaii. This ds the center whieh provides special training te technical

advisors on voute to Victnawm and certain othor Fas East posts,

AID cmployees who do not possess high school diplomas have been identificd.
Special counselling, testing and training have been offered to 21 pexrgons,
During the last half of FY 67, 25 employces were given special tralning

in stenographic skills to enable them to advance from ofherwise dead-cnd
positions. PFurther steps are being plamed in AID's implementation of

the Tersommel Review Comnittee and MUST Programs. '

[
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P ' ' PUBILC POLICY AREAS : ’
' L. Equal Employment Opportunity ' ' \

Recommendations:

£

v

Although pvogress iu being made and AID has established a basis for a : Lo

positive ERBO program, further attention should be given to the follow- i
ing broad program arcas: - 2

1.  The Feual Employment Opportuniicy "Plan of Action' is moxe a
-statement of general policy thon a pliauned campaign of specific
action, 1Tt should be more dircet zbout proposcd actions. It
should; : :

- Designate specific areas vequiring special attention.

~ Scb puiorities aud cstablish target dates for accomplish-
ment of specific actions, .

~ Yrovide for continuous evaluation of the program to identify,
promptly, factors that may be inhibiting progress.

2. Accelerate implementation of OuuraLlon YROSTT (aximum Uciliza-
tion of Skills and Wralning) through the followiug:

~ Develop spacial training proguams which will give employces,
espeeially those in desd-end jobs, opportunities fox Erain-
ing and advancement.

- ledes Jnn jobs, to the aide and techanician levels so that
disadvantaged persons have a betier opportunity to obtain
: and advance in ¥edewal employment.
. . - .
3, Make it clear, through tralning courses and face-to-face meetings,
that every supervisor has a personal rvesponsibility in the Agency
: equal enployment opportunity:program and that "lip service” is not
enough- Managers at all levels wmust underxstand that they have a
duty in thedr official capacity to support the AID equal employ-
.. ment opportunity effort .by action, to assure equal employment
opporhunlty in their respective orgaﬂlzatlnns. T

‘;-,4 - . T e tyo
Apency Response; : I ’ ' “
‘ P ’ ‘3
The Agency's Eaual Lwploymeut Opoortunitj“Plan of Aciion" has been revised .
and. the appropriate agency uniks have ini.tiated action in acecordance e
_ .. _with Lhe p]an. Target dates have been set. A1l unit Deputy Equal Employ-
corn T -I:IL-H.l. ULJl)l-‘ TR F-viely l.._p * v.l...I.-l-\.: :.-::." \‘ ::IT"'C:-:\-J:.::-J ::l": UU"‘ [ F'.{.p 2o J.:—':?q o -.‘E 3:}- '.:.h:.-za J""‘::-;:'"" B


http:Opportun;.Ly

X
g .

-~

Since the adeption of the plan, special attention, with some guccess,
has been piven to very difficult task of equalining opportunity fCov
appeintment of mipority persomnel in 6§-15 or higher pesitions and
5 equivialent Qorcign service positions, )

-

Grades GS8-12 to 14 and cqu1va1an forcign scrvice classes, vhere good
opportunity £ruqucgt1y exists, have also been the point of focus for

: , _the Agency's winovity reeruiterx., e has given paviicular attention to
avoidance of unrcasonable barriers and entrance requirements for minority
personnel, : ’

Honthly civil wrights Slendrv £or supcervisors have been dchIOpcd and
will begin on Bcbzuary 12, 18068, .7

A speclal Fair Housing Program was launched in Wovember 1967 to provide
improved opportunities for all AID cmp loyees., :

In an effort to cnhance the cwployment opporturitics of employees, am’
< dntensive review of training potential of ALD officers at the GS-11

througlh 14 levels has been wndertakenm. As a result of this excrcise

sseveral minoxnity cmployccs have Leen identified for future training.

IL. Pcdcxal Uomen's Yrogram

. Recommendations:

e

. 1]

‘= We recommend thai top managenent issve policy statements affirming
- their support of cqgual oppokiunl ty for women in AID and that the
Agency develop a program to encounage (he employmonu of women,
particularly in Lhc £ore:gn serv;cc. .

fAgency Respopse: : h

AID has underteken an analysis of the positions held by women in the
. Ageney both in Vashington and oversecas, This study will serve as a

bagis for developing plans on the further utilization of women in
-senior ageney positions. ) _ '

AID recently rcassigned responsibility for the administration of the
-Bgual Opportunity for Women Pfogram and is currcntly recruiting staff”
Lo :mp]emen this progiam. :
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: ) ’ - THE PERSOMNNEL uANﬁGunPHY FURCTIONS "IN AID
.. PROPOSED REORGAMIZATION

" Personnal management in. AID and its predecessor agencies has a history

., of being first centralized, then partly decentralized, and now (at the _

" time of our review) being further recentralized. ' i
Each of the four regional bureaus, the Offlce of Public Safety, and
the AID/Washington Headquarters has its own separatk personnel opera-

" tion. To meet a need for betier ccordination and improved operational
capability, the central personnel office has now established a recruiling
division and has elevated ihc training Function to division status.

. Thus, at the time of the inspection AID personnel management had arrived
rat a crossroad. Pending decisions concerning which organizational ele-
yments will be given the responsibility, each of the bureaus and the cen-

}tral personnel office is organized to varyirng degrees to prcceed on'its
own. i

+ To & certain cxtent, at this time AID is.staffed and organized %o
operate on both a centralized and decentralized basis. To illustrate, .
we note that a total of about 18 man-years is spant in the personnel L
offices of the Regions and the Qffice of Public Safety on the servic- '
ing of AID personnel in ¥ashington, a function Lormally delegated to
the Departmental Personnel Division of the Office of Personnel Adminis-
tration.

——— i i,

Admittedly, there are factors affecting personnel managemsnt in AID
which cause unusual préblems and situations. These factors in them-
selves, however, do not preclude the nesed for discipline, efficiency,
economy, and performance thal is responsive to the needs of management.
Significant influences are found in the composition and distribution of
the work force. Like the Department of State, of which AID is a pazt,
AID overseas {direct hire) employees are Foreign Service Reserve of |
Foreign Service Staff. These employees are all given reserve or limited
status. Apbroylnately half of all AID employees are stationed overseas
and most of those in Washingten are Civil Service rather than Foreign
Service. The haterogencity and deployment of the. emgloyee population -
introduce special problems in career planning 5 equ1ty of .assignments,
and p051tlon classification. .
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The existence of six semi-aulonomous operaling personnel offices and
a ceantral personnel office, all within the Vashington headquarters
of a moderate sized agency, iniroduces problems in planning and coordi-

. nation and contrivutes to the continuing expznsion of personnel staffs.

The current organizational structure for personncl management in AID

is not serving the Agency well -- is not responding to the needs of
the Agency. Even though over 400 man-yecars of effort are devoted

to the support of line operation.in an agency of 7,500 workers, and
there is a ratio of one personnal worker to every 18 employees, mana-
gers seem largely dissatisfied with the service they receive.

ALD appears to have moére than enough personnsl people to give manage-
ment sound and timely advice on personnel mallers. The fact that this
is not always the case is due in large part, we believe, to faulty
organization and distribution of personnel functions. Problems .giving

rise. to these conclusions include the following:

.= The proporiion of personnel workers to those serviced
is uncommonly high. ’ .-
- - There is some overlap and duplication of function, Bé;"'

tween the opﬂratlng personnel .offices and the central
personnel office.

‘= There is a marked lack of coordination in recruitment,
, in=service placsmﬂnt, and to a lesser extent training
: giween the various personnel ofxlced. !

- This lack of coordination and,.in some cases, lack of
cooperation inhibits the Agency's ability tc project and
recruit exlernally for inter-bureau occupational needs.
It means, too, that pther Federal agencies which support
AID with detailees and PASA's must negotiate with seve*al
buresus, each with different procedures.
< The independence exercised by individual regional bureaus
over the assignments of foreign service personnel under their
purview is not in the best interes t of ;be employegs_ or the i
~-  Agency. The decentraiized aSSﬂonncnt system makes tne employas
the virtiual capiive of one bureay (provided, of course, that he
is a good enployee, and hag tha ‘g¢ffect of denying his skills to
** other bureaus where hs may be' able to make an even oreater
) contributlon. (An exception to this has bzen made in connac-
., tion with th2 Vietnam crisis.) In short, AID is not managing
«© its human resources in the best interest of AID as an 1nde-
- - pendent, unified agency.’

e
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= The sclting in which bureau personncl of fices operatle
such that a [{ull range of professional personnel work
demanded or apparenlly required by burcau management.
high bureau official exnressed it, "\e really have no nced

" for professional personncl work at the bursau level." Never-

theless,’ the burcaus have been permitted large personnel stafifs
which are overorganized and overgraded for the work to be per- .
formed. Ve belicve tlhat a ﬁhovough re-examination of the cur-
rent organizalional structure is thereflore’ urgantly needed.

not-
As one

Basic changes should be made in ihe distribution of functions, the dele-
gations of authority, and the organization for personnel managemant.
The changes we proposc would not generally affect the line managers'
basic personnel authorities to manage his assigned personnel, lo par-

"ticipate in recruitment, or to make selection deciaions on candidctes

for AID positions. We would rearranje personmnzl offices and pﬂrSOﬂn el
functions to provide better control and improve perscnnel operaticns

j generally. We would eliminale overlapping funciions, reduce the

necessity for extensive coordination and meetings, and greatly sim-
plify personnel processes and organizational.structure.

-

The Agency for  International Development should develop an overall plan
of centralizaticn. To minimize disruption during implementation, cen-
tralization should be time-phased in the fellowing order:

l. Centralize program development and coordlnatlon.of training
and employce development activities.

2. Centralize iegruitment.

3. Centralize foreign service officer assignment, management
. advisory service, and personnel action processing. .

A centralized personnel coperation, of course, means thai regional par-
sonnel offices must be abolished. V=2 would expect, however, that each
bureau would retain a small staff, perhaps gn2 parsen, in 1t" adminis-
trative office to prepars requests fov per sonnel actlon and handle per-~
sornel details. Ve do not see a nezd for continuing prorﬂssaonnl per-
sonnel-workers within the regienal bureaus. Advice to managars on
persoanel matters we would expact to..come frOﬂ personnel SpeClalLStS of

the central personnel office,

PN .

I

'Regardless of the final organization and position structure, th
several key elements that must bo present if centralized personnel’

operations are to bz successful . .

ers are
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“processing papers. -

] -

All personnel adminisiralion activities must he centralized;

this includes the personnel operations of all bureaus and
offices. '

The central personnel office must have strong professional
leadership. Key positions must be staffed with the best
people available. Tha leadership of ihe personnel office
must be recognized and supported by the Administrator and

top management. This means, above all, that the Director of
Personnel musl have direct and regular access to the Adminis-
trator on program matters, not simply troublesome cascs. The
Adminisirator should also consider, in the interests of conti-
nulty, staffing one of the itwo top personnel jobs with a
civil service personnel specialist rsther than using both
positions for rotation of foreign service officers.

- - ! . -
- The centralized personnel operalion will, of course; fail

completely if managers are not given timely 'service and con-
tinuing professional advice. It is important therefore that
competent pearsonnal specialists be assiqnad to provide this
service to opesrating organizations and that they spend the
bulk of their time working directly with the managers -- not

A key feature of our proposal is a greatly strengthened posi-

“tion management and position classification function for the

central personnel office. 1ife would place more responsibility
for.position management revisw, i.e., average grade, conixcl
of high grade posilions, suparvisory ratios, in the personnzl
office. In addition, we would expcct to see regular classifi-
cation and position management reviews including recowmsnda-
tions on organizational structure emenating from the classi-
fication staff on the personnel oifice. ..

[ [P

PR —

v

- i



