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INTRODUCTION

About This Report

This report is intended to let A.I.D. know whether we under-
stand the A.I.D. Personnel problem and to define our approach to
designing a new Personnel System., It presents our understanding
of how the present system operates and what it is intended to do.
It identifies factors that must be considered in designing a new

system., And it presents a work plan.

The report provides a vehicle for A.I.D. to review, correct,
and add to information we collected in interviews, as well as to
offer guidance to the project. Of itself, the report can be used
as a device for checking. By reading the parts concerning his own
operation, each person can check the validity and accuracy of the
team's understanding of what we were told. He can also see his
operation in the context of what others have told us about the

whole operation.

The report, and A.I.D.'s response to it, will serve as a guide
to future URS activities in the project. In this first eight weeks,
we have developed a background of sources of data and have collected
data from which to design alternative organizations for the Personnel
System., This report presents this information and indicates gen-
erally how it will be used in establishing the direction of the
work and designing the new system; it also discusses methods we

will use for setting objectives.

Section I of the report presents the information we have

collected on the present system and its functioning. Section 11



presents some thoughts on the characteristics of the new system
and on our approach to the detailed analysis of the problem and
the structuring of the new system to solve these problems,
Section III presents the work plan in considerable detail for
Phase IIA--the redesign of the system~--and somewhat lesser detail
for Phase I1IB--the design of the automation, The Appendices pre-
sent data that have been collected for use in this report and in

Phase 11,

This report will require a response from key members within
A.1I.D.--both from those who will be responsible for operating the
new system and from those who will have to depend upon it for
service, These responses will provide guidance for the study
team. They should generally address the following questions:

. ® Does the contractor understand the problem?

e Is the present system accurately described?

e What is expected from the new system?

® What functions should the new system perform?

® Is the work plan adequate?

e What priorities should be assigned to products of the study?

® Is the design policy comprehensive and on the right track?

o How should progress be reported?

Some of the information collected or produced in this first
phase may have immediate usefulness for A.I.D. as well as in
Phase II of the project. A number of these items are included in
the Appendices for ready reference. Of especial note is Appendix
E, which contains a sample of what can be done with work-simplification
techniques. As a result of a matrix analysis of information, approx-
imately 50 forms now used by A.I.D. can be replaced by less than
half a dozen redesigned forms, Appendix C, which contains the data
on individual activities, is quite bulky and is bound separate from

the report.



The Problem

A.I.D, is unusual in its frank, almost universal recognition
that it has a critical Personnel management problem, one symp-
tomized chiefly by the excessive ratio of Personnel staff to the
remainder of the A.I.D. staff, but also characterized by a need
to give improved service. The Personnel staff appears individ-
ually competent and, in spite of many adversities, to have good
morale. The fundamental problem, then, is to improve service
while increasing efficiency and economy so as to reduce the

Personnel staff to fewer than 150 people,.

Personnel services in A.I.D. have been decentralized., A,I.D.
has already recognized the economies of centralization and has
acted on this recognition. But services in a large organization
tend to cycle between centralization and decentralization, When
decentralized services become costly because they are redundant
and competitive, the solution is to centralizé. When centralized
services become slow, unresponsive, and rigid, the solution is to
decentralize, The benefits of centralization will be realized
only in proportion to the ability of the centralized system to

fill the changing needs of the operating organization.

Centralization and automation imply rules for control of the
operation, but changing needs of the operating organization re-
quire flexibility in the application of the rules, For example,
given a rule requiring a minimum two-year overseas tour, the rule
should be followed to limit turnover but should be set aside to
avoid having an underemployed staff member merely sit out a tour
of duty. It is a perplexing dichotomy that without rules you
have no system but with rigid rules you have no service, The real
problem, then, for the project is to design a Personnel System
that will not only increase service, economy, and efficiency, but
also be automatically responsive to the changing needs of the A,I.D,

organization,



Approach to the Problem

In addressing the solution of this problem we propose to
apply the systems approach, possibly for the first time in the
design of a Personnel System. The new system will have an
integrated design, developed from the goals and missions of
A.I.D. and from the supporting Personnel functions necessary to
achieve these goals., This is due in part to the way A.I.D.
structured the project and in part to the systems analysts

assigned to the study.

The organization will be designed to perform the required
functions and to supply the necessary information at each decision
point and elsewhere to serve the total A.I.D. organization. At
that time, pariaor all of the Personnel information will be auto-
mated. Automation is a tool to assist the organization but the
organization must be designed to take advantage of automation.
Therefore, the two must be planned together. Throughout the de-
sign process, alternatives--supported by evaluations--will be

presented to A.I.D, for selection.

To begin the project we have defined the functions and organi-
zation of A.I.D.'s present personnel system as a basis for designing
alternatives to it. Data have been gathered in interviews with
representatives of a structured sample of Branches and Bureaus,

To control the data gathering--to keep it in bounds and still avoid
gaps--we devised a general description of all the functions and
activities a Personnel offic: could perform. Then we devised an
interview plan and schedule, and gathered data on these generalized
functions as they are performed by the A,I.D. Office of Personnel
and Manpower, The data gathering and our findings are described

in Section I, Description of Present Personnel System,.



It is clear from the first phase work that the A,I.D., Office
of Personnel operates within immutable constraints. Many of
these are imposed from outside the Agency--by the Congress, the
Executive Office, the Civil Service Commission, and so on. Others
are imposed from within--by the missions of the functions, their
information requirements, and so on. Still others are less
formal but no less real: the traditions of A.I.D. for example,
and the characteristics of the people who make up the A.I.D.
staff-~the kinds of people attracted to this work, their typical
mode of operation, and so on, We have tried to identify these
constraints, but since they serve to determine what the system
design can be, it will be particularly helpful if A.I.D. people

will be sure to call any omission to our attention.

In the design of the new Personnel System, we shall arrange
all the necessary and desirable Personnel activities in alter-
native patterns so that A.I.D. may select the one it prefers.
Then we shall build a new organizational structure, apply
work-simplification techniques to the individual activities,
design new work and information flows to tie the system together,
and describe performance standards for each set of activities,
These will make up the new organization that we shall automate

to the extent A.I,D, desires.

Considerations That Will Guide Future Work

For automation, each activity and function will be described
in the precise detail necessary for computer programming; imple-
mentation of the automating step -of Phase IIB can be done in
discrete parts. Yet the study will involve many compromises
between the organization and automation phases. As we proceed,
we shall rely heavily on A,I.D, guidance in the allocation of

our effort.



A major area for compromise arises almost at the outset:
How much of the effort should be expended on reorganization of
the Personnel System vs putting the reorganized system on the
computer? Considerations affecting decisions in this area

include:

e How much reorganization is needed to fit the system to
the computer?

® Which tasks are better done by man, which by machine?
(The computer easily makes number-oriented decision;
human judgment is usually needed when personality must
be taken into account,)

e What do users want of the system and of the computer,
and what will they find helpful?

e What will it cost to automate the various parts of the
new Personnel System?

Whatever the A.I.D. guidance on the allocation of effort between
organization and automation, the final system will be designed

within the constraints of time and money.

In the design of the new system, much of the economy in
staffing can be obtained from automation. But it must be recog-
nized that computerized systems can have many inhuman qualities,

a major consideration in a system that deals entirely with people.
Most violations of human needs and rights in computerized systems,
however, come from a failure to be aware of how to avoid them,

In the study, we shall stress this awareness as we focus on
specific problems, It will be helpful, in addition, if A.I.D.

is alert to the consequences of various computer system

characteristics,



Several of these areas of concern are discussed in Section
II, Characteristics of the Future System. Among them are the
security of stored personal information, not entirely a new pro-
blem since this information is already in files., Also included
is the fear that personal considerations will disappear, but the
system can be designed to improve the objectivity of personal
considerations. Another area is the distrust of the accuracy of
computerized records, although computer errors are human errors
and can be minimized by design. And there seems to be a fear
that change to the new system will result in chaos although the

new system can be designed so as to avoid this,

The work plan is designed so as to permit divisions of the
work into specific tasks, each with a definable scope of work that
may be assigned and scheduled for completion control, Most of the
detailed task units for Phase IIA are given in Section III; only
those are ommitted that are repetitive of those included and would
not add to the understanding of the plan., Some of the task units
for Phase IIB are more general; they will be made more detailed

in the final, work-planning step of Phase IIA.
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SECTION 1

Description of Present Personnel System

In general, the most satisfactory way for an established
organization to install a new Personnel System is through evolu-
tionary changes to an existing system. First the desired future
system is designed, then a number of small sequential steps are
taken to build toward it. This approach requires that the exist-

ing system be described in detail.

This Section describes key features in A.I.D.'s present
Personnel System. First it describes the roles and services of
Personnel in relationship to other A.I.D. management functions,
and the external constraints--Congress, Executive Office, Civil
Service Commission, etc.--and internal constraints--programs,
staff, etc.--within which A.I.D.'s Personnel System operates.
Next it explains the approach used to describe the present oper-
ating system: development of a theoretical functional checklist,
interview technique, descriptive flow sheets, activity descrip-
tions, and matching actual activities obtained by the interview
approach to the theoretical possibilities. This matching of
actual activities to theoretical possibilities results in a
description of the A.I.D. Personnel System by function. Lastly,
the Personnel Data System used to support these activities is

described.

The description of A.I.D. Offices and organizations perform-
ing Personnel operations, along with the activity write-ups and
functional flow sheets that resulted from the interviews, are

bound separately as Appendix C.
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Personnel As Part of A.I.D.'s Maragement System

Personnel is one of a number of A.I.D. management functions.
Since it is a service function and responsive in character, its
activities are largely determined by organizational needs external
to the Personnel Office. Thus, before analyzing and redesigning
the internal Personnel operation, we must first understand the

relationship of Personnel to other A.I.D. management functions.

In theory as well as in practice, all Personnel activities
can be viewed as beginning with program planning: designing
programs--agriculture, public health, family planning, capital
development, and the like--for regions and for countries within
regions. Programs are planned either as continuations of past
activities, requests initiated by countries through A.I.D. missions,
or in response to political factors as interpreted by the State

Department, the President, or Congress.

Program planning provides the basis for budget preparation.
In practice there is considerable cutting and fitting between pro-
gram planning and budgeting. Merely because a program is planned
conceptually is no assurance that it will move forward through
budgeting and to Congress for an appropriation. Personnel cannot
begin to do'firm manpower planning until Congress has appropriated

the money and A.I.D. has allocated the money by program and couptry.

The allocation of funds by country and program provides the
basis for manpower planning. Using sfaffing factors, Personnel
prepares an inventory of job descriptions showing the skill
required, where it is required, desirable special qualifications,
and the time and quantity of the requirement. These requirements
are coded for identification and later matched against the inven-

tory of available staff.



Figure 1.1
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Personnel acts as the broker or the marketplace for bringing
people and jobs together. The process.includes assigning avail-
able staff (those ready for reassignment or rotation) to available
jobs and recruiting to meet deficiencies. Surplus manpower is
usually reduced through attrition, normal terminations, transfers,

"

and "selection out;" however, if Congress cuts deeply into admini-
strative funds, the process must be accelerated (within the con-
straints imposed by Civil Service and the Foreign Service regula-
tions). A manifestation of recent budget cuts by Congress has.
been the current planning for a substantial reduction in force

(RIF).

A number of other Personnel functions are conducted either
for the staff or to improve the staff capability. These include
compensating the employee for his services, evaluating his per-
formance, and, where earned, promoting or rewarding him. When
the evaluation indicates latent capability, or individual employee
need, training programs can be offered. Personnel also performs
personal services to meet many of the needs of the staff and their
families, and is responsible for meeting the final obligations of

the Government when employment terminates.

External Constraints

Personnel activities in A.I.D. are affected by a number of
constraints applied from outside the Agency--legislative acts of
Congress; the President, acting personally and through the
agencies of the Executive Office such as the Bureau of the Budget;
other agencies of the Executive Branch such as the Civil Service
Commission; and the Depariment of State, A.I.D.'s parent organi-

zation. These external constraints are described in Appendix A.
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Internal Constraints

In addition to the external constraints, other constraints
are applied by A.I.D, itself. The Personnel System is a component
of A.I1.D, and serves A.I.D, in line with the authority given it.
A.I.D., constrains its Personnel System by specifying what it will
do, by limiting the resources available to it, and by applying
its policy determinations, both general and specific. Internal

constraints are discussed in Appendix B.

Relationships of Present Personnel System in A.I.D.

A.I.D. has centralized certain Personnel functions in the
Office of Personnel and Manpower so that other units in the
Agency can concentrate on activities essential to achieving their
own missions. However, in spite of the centralization of these
functions, all Bureaus and offices in A.I.D. participate in the
actual recruitment, assignment, and control of manpower resources.
The duplication and lack of uniformity in procedures used by the
various branches of the Personnel System appear to be caused in
part by organizational instability and a residue of outdated orders

created by recent changes.

At least four identifiable factors seem to have contributed

to all the conditions we found in the Personnel System:

1. Some of the Regional operations are centralized
under A/PM while others (Latin America and Viet -Nam)
were left under Regional Bureau control. One of
these (Viet-Nam) is planned to be brought under

centralized control in February 1969.
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2. A recent change in organizational structure within
A/PM is being effected. Some organizations are yet
in the stage of determining their complete structures
and roles, and in the act of changing from the old

to the new posture.

3. An Interim System has been designed and planned for
implementation by August 1, to accompany the new
organization; but it, like the organization, is in
a state of transition. As a consequence, there was
considerable difficulty in defining how actions are

actually being performed.

4. Reductions in force (both long and short range) were
being planned during the data-gathering stage. It
was difficult to obtain complete, accurate, informa-

tion in such an evironment.

The clear-cut division of responsibility for each Personnel
function that might be expected to accompany the concept of
centralization is not apparent in the Office of Personnel and
Manpower; then, too, there appears to be a prolifération of
written Manual Orders which would not be expected with centralized
operations. These are partially due to the variety of organiza-
tional patterns that have emerged to meet the changing manpower
requirements of the Agency: The present organization is structured

on five different bases, listed below with an example of each:

1. Regional location of administered personnel (Foreign

Service Personnel)
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2. Occupational skill of administered personnel (Office

of Public Safety)

3. Rank of personnel administered (Office of Special

Assistant for Executive Staffing)

4. Employment category of administered personnel (Civil

Service vis a vis Foreign Service Personnel)

5. Personnel function performed (Manpower Planning)

As a result of these organizational patterns, few Branches
are responsible for the execution of all Personnel functions; in
fact, most Branches are responsible for only one or two. However,
all Personnel functions are performed by at least one Branch or
Office, and in the case of recruitment, by eight or more organiza-

tional units actively involved in the process.

The outcome of the current move toward centralization has
been the splitting of responsibility of some Personnel functions,
so that responsibility for paperwork and recordkeeping has been
placed with one office in A/PM while decision-making authority
for the same functions remains with an organizational unit outside

of A/PM.

Approach

It was necessary to plot A.I.D.'s Personnel System on the basis
of new information quickly gathered. Reference material that
might have been useful in describing and charting the system was

available in too great amounts to be digested and analyzed properly



in the limited time available for this preliminary study; in the
main, however, this material included reports of general studies
pertaining to overall Federal systems, or specialized studies
dealing with such specifics as particular preprinted forms as
they were intended to flow within A.I.D./W offices. Neither
type of material was appropriate for the task at hand, since
they did not describe in detail what is actually happening. The
remaining studies were largely outdated because A.I.D. had taken

action to comply with their recommendations.

Interviews appeared to be a more feasible means to get the
needed information quickly. We read general background materials
to get a level of understanding that would permit successful
interviewing. We scheduled interviews with managers through Branch
level and, as required, with selected individuals within Branches.
From this information, we were able to identify on matrices the
Personnel functions involved in the work of each Branch or higher
echelon, and the organizational elements involved in the performance

of each Personnel function.

A control mechanism was devised to avoid investing too much
effort in interviews, and still avoid gaps in information about
the activities: a generalized description of all the functions
and activities that a Personnel Department would perform. We
further refined this description by following an individual through
his career in A.I.D,--from recruitment to separation--to be suré
we had noted all the interfaces between the individual and the
Agency. We then derived an interview plan and schedule, and
gathered data to determine which of these generalized Personnel
functions are in fact performed by the A.I.D, Office of Personnel

and Manpower.
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The typical Personnel System was divided into its primary
constituent parts, and the prime Personnel functions, in order

of occurence during the career of an employee, were found to be:

Recruitment
Assignment
Compensation
Training
Evaluation
Promotion
Termination

In addition to these prime functions, four other functions
were found necessary to complete the description of the Personnel

System:

Personal Services
Production
Reporting

Special Projects

Personal Services are treated somewhat differently than the others
because they are so frequently performed outside of the Office

of Personnel and Manpower.

To obtain the required detail, we developed a list of theoretical
steps for each function from jnitiation to completion of an action;
this also gave a s*andard pattern so that flow patterns derived
from one interview could be compared with those from another. A
complete set of functions and steps is shown in Figure 1.2. We
coded the functions and steps as a device for relating the verbal
activity descriptions to the appropriate graphic functional flow

charts.
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Figure 1.2

PERSONNEL FUNCTION CLASSIFICATION

a. uest
b, Review/Approve
a, Initiating Requirements ¢. Vacation ¢. Notify
b. Apxxlert'hing d. Notify Pay System
c. plying e. Record
Q. Screening a. Request/ Notity
d. Selecting b, Testing b. Rev./Appr./Certify
¢, Interviewing . Using Insured Benefits ¢, Fum. Support. Doc.
A. RECRUITING d. ApprovinséHirinF F. COMPENSATION | d. Uting nsorecBe . Notify I:'peres! Parties
a. Initiating Records (cont.) e. Notify Pay System
e. Processing b. Examining (Medical) f. Record
c. Investigating (Secr.) a. Nominate
d. Orienting b. Review/Apprcve
%. n-service Placement e. Awards ¢. Prepare Document
. tating d. Present/Notif
c. Lending {On Loan) e. Notify Pay Sy);tem
a. Indi.. Assign. Elig. f. Record
B. ASSIGNING b. Consider for Place
c. Approve Placement | a. Transferring (In-Govemment)
d. Leave w/o Pay d. Notify (Orders) a. Init. Reqm/ Req.
e. Record b. Prepore Actual Doc.
{. Out-process ¢. Co-ord. Out-place
g. In-process d. Review/Recommend
o, Grading b. Separating e. Approve
a. Indic. Elig./Desire f. g°m7 (Orders)
b. Determ Vac/Auth. g. Out-process
bx. Announce Vacancy G. TERMINATING h. Close Records
¢ F-OMOTION c. Prov. Condidate Qual. || 1. Dispose of Records |
d. Assess, Qual./Merit ! a. Ini?ERec. Death Notice
e. Recommend \ b. Record
f. Approve ' c. Prep. Pers. Doc.
g. Notify (Orders) c. Death d. Notify Admin, Off.
h. Record e. Notify Pay System
o, Skl f. Prov. Survivor Serv,
a. Indicate Need/Desire g CDI.O“-OU' Records
b. Prepore Basic Forms T s .Dispose of Records _
c. Complete Forms :' Chiponiation
D. EVALUATING |b. Performonce ca. Review . Housing
d. Endo c. Health
. Endorse/Approve
) d. Schools
e. Notify Counsel H. SERVICES o
f. Record . ) e. Grievances
t. Legal
a. he g. Recreation
b. Agency School ). Lommissary
c. Government School j . Uther
:‘ L"di:"‘c'e ':‘:‘: a. Initiate
. Seek Condidates b. Prepare
E. TRAINING ¢. Prov. Cond. Qual. a. Llegislative Proposals c. Rev‘;e:v
d. Mon- Goverament Schoo! | d. Review/Recommend d. Approve
e. Approve/Notify K. PRODUCTION e. Deliver
f. O\l'-'proceu I a. Inihate reamt
g. Monitor b. Program Planning b. Write M O,
h. Record c. Secure Approval
la. Salary (Individual) d. Distribute
. Estab/Kev. Need a, Requirement
b. Prov. Dota for Assess, o. Routine Reports b. Report Preparotion
c. Assess. Qual./Merit c. Use
x. Salary (Position) 4. Recommend a. Requirement
e. Review/Approve c. Spec.al Reports b. Report Preparation
F. COMPENSAT!ONr f. Notify (Orders) L. REPORTING c. Uszo i
g. Notify Pay System o. Request
h. Record e. Correspondence b. Prepare Reply
a. Request/Notify c. Approve
b. Review/Approve d. Deliver
b. Leave w/Pay c. Notify (Orders) a. Request Project
(Excl. Vacation) d. Notify Pay System M. SPECIAL b. Conruct Work
e. Record PROJECTS | c._Approve
f. Qut-process d, Deliver




We devised forms to record the needed data. One (Figure 1.3)
is in matrix format, with the organizations of A.I.D.'s Office
of Personnel and Manpower (and other affected organizations)
identified on the vertical axis and the steps followed in perform-
ing the Personnel functions identified on the horizontal axis.
Information obtained in interviews is recorded to show which
organizational element participates at each step. The second
form (Figure 1.4) is designed to permit the particulars to be
more fully understood by recording what the source of activity
is, from whom it is received, what processing it involves, to
whom it is sent, and in what form. The completed forms, bound
separately, are in Appendix C and support the narrative descrip -
tions by organization that are bound with them. They also

support the functional descriptions included later in this Section.

Data-gathering was restricted to the organizations forming
the Office of Personnel and Manpower. This precluded full explora-
tion of the interfaces between A/PM and other parts of the A.I.D,
organization. But for our present purpose, simply knowing of the
existence of these interfaces 1s sufficient; more information is
not necessary. Subsequent analyses in Phase II will include
examining these interfaces. We made one exception to the restric-
tion to A/PM, in the case of the Viet-Nam Bureau, which we inter-
viewed to ascertain the amount of autonomy permitted a Bureau in
operating the Personnel Management System in decentralized form.
Even then, there was no attempt to make a complete exploration of
the functions performed in the Bureau as was done in the Office of
Personnel and Manpower, but we did not overlook the potential
impact of bringing the functions of the Viet-Nam Bureau into the
centralized A/PM operations. The Viet-Nam interview also gave
us an insight into the Regional functions which might remain

independent of the centralized Personnel Managment System.
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ORGANIZATION: Exec, Assignuent Branch : FUNCTION CODE: Aa

INTERVIEWEE: Miller INTERVIEWER: Boughton/Thomas
Recruitment
ITEM: Initiate, requirement @ DATE: 7/19/68
L " REFERENCES/
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o DESTINATION: (. o Internal (for initiation of follow-on
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Describing the Personnel System

Operations of any system can be described in two ways, with
each serving a particular purpose: first, by organizational unit,
to give a basis for identifying authorities and responsibilities;
second, by sequence of events in the performance of a function
(process flow) to provide an inventory of all current activities.
The first serves as the basis for applying work-simplification

techniques.

Either way, the basic unit for describing opcrations is an
"activity": a process step or a decision point. As used here,
it describes the actions of one individual in the performance of
his duties. In this report, an "activity" is recorded in terms
of (1) the information that initiates the action, (2) the nature
of the action--routine, changing the form, adding new information,
approving, coordinating, etc.--and (3) the output in terms of

" descriptions are the

content and destination. These "activity
basic units in the description of the present system and they

will be the building blocks for a future system.

Tracking by function would have taken the interviewers through
any given organization each time the function was found to be
addressed by that organization. Therefore, we decided to track
by organization in order to save retracing our steps and to impose
as little as possible on busy managers. In each organization,
the full range of Personnel functions was discussed and charted

before moving on to the next organization.
The present system is described both in terms of organiza-

tional activities and of functional flow. Figure C.1l, Appendix C

is a sample of the organizational descriptions. The detail is
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limited to that required to trace the movement of work between
Branches and within a Branch to the level that can be described

by a mission statement. Greater detail (e.g., descriptions of
clerical activities or of inter-unit paperflows) during Phase I
would have obscured the main track; also, it could have resulted

in much wasted effort if we should later find it necessary to
substantially redesign a function. Additional detail for selected
flows and activities will be gathered in the analysis to be done

in Phase IIA. The interview results--the findings published in
this report--are preliminary; they are presented here to be checked,
relying on readers within A.I.D.'s Office of Personnel and Manpower

to help us clear up inaccuracies in data and interpretation.

Functional Structure

Here, each of the eight Personnel functions is discussed
separately, beginning with recruitment, folloWing through to

termination, and ending with a description of personal services.

Immediately preceding each of the eight functional descriptions
is a composite flow chart that illustrates procedural steps identi-
fied by persons interviewed in each Branch of A/PM. It should be
noted that, even though each of the eight composite flow charts
_?epresents one function, different Branches may have reported .
dafferent sequential steps. Thus, all Branches that contribute
to the subject function are represented on the composite flow
chart, and each may have reported a different sequential flow of
activity. 1In other cases, two Branches may perform identical
functions, but in different ways. This, of course, highlights
the purpose of this review of the present Personnel System: to

verify the functional activities as practiced in A/PM and ‘to

identify conflicting and duplicating procedural flows.
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To illustrate the points of action and the paths of flow,
circles and lines are used. Circles identify action or processing
points. The circle fulfills a combined function. It indicates
the Branch under consideration, through reference vertically to
the heading in which it occurs. It also indicates that the scope
of activity of the Branch is limited to the functional steps

referred to horizontally from the circles.

Triangles act as arrows, indicating direction of flow. A
triangle can only occur outside the column identified with the
Branch under consideration and is used to indicate the source of
inputs and the destination of outputs as reported by the Branch
interviewed. Where a triangle shares a column with a circle, the

occurrence confirms two or more reported procedural flows.

The possible paths that the sequential actions take from one
circle to another is represented by lines. Several types of lines

are used in the composite flow charts to indicate flow.

In each of the eight functional narratives, all aspects of
the separate functions are described in as much detail as the
Branch representatives revealed or the interviewers understood.
This functional structure is, of course, a rearrangement of the
content of the interviews, which were made by Branch. It suffers
perhaps from being gleaned from the original interview reports,
but benefits by having soﬁe inconsistencies brought out by the

mere act of rearrangement.

Figure 1.5 summarizes where the various Personnel functions
are performed in the Office of Personnel and Manpower, and shows

the order in which they are discussed.
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Recruitment

For the purposes of this description, recruitment is consid-
ered to include only those acts of solicitation that will produce
a serious application for employment. It does not include the
actual act of hiring and assignment. Of course, some work must
be performed on each application received, such as screening for
completeness and eligibility, and some provision must be made for
storing applications and distributing summaries of applicants’
résum€s contained in the various talent banks. Such activities
are performed by the Recruitment Branch, in cooperation with the
Assessment Branch, in an effort to bring applicant and interested

Branch together.
Recruitment procedures differ according to the type of
personnel being sought. The procedures applicable to each type

of personnel are briefly described below:

Executive Personnel

Recruitment of executive personnel is an example of total
responsibility that is assigned to a section of A/PM. Here all
executive candidates - handled by the Executive Assignments
Staff, which is part of the Director's Office. This extension
of the Director concerns itself with recruitment that applies to
155 executive positions, 79 of which are in A.I.D./W and 76 are
in overseas offices. Twelve of the positions are filled by
statutory officers who are appointed by the President and must

be confirmed by the Senate.

The remaining 143 positions are filled by individuals

promoted from within A,I.D. or recruited from other Agencies or
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private organizations. Recruited individuals are usually recom-
mended and sponsored by a Government official. It is this sponsor-
ship aspect of gaining candidates that dictates a separate pro-
cessing arrangement. Anyone from the President to a local govern-
mental official may suggest a candidate, who may not be aware he

is being sponsored. Such a set of circumstances and possibilities
does not, of course, lend itself to either the application of the
routine recruitment procedures or final consideration of an A.I.D.
employee for an executive position, particularly when the ultimate
approval for assignment to any one of the 155 executive positions

rests with the President.

The recruitment procedure followed by the Executive
Assignment Staff is distinguished by its simplicity. The procedure
amounts to the receipt of any material concerning an individual -~
a Form 171, a biography, a résumé, or a letter from a sponsoring
government official--and the retention of it in an executive
talent bank. When enough information is available, an Executive
Position Skills Card is prepared for inclusion in the candidate's
folder. Of course, a candidate within A.I.D. already has personal
and evaluation folders, which are acquired by the Executive Assign-

ment Staff once his candidacy is invited.

Upon receipt and storage of a particular folder, the
necessary locator and summary cards and lists are prepared for
internal use. This is, for all practical purposes, the point at
which recruitment ends and a possible assignment begins. A
distinctive feature of this type of recruitment, though, is that
at no point does a man who is considered eligible for an executive
position come in contact with the normal recruitment machinery.

The Recruitment Branch, itself, is never part of the procedure.
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Professional Personnel

The normal procedure established in A/PM for the recruit-
ment of professional personnel is one in which the Recruitment
Branch responds to verbal and written requests for individuals or
blocks of individuals with specified skills and experience.
Projections of required employees, by category, are used as guid-
ance in determining recruitment quotas. Such projections are
supplied each year by the Manpower Planning Branch. The response
is to search through files and lists of recent applicants. And
if search fails to uncover qualified candidates, the normal pro-
cedure is to advertise--either through newspaper and magazine
ad§ or via hrechures thal are distributed at universities and

conveéntions.

An ability to anticipate personnel needs accurately,
though, is Ziot slwiys present. So the recruitment of profession-
&)l personnel is nandled in several different ways. One is a
genera) recruitm -nt effort, which is to make A.I.D. brochures
availuble at plages where likely candidates are known to congre-
gato. e applic.tions that result from this effort are simply
yoad for informaiion and then forwarded to the Assessment Branch
for deposit in the Professional Talent Bank. It should be noted
that all mailed applications for professional positions are

automatically routed to the Recruitment Branch.

Individuals with certain constant-demand skills and
experience are available indirectly only during certain times of
the year. This is particularly true of economists. Therefore,

a continuing program of direct recruitment is followed. The same
is true of generalists who are recent college graduates. The
latter are recruited as interns for assignment to any Branch or

Office of A.I.D. The procedures for recruiting individuals for
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either the Economists Program or as International Development
Interns (IDI) are identical even to the extent of assigning the

recruitment tasks to the Assessment Branch.

Up to five different universities are selected by the
recruiters, and through bulletin-board posters and newspaper ads,
candidates are invited to talk over A.I.D. opportunities with a

team ot travelling recruiters.

Interested interviewees submit applications directly
to the Assessment Branch, where a file is created for each and
deposited as designated in either the Economist Talent Bank or the
IDI Data Bank. There an application is retained until an interested
Branch or Office initiates the hiring procedure. 1In the case of
applicants for the IDI program, the Assessment Branch determines

a starting salary that is binding on the hiring organization.

This is the official procedure follbwed. It accounts
for almost all direct recruitment and hiring of first-job profes-
sional economists and generalists. However, it accounts for the
recruitment of barely a handful of experienced professionals.

The bulk of these professionals are recruited and hired through

the efforts of any of the line Branches. Frequently, the acts of
recruitment, hiring, and assignment are performed through either
the Foreign Service or the Civil Service divisions, in which case

the Recruitment Branch 1s not involved.

Secretarial Personnel

The procedures for recruiting secretarial personnel are
somewhat more formalized, because a candidate must pass a secre-

tarial skills test before being invited to apply. Thus, the
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recruitment process begins with an announcement at various
Washington high schools and business schools and in local news-~-
papers, stating that A.I.D. recruiters will be available to
administer tests. These tests are graded and letters of invitation
to apply for employment are sent to those who have made a passing
score. This, in effect, is the first step of a two-step screening
process. Upon receipt of a candidate's application, it is again

screened for completeness and worthiness.

Applications of persons who successfully pass this
second screening are deposited in a Secretarial Talent Bank where
they are available for selection of applicants by any of the
Branches or Offices of the Agency. It should be noted that part
of the submission of an application is an indication of whether
the applicant desires overseas or domestic service. A purpose of
the second screening is to determine whether the candidate is

qualified for the type of service requested.

Anticipating the need for secretaries appears to pose
no problem in selection, since more vacancies exist than there
are persons qualified to fill them. The problem is to find
enough applicants. The Recruitment Branch's method, therefore,

is to solicit as many applicants as time and size of staff permit.

While the Office of Personnel and Manpower maintains a
specific unit to deal with recruitment--the Recruitment Branch of
Manpower Development--not all of the Agency's recruitment activities
are handled by it. Indeed, no single function of jersonnel manage-
ment is participated in by more branches of A/PM. Eight of the
17 branches and offices interviewed, in fact, have some hand in
the recruitment process. They either have total responsibility

for a single category of candidate or they take partial
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responsibility for the processing of recruited candidates. Thus,
it can be recognized that the office and machinery formally
established for recruiting are not often used by the Agency. In
most instances the branch or office that requires an employee
prefers to solicit and hire by means of its own abilities, time,

and effort.

Assignment

Assignment is the placement of any Civil Service or Foreign
Service employee in a particular position. This function includes
original and in-service placement, rotation, on-loan and detailed
assignments, and leave without pay. For purposes of discussion,
all of these categories are treated as components of the overall

assignment process.

All of the Centralized Regional Branches use a common proce-
dure for the assignment of technical and professional personnel.
The Executive Assignment staff,which is responsible for the place-
ment of candidates in vacant executive positions throughout the
Agency, follows slightly different procedures because of the
protocol and other specialized problems that are connected with
the appointment and installation of executives. It might be
noted that final approval of executive assignment is made by the
White House, which is frequently the source of an executive appoint-

ment.

The assignment process for technical and professional person-
nel typically originates with a notification that a position is
vacant in a Branch or mission. This notification takes the form

of a job description and specification. The document used is a
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Staffing Pattern Action Request (SPAR) and is submitted by the

Bureau that has the vacancy.

The general procedures used to actually assign Foreign
Service personnel are similar, regardless of the type or location
of the job assignment. The missiors submit a Completion of
Assignment Report (COAR) for each in-service employee who is due
for reassignment or rotation. The availability of Foreign Service
personnel for assignment is formally made known through a Bureau
Staffing Pattern list which is distributed to all Branches of
A/PM. In many cases, Foreign Service personnel assignments or
reassignments are determined through informal negotiations and
contacts between mission personnel, in which case the affected
missions submit a Request for Personnel Action (SF-52) with the
name of the individual desired to fill a particular position
vacancy. In such cases the primary function of the Centralized
Regional Branches of A/PM is to process the paperwork (cut SF-50,
travel orders, etc., and record actions in employee folders) to
accommodate the change in assignments. In cases where new
assignments for in-service employees have been agreed upon before-
hand, the individual's name may not appear on the Bureau Staffing
Pattern list, and due to the informal nature of many such assign-
ment decisions, often the availability lists are neither accurate

nor complete.

In cases where a Foreign Service employee possesses hard-to-

place job skills, a Placement Council is responsible for matching
available personnel with known position openings. The Placzment
Council meets twice a month to accomplish this tqsk, ard is
comprised of the chiefs or their designates from each Branch

operation.
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Once an assignment decision has been made affecting technical
and professional personnel, it must be approved by an administra-
tor in the receiving Bureau. When assignments of Civil Service
Personnel are made to Government Agencies outside of A.I.D. (i.e.,
on-loan, detailed, or leave without pay) the Staffing Branch is
responsible for reviewing such assignments and coordinating the

action with the receiving organization.

Official notification of an assignment is the responsibility
of the Branch and is achieved through the prescribed distribution
of the SF-50 to all concerned parties, such as the mission, pay

system, and employee.

Compensation

This term refers to the act which authorizes an employee to
receive pay or benefits as a consequence of his employment status.
There are four types of compensation: salary, awards, leave with
pay, and insured benefits. There are two types of salary compen-

sation--individual and position.

Salary (Individual)

Included within the actions associated with individual

salary is the increase given without grade promotion. This term

also encompasses the determination of pay to be given a newly
hired individual based upon previous government service, veteran
status, etc. The salary for newly hired persons is established
in A.1.D. either by the Foreign Service Division's Regional
Branches (for Foreign Service personnel), or by the Civil Service

Division's Staffing Branch (for Civil Service Personnel).
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A significant difference exists in the way the two
Branches set initial salary, a result of the divergence of the
concepts used. Civil Service abides by the '"rank in the job"
concept --that is, that compensation should be paid according to
the difficulty of the job. Foreign Service adheres to the "rank
in the man" concept--that is, that compensation should be set
according to the individual's worth independent of the job to
which he may be assigned. Thus, the considerations for the

Branches concerned may be quite different.

In the case of Civil Service, the job must always be
assessed before the individual's salary. This is the apparent
basis for the allegation that Civil Service's Position Classifica-
tion and Management Branch is a stumbling block to timely filling
of vacancies. This would also seem to constitute an irreconcil-
able obstacle to placing Foreign Service personnel into Civil
Service positions during rotational assignments. It is, however,
not without possible solution; Civil Service'é Staffing Branch
advises the appropriate Foreign Service Branch of the rank of
the job and attempts to have the Foreign Service Branch place
a person with commensurate rank in it. The decision authority

in such cases lies with the Foreign Service Branch.

Initial individual compensation is established for
experts and consultants by the same branches as for other cate-
—gories, hut in the case of the-GCivil Serviece—personnel—there—is——

no reference to grade and step--only a daily rate based upon the
individual's qualifications. An expert's or consultant's recom-
mended pay must be within 10 pevrcent of his current salary and
must not exceed $100 a day. Special dispensation for salaries
exceeding current salary by more than 1G pcrcent may be granted

by the appropriate Personnel Branch Chie?,
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Periodic raises within grade are automatic if an indi-
vidual performs in acceptable fashion. The Civil Service Staffing
Branch or the appropriate Regional Operations Branch takes the
required administrative actions based on the supervisor's certifi-
cation that performance warrants the increase. Although the
Personnel Branch Chief's signature is required to authorize the
raise, it has no substantive value since the supervisor's signa-
ture is the actual governing criterion. For the purpose of this
report this increase is not considered promotion but rather as an
automatic salary reward for seniority coupled with satisfactory

performance.
Salary (Position)

Since salary is limited by position only in Civil
Service positions, the establishment of position salary is not
really germane to Foreign Service. Positions in the Foreign
Service are graded by missions and approved by Bureaus through
the SPAR approval process, but the rank of the position sets no
real limit upon the salary which may be paid to an individual
since the rank-in-the-man concept applies. However, in the Civil
Service, each job must be classified as to its dollar worth. This
is done by the Position Classification and Management Branch's
assigning to each job a Civil Service grade authorization. This
in fact establishes a salary range within which an incumbent will
f“BE‘EﬁTH‘EEEB?ﬁTﬁE“Tﬁ—His—fndtviduat—ctvti—Service*seniority—and————
qualifications. Persons may not be paid greater than the upper
salary limits for incumbency without reclassification of the
position by the position classifiers. Positions are examined by
professional classifiers each time they become vacant to confirm

the current validity of their classifications.
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Leave With Pay (Excluding vacation)

The only cases of leave with pay which could be found
were those of individuals being sent to school. This was not

actually leave but rather assignment and is covered under training.
Vacation
This benefit is handled at the local level wherever

an individual is assigned. The only personnel action at the A/PM

level is to record the leave as part of the individual's file.

Use of Insured Benefits

This applies principally to cases of injury or retire-
ment disability. The administrative actions are handled by the
Employee-Management Relations Branch, Manpower Development
Division, in concert with the organization the subject individual
is assigned to. The Employee-Management Relations Branch assures
the completion of Burezu of Compensation forms for immediate
or possibly future use. The Branch also assists the individual
in preparing necessary disability retirement apﬁiication forms

to submit to his employing organization.

Awards

There was no evidence gathered that individuals are

given monetary compeunsation as an award.
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Training

Training is any formal educational activity that enables
an employee to become more effective in his occupation. It is
considered an integral part of an employee's career. The author-
ity and encouragement of this career development is the Federal

Employees' Training Act.

The Training Branch, in A/PM's Manpower Development Division,
exists to design and control educational activities for the Agency.
Other Branches and Offices have a hand in processing training
activities, but only the Assessment Branch of Manpower Develop-
ment is a direct participant in the program as it relates to the

entire Agency.

Although it may take many forms, training falls into two
basic and distinct categories--orientation and career development.

This function is, therefore, described under those headings:
Orientation
Every new A.I.D. employee is expected to receive an

orientation course as part of his in-processing activities. It

is the responsibility of the employee's assigned Branch or Office

to arrange for his attendance. This 15 accomplished throéugh an
appointment-type form, which alerts both the employee and the
Training Branch. The Training Branch schedules classes according
to information contained on the appointment form and knowledge
gained from weekly Entrance On Duty lists. One feature of the
procedure followed to arrange for and evidence completion of
attendance at an orientation course is its informality. Little
in the way of paperwork is accomplished; and as a result, not all

employees receive this basic orientation.

I1-40
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A second, and more important, type of orientation is
given to all employees who are scheduled for overseas assignment.
This pre-departure orientation is offered at two locations:
washington and the University of Hawaii. The latter site 1is
used only for those employees who are departing for Viet-Nam,
East Asia, and the Near East-South Asia. In either case, an
employee's assignment to pre-departure training is initiated by
his parent organization through an informal memo or oral communi-
cation. No evidence that the employee has completed his orienta-
tion is created. It is assumed that once sent to the training

session he has completed the course.

Career Development

Any education that pertains to career development is
encouraged by the Agency to such an extent that in certain
instances leave may be granted and expenses paid. Some courses,
in fact, are taught by employees attached to the Training Branch.
These courses are in the secretarial and clerical field, and all
secretaries and clerks are encouraged to attend. The procedure
is initiated by the individual via an application for training
(Form 4-299), which is routed through the immediate supervisor
to the Training Branch. A successful applicant is notified of

approval and dates for attendance.

Additional courses the Agency will approve and finance--
those not offered at A.I.D. facilities--fall into a number of
categories. Such educational opportunities as correspondence
courses, seminars, one-year attendance at a college, and specific
language training are sponsored by A.I.D. In every instance,
however, the basic application for training (Form 4-299) is

completed by the applicant and forwarded to the Training Branch
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for approval and the making of arrangements. Those applying for
language training must, in addition, complete and forwa:d a

Form 4-470.

Before approval is given by the Training Branch for any
career development education course, except secretarial, an
application is routed to the Assessment Branch for an evaluation
of the applicant's qualifications to take the requested course.
Assessment Branch's evaluation is in the form of an approval or
a disapproval, which the Training Branch by practice follows in

processing the application.

Once an applicant is in attendance, reports in the form
of grades and evaluations by the institution attended are gathered
by the Training Branch as evidence of progress and forwarded to

the trainee's parent organization.

No formal procedure is followed to reinstatz a returnee
from college or special training except as may be necessary to
effect a promotion, evaluation, or reassignment that is appro-

priate to the training received.

A.I.D,'s administration of training, while evidently
effective as far as course content and variety is concerned,
appears to be rather haphazard. The lack of control over who
attends the basic orientation program is an example. No written
evidence of attendance is placed in an individual's folder.
Neither is there any definite procedure for processing a trainee
through and from a non-agency institution other than pay,

allowances, and travel.

Most important, though, no provision is made within the

Agency for planning the kinds and amounts of future training.
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Evaluation

Evaluation refers to the periodic appraisal of an employee's
job performance by his direct supervisor or mission director.
All Civil Service and Foreign Service personnel are evaluated
annually. The actual performance evaluation is conducted by the
employee's immediace supervisor and recorded on a Development
Appraisal Report (DAR) and a Personnel Evaluation Report (PER).
The PER is used to evaluate the employee's performance in light
of his major job duties and responsibilities. The DAR is used
to evaluate an employee's capacity for growth and development

and for service at higher levels.

After a supervisor completes an evaluation, his supervisor
réviews it. The employee being evaluated is given an opportunity
to review the PER and he signs it before it is submitted to the
Central Regional ‘Branch for review and recording. The employee's
signature on the PER does not constitute the'employee's agreement
with the supervisor's ratihg, only that the rating has been
discussed with him during an interview with his supervisor. If
the employee disagrees with the rating he receives, he may write
a letter stating the reasons for his disagreement. This letter
accompanies the PER when it is submitted to the Centralized

Regional Branch.

Fach PER is reviewed by a Personnel officer in the Central
Regional Branch, and any discrepancies, omissions, or ambiguities
on the evaluation report are cleared up before a copy of the
report is placed in the employee's file. As a general rule, any
employee evaluation that is exceedingly high or considerably
below standards is brought to the attention of the director or

deputy director of the Bureau in which the employee is stationed.
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The DAR is not usually seen or reviewed by the employee him-
self. Both the DAR and PER are important documents that are used
by the evaluation panel in making its recommendations for pro-

motion, training, conversions, transfer, or other personnel action.

Each Central Regional Branch has the responsibility for
recording and filing the employee's evaluation report (DAR's
and PER's) in the employee's record file. It is reported by
staff members of the Regional Offices that the workload connected
with this activity is heaviest during the late months of the
calendar year, because annual employee evaluations must be
submitted by each mission before the last day of the calendar

year.

Promotion

Promotion refers to a change in status from one grade to a
higher grade. A "step" or in-grade increase refers to an increase

in compensation within a given grade which may be given annually.

Foreign Service secretaries in grades FSS 10 and FSS 9
receive in-grade promotions annually upon the recommendation of
their mission. In such cases, the director of the Central
Regional Branch approves the promotion. Once approval is given,
a personnel officer backstop and a personnel assistant have the
responsibility for routine recording and filing procedures in

accordance with MO 426.2.
Junior Officer Trainees are promoted annually until they

reach grade FSR-5. Recommendations for promotion are submitted

by the mission and are based on the performance evaluation reports
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of the trainee's supervisor. The Regional Branch director has
authority to approve such promotions after reviewing the mission's
recommendations and any accompanying documents that relate to

the trainee's progress in job training. Once the director approves
the promotion, a Personnel officer is responsible for the actions

and records necessary to effect the promotion as soon as possible.

The promotion process for in-service technical and profes-
sional personnel involves the review and recommendation of an
evaluation panel. This panel convenes annually and is made up
of three members. Usually at least one member of each evaluation
panel is from outside of the Agency. All Foreign Service personnel
in FSR Grades 6 through 1 are reviewed by an evaluation panel,
except for temporary promotions which can be authorized by the
mission. In Grades 3 through 1, evaluation panels review the
qualifications of all eligible candidates across the board regard-
less of their occupational field. In Grades below FSR 3, candidates

are reviewed by occupational group.

Once the evaluation panel has reviewéd all eligible candidates,
it determines the rank order of the candidates and recommends
those it believes should be promoted. The names of Foreign Service
personnel recommended for promotion by the panel are submitted
to the respective Regional Branch offices for review and approval.
This is done by the responsible Personnel officer and the Branch
director. In all cases, promotions are approved by an official
(usually the director of his designate) of the individual's
employing organization. Routine recording and notification pro-
cedures for promotions are the responsibility of a Personnel officer
and Personnel assistant in the Personnel Branch of the Bureau to

which the employee is attached.

The promotional system for Civil Service personnel is

essentially based on a merit promotion plan, in which all
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individuals are given the opportunity to apply for announced
position vacancies. The Staffing Branch reviews the qualifications
of candidates and prepares a list for the consideration of the
office in which the vacancy occurs. After a candidate has been
selected, the Chief of the Staffing Branch approves the promotion.
The Staffing Branch is then responsible for the necessary action

and documentation to effect the promotion as soon as possible.

Termination

Termination procedures may be initiated, of course, by either
the individual or his parent Branch. And except for a Reduction
in Force action, the procedural steps followed are confined within

the parent organization.

In all cases of termination, Form 50 is completed and serves
as the basic action-stimulating document. Resignation and retire-
ment for medical reasons are both effected through a completed
Form 2801. Termination due to death requires that the Employee-
Management Relations Branch be alerted so that survivors may be

helped to make death benefit claims.

The net result of any termination action is to remove the
employee from the payroll. Thus, one copy of the signed Form 50
is routed to the pay system. All other actions are accomplished
internally if the termination is a voluntary or unchallenged

non-voluntary termination.
In certain instances, though, the terminated employee may be

in a position to appeal his dismissal, in which case information

checks may be initiated and investigation conducted. 1In all
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instances, the effect is to place the burden of work on the
parent Branch in preparation for a presentation of the findings
and recommendations to the Director of Personnel and Manpower

for decision and final action.

A Reduction in Force varies from these procedures only
according to the process of selecting who is to be terminated.
Civil Service reductions are administer=d by the Staffing Branch.
Foreign Service reductions are administered by the individual

Bureaus.

Once a termination is accomplished, for whatever cause, the
individual's records are assembled for transfer to permanent

storage facilities maintained in St. Louis, Missouri.

Of all the personnel functions engaged in by the Agency,
termination is, in most instances, the least elaborate in terms
of numbers of actions and participants. RIF actions, of course,
require a large number of man-hours of effort, but the procedures
for direci processing are few, simple, and uncluttered once a

course of action is determined by management.

Deaths, also, cause a great deal of work for the Employee-
Management Relations Branch, but here the activity is counseling
with the survivors and the functional flow of actions represents

only a minor part of the processing effort.

Personal Services

This Personnel function may take many forms in the functional

steps to accomplish an action. Because of this, and the fact that
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the routine varies so greatly with each individual and his circum-
stances, we did not try to chart the many services and their paths.
This course was not based on any lack of appreciation for the
importance of personal services; it was taken to keep attention
focused on the main track of activity flows as they involve

decision, action, and coordination.

The majority of the personal services (for example:; housing,
dependent schooling, health services and the like) are handled by
the mission overseas. They are the individual's own responsibility
when he is in the United States. Grievances cannot be tracked
except with reference to the subject of the grievance. The flow
is thus different for each subject and charting it would not be
of sufficient benefit at this time. Such matters as these are
most personal and sensitive and lend themselves to be handled

best on a case-by-case basis.

The other activities which could be placed in the personal
services category are limited to assistance given an individual
during in- or out-processing and are shown under that title in

appropriate functional flows.

The in- and out-processing, while not major Personnel functions
per se, are of significance, since they consume considerable
amounts of clerical and administrative time. Examples of this
are making travel arrangements, and counseling a person concerning

his baggage and household goods weight limitations.

Later analyses in Phase II will be concerned with the details

of providing personal services as such are appropriate.
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Production
This function consists of activities which assist management
in controlling the Personnel operation through the production, on
a continuing basis, of plans and proposals.
Specific activities under this heading are:
Manpower Planning
Program Planning and Evaluation

Legislative Proposals

Manpower Planning

Interviews in this area indicate that Manpower Planning
is conducted through analysis of existing data, and projections pre-

pared from the analysis.

The major sources of data are grade/category position
requests from missions, and termination reports. These are used
by the Manpower Planning Branch to make projections concerning
the number of personnel by grade/category forecast for 1, 2 and 3

years into the future.

Program Planniggrand Evaluation

The manifestation of Program Planning consists entirely
of Manual Orders (M.O.). The M.0O. production process includes
initiation, preparation, approval, issuance and maintenance.
Several drafts of an M.0. are usually made before publication.

An M.O. contains a statement of policy, legal reference,and varying
degrees of implementation suggestions. It is interesting that of
4% persons engaged in M.0. activity, 14 are engaged in the task of
revising existing Manual Orders.
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Legislative Proposals

This activity covers the preparation of proposals relating
to personnel programs or problems to be submitted to Congress for
consideration. It also covers the activity necessary to support
the proposal. This latter activity involves preparation of brief-

ings and gathering of supporting material for hearings.
Since the Bureau of the Budget makes a once-a-year

request for proposals, the cycle of work is seasonal and the

number of proposals varies from year to year.

Special Projects

This function covers activities that require research, study.
and analysis of a particular problem relating to operations of
the Perscnnel System. Typically the results of a Special Project

are presented in written form.

A large subject area is covered here and since many subjects
will be nonrecurring, a typical set is difficult to choose. A

list of recent special projects are:

Contingency Plans
Effects of RIF

Reply to FSA Proposal
Productivity Comparisons
Interim System

Included in this function are all the activities of the
Systems and Evaluation Branch. This has been done because the
approach used by that Branch fits the definition of special pro-

jects.
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Special Projects are characterized by their special handling.
A project is staffed from available people who proceed to perform
the designated work. Guidelines and historical precedent are
nearly always absent. No mechanism is set up to distribute the
results to all interested parties,nor is there any evident require-

ment for follow-up action except in designated special cases.

This function embraces over 20 people's full time attention.
Since each project requires start-up and shutdown activities,
which are largely nonproductive, it would seem that a reduction
in the level of this function would be worthwhile. To accomplish
this, the mcst worthwhile step would be to put continuing activi-
ties on a functional basis rather than a project basis. In
addition, a screening mechanism or approval system should be
enforced to reduce the number of approved projects and insure

better utilization of r~sults.

Reportigg

This function covers the production of reports. For purposes
of this function a report is defined as a transmission of informa-
tion to a requestor, through management channels, from data avail-
able within the organization. Repcrts specifically related to

the primary personnel functinns are not included here.
The bulk of reports fall into one of the following categories:
Statistical Tabulations

Policy and Regulation Explanations
Letters, Memos, Cables
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Most statistical tabulations are prepared to satisfy scheduled
requests for data on the Personnel function. Computer assistance
is provided for their production; in fact, the responsibility
for production of many of them has been delegated to A/DSM, where

they are prepared as scheaulad.

The destination of statistical reports may be inside or out-
side of A.I.D. The most frequent outside receiver is the Civil
Service Commission (CSC). The production of CSC~bound reports
is not considered to be a problem. The most often reported
problem in the preparation of this type of report is the lack

of valid, timely data.

Policy and regulation explanations represent a large number
of reports. Most of these are to satisfy requests from Bureaus
and Offices for interpretation of policy as it relates to a
specific Personnel problem. The compilation of Manual Orders
serves as the guiding document for Bureaus and Offices and is the
only complete policy document. This type of report, then, is
either a request for clarification of the content or for a state-

ment of the Agency's pusition on Personnel policy.

Letters, memos and cables not included above cover a wide
variety of subjects and are initiated by an equally wide set of
sources. The volume of these, and the amount of time spent is
low and represents at most a very minor additional workload for

A/PM.

Current Personnel Data System

The Personnel Data System is an integral part of the Agency's

overall personnel program. It is designed to record data on
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positions and employees in a systematic manner, and enter this

data into a computer so that reports required by authorities

external to A.I.D. and by operating officials within the Agency

can be prepared promptly and economically.

This description shows

the essential elements of the present Personnel Data System--

including input forms, system data items, output reports--and the

functions or decisions served by these outputs, in order to

provide a basis for determining information requirements for the

new Personnel Data System.

The system, which is operated by A/PM with the assistance of

the Office of Data Systems and Management, has three major com-

ponents: Personnel Data System; Applicant Supply System; and

Manpower System. It is described in Manual Transmittal Letter

M.O. 490.1 and 490.2 - Personnel Data System and M.Q. 490.2 -

Personnel Data System Code Manual.

Some of the characteristics

of these component systems are compared to other A.I.D. computer -

ized systems in the following table:

Number of
Monthly Computer Storage
System Computer Use Programs Requirement
Hours % % Characters %
Personnel Data System 100 19 87 18 9,000,000 7
Applicant Supply System 30 6 8 2 450,000 -
Manpower System 6 1 3 1 9,000,000 7
Total Personnel 136 26 98 21 18,450,000 14
Payroll System 187 35 118 26 9,100,000 7
Other A,I.D. Systems 203 39 244 53 104,868,000 79
Total A.I.D. 526 100 460 100 132,418,000 100

Such data base functions as file creation, file maintenance,

subsetting of the data base for different types of reports, storing,

simple computation, and the production of printed reports with

varying formats--on demand as well as on routine basis--are all
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inherent and partly, although ineffectively, performed by the 98
programs. These functions are common to many of the programs,
and together they represent a significant portion of the system

design and programming time.

The following arc four important characteristics of data

records in the system:

e Variable-length fields (employee name fields)

e Repeated fields (employee skill and language
proficiency fields)

e Repeated groups of fields

e Hierarcnical relationship (between organizational
elements)

The present Personnel Data System has been analyzed also to

ascertain:

e Sources of information in terms of A.I.D. input forms
e Data items included in the computer data bank

® Functions and decision points served by the output
reports

e The extent to which these outputs meet information
requirements

These analyses were made by constructing three matrix charts.
The first chart (Figure 1.23) shows the relationships between the
current input documents (entered vertically on the grid) and the data
items now entered into the system (shown horizontally on the grid).
The purpose of this matrix was to identify (1) redundancies in the
collection of data items from various forms and (2) any gaps in data
collection from the source documents of the system. Therefore, it
represents only those data items on the forms that are entered into

the data base. .



Data items on the forms not entered into the data base were
omitted. Also omitted were certain documents (mostly code sheets)
used to process the data into the automated system. Thus, certain
code sheets used in these processes, i.e., A.I.D., 4-437 and 4-435(A),
which are coded from the SF-52 and SF-50, respectively, are not
included in the matrix. Other code sheets, however, that represent
the only source of certain categories of data that are entered

into the system, are included.

The matrix reveals that there are no gaps in the collection
of data. Input of all data items is accounted for by the various
source documents included in the matrix. Furthermore, five source
documents* furnish 94 of the 96 items the data base now includes.
The Arrival Notice provides the input for the additional two data
items. Nine additional documents provide input either to the
various source documents themselves, e.g., the SF-57 (now the
SF-171), or are used periodically to update data originally

entered into the system from one of the five basic documents.

The matrix further shows that redundancies among the five
basic source documents do exist in the collection of data,
particularly between the SF-52, the SF-50, and the SPAR. Further
study will be required to determine whether there is a good basis
in fact for these redundancies, or whether they can logically

be eliminated through a consolidation of the affected forms.

The second matrix (Figure 1.24) shows the relationships
between the System's data items and the Personnel output reporcs.

This matrix indicates that there is substantial overlap in the

SF-52, SF-50, COAR, SPAR, A.I.D. 4-434
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reports among the various data items, and that considerable savings,
in terms of reduced outputs, could probably be effected by sorting
the reports to satisfy the information requirements of each deci-

sion point within these functions, or in some other way.

A third matrix is yet to be completed. It will show the
relationships between the output reports and the various functions
performed. Reports will be traced to the locations to which they
are distributed (decision points) and related to the decisions
made there. From this analysis it will be possible to determine
which of the data now provided are sufficient to meet the needs
of decision makers. These findings will provide the base for
constructing input forms to capture the data required to make
present decision, though probably not every data item will be
needed for the new system. Results will be close enough to the
end-product that, after these requirements are established, it
will be relatively simple to augment what has already been

constructed.
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Figure 1.23
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SECTION i

CHARACTERISTICS OF FUTURE
PERSONNEL SYSTEM ‘

This section is intended to establish the factors -
that must be considered in the design of a new
Personnel System. R

. It discusses the externa: constraints of the
Congress, the Executive Office, the
State Department and the Civil Service
Commission. These cannot be changed
and the new system will be designed to
conform to them.

« It discusses internal environment--staff,
organizational mission, geographic dis-
tribution, operational conditioning, und
the like. Much of this indicates the organ-
ization's desires and operational philosophy
and must be considered in the design.

» It interprets the present system to identify
the functional activities and problem areas
that must be treated in the design of a
new system.

+ Finally, it discusses some of the automated
information system possibilities and com-
puter models that will be considered.

This section is not intended to specify what the
new system should be (that product will not

be available until completion of the next stage
of the project). This section is intended to
bring out the things that should be considered
in the design of the new system. In this sense
it is the basis of the work plan presented in the
next section.
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SECTION II
Characteristics of Future Personnel System

A new Personnel System for A.I.D. will contain the same basic
characteristics as the present system. That is, it will be con-
strained by the same external factors; those that are outside the
purview of A.I.D. will remain essentially the same for the future
system as they are for the present. The future system will provide
the same class of services to the Agency--Central Administration,
Washington Bureaus, and Field Offices. Services will, however, vary
somewhat. The essential functions will remain the same, but the
performance of the functions--response time, reliability, perform-
ance, efficiency, records, and the like--should improve. Additional
services may be added--especially in planning and review--using the
computer system to test the effects of alternative solutions to

problems.

External Constraints Affecting the A.I.D. Personnel System

A.I.D. was established by Congress as an element of U.S. foreign
policy, primarily on the premise that world order is a function of
the ability of nations to meet theix human needs. Thus A.1.D. pro-
grams emphasize assistance to poor nations--in resource development
and institution building. Congress establishes the missions and
programs of A.I.D. through appropriations. Congress also sets
limits on A.I.D. activities and prescribes operating rules and
information requirements. The Congress, then, is an external con-

straint on A.I.D. and its Personnel System.

The Executive Branch of the Government also imposes certain
constraints on A.I.D. operations. The President, through policy

directives, guides program planning and, in emergencies, redirects
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programs. He also influences policy by selecting personnel for
the twelve statutory positions in A.I.D. The President also
operates through the Bureau of Budget to place constraints and
requirements on A.I.D.; the direction of movement toward
Government-wide program, planning, and budgeting (PPB) systems

is a case in point. Executive Office rules, orders, and require-

ments affecting A.I.D. Personnel operations are also constraints.

The Civil Service Commission operates in the field of
personnel management to establish uniform standards Government-
wide to assure equitable treatment of employees. These standards,
and the implementing rules and regulations, apply to A.I.D. and
constitute a principal external constraint on the A.I.D.

Personnel System.

Finally, the State Department places external constraints on
A.I.D. Those affecting the A.I.D. Personnel System pertain

primarily to foreign service personnel working overseas.

In total, these authorities impose a large number of con-
straints on the A.I.D. Personnel System--both on its design and
on its operation. Since they are imposed from outside the Agency,
they are beyond the control of the system designer. But they must
be taken into account in the design of the system and of its
functions and activities. 1In the first phase of the work, these
constraints were related to the functions to which they apply.
This analysis is recorded in Appendix A. 1In the desig:n of the new
system the external (legal) constraints will be brought together
in a manual, relating them to function wund to categories of per-
formance: responsibility, forms, records, procedures, reports, and

the like.

Certain reports required of A.I.D. by external Government
bodies cannot be altered or eliminated through the design and

implementation of a new Personnel System for A.I.D. These reports
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also impose requirements on both the Personnel System and its
automation; an ability to produce these reports must be incor-

porated in any new A.I.D. Personnel System.

The handling of non-recurring reporis, prepared in response to
special requests (from Congress, the President, Foreign Service
Association, or others) will involve further study. It must be
determined how often these occur and whether the demand for such
reports is likely to increase before evaluating the necessity of
incorporating means for producing them into a new A.I.D. Personnel

System.

Internal Environmental Factors Aftfecting the A.I.D. Personnel System

The A.I.D. Personnel System operates in tke environment of the
A.I.D. system, its programs, organization, policies, rules, tra-
ditions, locales, and so on. All of these impose constraints on
the design and functioning of the new system. But, in this case,
many of them are within the authority of the Apency to change.

They must be considered in the design of the new system, and
wherever it appears that relief from one of these constraints is

desirable, an A.I.D. decision will be sought.

Within this environment, the present A.I.D. Personnel System
is marked by an exceptional degree of flexibility and informality.
These characteristics are, of course, desirable in any system.
Whenever a system is so rigid as to permit no deviation from a
procedure or to require a formal, specified document to cause
every action, some effort is usually justified to "buy" some
flexibility or informality. These must, however, be bought at
some expense. In the case of the A.I.D. system, there is so much

flexibility and informality that clear lines of responsibility and
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bases for initiating actions are extremely difficult to discern

or chart.

An excellent example is in the arez of recruitment. The
Manpower Development Division has a Recruitment Branch, and pre-
sumably, the authority and responsibility for recruiting. 1In
reality, however, nearly every Branch and Office recruits. Of
course, it is to be expected that individuals will attempt to inter-
est qualified acquaintances, but it is also to be expected that they
would coordinate their efforts with the Office having prime respon-
sibility for recruiting. In A.I.D., we find almost all recruiting
and hiring done completely outside the established procedural
arrangement. Such looseness results in poorly defined lines of

responsibility and authority.

These and other characteristics of A.I.D.'s present Personnel
System must be reflected in the design of a new system. People are
not likely to charie to any great extent, so the design of a new
Personnel System miast work with A.I.D.'s internal environment, not
against it. A few of these characteristics most likely to affect

system design were noted in the first phase interviews.

Little Organizational Discipline

Few orders or directions are given, and those are not strictly
enforced. The almost universal reaction heard was, "If I followed

the system I wouldn't get my job done."

Deadlines seemed to be ignured. Frequently the individual staff
member appeared to exercise his own judgment as to whether he needed
to produce what was asked of him. This will be difficult to change.

In terms of designing a system this means that (1) most input data
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will have to come from below the senior professional level; (2) the
system must be easier to use than ignore; and (3) when there is no
way to avoid using senior staff for input data, the Personnel System

must automatically provide a repetitive reminder (tickler).

Short Assignments to Personnel

Approximately 20 percent of the senior staff has relatively
short assignments to Personnel, primarily because of the home-rotation
assignments of Foreign Service Officer, but also due to promotions and
transfers. There is no reason to believe that the turnover rate will

change.

This high rate of turnover has contributed to the erosion of the
present system. Very little of the system is documented in the form
of assignments of responsibilities, authorities, etc., of the indivi-
dual. The individual learns his job from reading the information that
flows to him and from requests made of him. Some job instruction comes
to him from his predecessor, some from his superior, and some from his
staff. Only a little is lost at each replacement, but after several
replacements, much of the initial concept of the Personnel System has
disappeared, and what initially was an organized effort becomes a

number of individual efforts.
In terms of redesigning the system this means that the new system

should be simple in concept and well documented, and that a major

effort must be placed on indoctrination and training.

No Previous Experience in Personnel Work

Many of the Senior Staff have had no previous experience in

Personnel work. The closest relationship to Personnel they have had
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prior to their Washington assignment has been as a field client.
This is unlikely to change. Generally, this has resulted in a
system that fails to be alert to good personnel practice. It tends

to take inadequate account of human needs.

In terms of designing a new Personnel System, this means that
instructions should be presented in the context of the field operator
so that the Foreign Service Officer serving in Personnel can identify

with the field operator's needs.

long Lead Times for Personnel Actions

long lead times are required for many Personnel actions. The
number of steps and the distances involved make communication take
long periods of time. As a consequence, it is difficult to generate
a sense of urgency in the early steps. This frequently results in
taking substantive action before arrival of the paperwork that should

initiate the action.

In terms of designing a new system, this means that the computer
should generate daily reminders-~-perhaps action reports--to aleri each
action group to what they must accomplish to keep their respcnsibilities
on schedule. Such action reports could be coded to an instruction book

or could incorporate a printout of specific orders.

Staffing Based on Prior Association

As vacancies become available, an informal system begins to
operate: managers selectively let their needs be known, and staff who
are up for transfer begin to hunt among their friends for a new position.

The system is therefore prone to "cronyism." This approach has the
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advantage of serving personal desires; nice guys are taken care of;

and the manager is buying a known capability. Nevertheless, there

are a number of disadvantages. The matching of people to jobs is
limited largely to the information available in the unofficial channels.
From the point of view of the individual, it means that many opportun-
ities will pass unchallenged because they are unknown. It means that
many opportunities that should be available to many are available to
only a few. Exceptional capabilities of new talent are slow to be

fully utilized.

It will be difficult to convince the manager in the field that he
will, on the average, have a better team by using a larger central
system to help select his staff. From the point of view of A.I.D.
central management, the insistence of each manager on selecting his
own staff implies that there is sufficient unacceptable staff to make
this process necessary. If this is true, the evaluation process must
be used to upgrade the staff. If it is not true, there is not a strong

case for manager selection.

From the point of view of a central Personnel Office, it would be
very difficult to design a system to serve the assigning and recruit-
ing needs of the overall organization sufficiently with this approach.
Furthermore, it would be more difficult to do manpower planning studies
in support of Agency Program Planning and Management Functions. And

it would be more difficult to maintain useful automated records.

In terms of designing a new system, it is important that this point
of philosophy--central service vs. individual service--be understood
and evaluated in terms of acceptability as well as ability to imple-

ment by the Personnel Office.
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Staffing of Jobs Under Two Authorities

Sometimes it is advantageous to the individual to be "Foreign
Service"; and sometimes, 'Civil Service'"; but it is almost never to
the advantage of A.I.D. to have two classes of '"on-board" personnel.
Instead of increasing management flexibility by providing more
alternatives, this situation tends to limit flexibility by adding more
rules. Decisions that should be made on the basis of needs are pre-

determined by conditions of employment.

The situation is not likely to change. Even if A.I.D. should
move in the direction of hiring all one class or the other, transfers
would continue to keep both types on the work force. hings can be
done, however, to minimize the problems that can be traced to this

cause.

By administirative decision all employees, regardless of class,
could be treated under one set of rules while working for A.I.D.
These rules could be either FS or CS, but it is probably easier to
achieve by combining pertinent rules into a collective system. This
would probably make conditions of employment a little more restrictive
to each individual, but much easier for A.I.D. administration. It
would have the added bonus of equity. A second approach would be to
design a selective system that would take the best of either service
to build a minimum composite system. This can probably be done with
the concurrence of the Civil Service and the State Department, with a
certain amount of compromise. A third approach would be to go some-
what further than at present by staffing, say, all Washington Personnel
management jobs with permanent Civil Service staff, to avoid the diffi-

culties inherent in the present rotation system.
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Decision-Making Process

Decisions tend to float to the top and are frequently resolved
by committe. This indicates the problem of poor or inadequate dele-
gation of authority. An organization may very well succeed without
decentralization, but it cannot operate without delegation. On the
surface, it seems that too many decisions are being made by managers
placed too high in the organization. This not only delays the
decision-making process and loses valuable time; it also causes
uncertainty and frustration among lower-level supervisors and adminis-
trators. The end result is that lower-level personnel attempt to
avoid decision-making situations whenever possible or to circumvent
the formal system so that the decisions they do make are outside the
formal organizational system. In terms of the new system, this means
that the decision structure must be specified clearly and operating

procedures documented.

Forms Dominate the System

Virtually the only portion of the A.I.D. Personnel System where
we found conformance in almost all cases was the completion and use
of forms. Most likely, this is because the use of forms is the portion
of the A.I.D. Personnel System that is documented in detail. To an
extent, since these documents relate to most of the functions that are

being performed, forms are the "glue" that holds the system together.

There are, however, both good and bad aspects to this situation.
With forms as the dominant structuring factor, response tends to be
literal and thinking limited. As forms proliferate, the system begins
to build redundancies and take on multiple steps to achieve simple
results. For this reason, in this first phase, effort has been Placed

on analyzing the forms to identify the redundancy and simplify the

II-11



flow (Appendices C and E). Further work is planned in the next phase
to insure that all recorded data are available and used for decisions
and that all decision points have the data they require. But, without
forms, there would now be less structure, and they are serving a use-

ful function.

In terms of the design of the new system, this means that the
decision points must be identified, the decisions defined, and the
information system designed to provide those decision points the informa-

tion needed for the decision.

Implications of Internal Constraints

To assure a system that works within these constraints found in
A.I.D.'s internal environment, the major effort, obviously, is in the
design of the Personnel System itself. Adapting it to the computer

later assumes minor importance at this time.

As work progresses and the problem grows clearer, it is inevitable
that changes will occur that may redirect the focus of the work. URS
will seek guidance from A.I.D. whenever such a major change is indi-
cated. But whatever A.I.D.'s decisions, when a satisfactory organiza-
tional system has been designed and accepted, URS will direct the
remainder of the effort toward automating the portions of the system

in which automation can be expected to yield the greatest return.

The total amount of effort to be expended in this study is
specified, and an approximate division of the effort between design-
ing and new organization and automating it was made in the proposal.
That estimate is, of course, likely to be modified as the study pro-

gresses and in light of guidance from A.I.D.
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It is clear, however, that the Jjob of designing a new organization
is somewhat larger and more complex than initially anticipated. It is
also clear that there are a number of ways to simplify the record keep-
ing function of the computer. These two factors tend to balance so as
to hold the total effort at the same level, but they indicate the
desirability of some shift of effort from automation to the redesign
of the organization. It is also apparent that while a number of
significant improvements can be made to the organization without further
automation, little improvement will occur through automation without
prior organization changes. The present "computerized" skills inven-~
tory is a case in point. Although it is available, it is virtually

unused.

Functional Activities and Problem Areas

The goal for the redesign of the A.I.D. Personnel System is to
obtain maximum service within the external and internal constraints and
the constraint imposed by limitations on staff. The A.I.D. intent is
to reduce the Personnel staff from 259 to fewer than 150 by August 1969.
Other goals are: to improve the services now provided, to speed up

system response to needs, and to add services desired by A.I.D.

A.I.D. has already taken substantial steps to improve the Personnel
System by reorganizing to consolidate much of the Personnel function.
At the same time, the Agency set forth a number of specific objectives

for further improvement:

® Restructure of the organization to improve the work
flow and effectiveness of personal services.

® Institution of a Manpower Planning function within
the Personnel office to project personnel requirements
and plan for the Agency's capacity to meet them.
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e Refinement of recruitment techniques largely based
on the maintenance of relationships with communities,
org.nizations, and institutions.

o Comprehensive study of on-going Personnel systems,
processes, and data management techniques with a view
to maximum possible use of Automated Data Processing
(ADP) applications.

® Institution of new, and refinement of old, programs to
upgrade the quality of the Agency's total workforce, to
professionalize Personnel decisions, and to provide
additional benefits and services to employees.

Thes=z objectives may be achieved in three fundamental ways:

1. Exclude from the Personnel System the functions related
to Personnel Management but not a part of it.

2. Modify the scope and level of detail of the functions
and services of Personnel.

3. Redesign the Personnel System including the procedures,
work flow patterns, decision structure, and information
handling subsystem.

To meet the stated goals, certain services now provided may be elimin-
ated. To avoid eliminating needed or desired services, however, our
analysis will examine and evaluate practical alternative services in

terms of their effectiveness in achieving the stated goals.

The Agency has taken other steps toward realizing the objectives
cited above. 1In the ADP applications, for example, the Agency now has
in operation and automated Skills Inventory File which includes data
on over 80% of all U.S. citizen employees. Similarly, the skills of
available candidates for employment are recorded for automatic printout
as recruitment needs arise. And with this project, work has begun to
advise and assist the Agency in the complete analysis and redesign of
its Personnel System. The study is intended to focus attention on
two primary areas: (1) paperwork re-engineering, including procedures,

work flow, control points, and work performance standards; and (2) the
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automated personnel data system, including information processing,

system design, and specifications for computer programming.

A list of 6§ob1ems and desirable characteristics has been pro-
vided by A.I.D. This list includes a number of symptoms to be
corrected as well as desirable design features. This list offers
excellent guidance, but it relates to a combination of functions;
since it is random in character, it is not necessarily complete.
Potential improvements to be incorporated in the new Personnel System
can be sought by identifying needs as seen by the Agency and checking
these against a matrix to identify all possible improvement areas.
A.I.D.'s list, therefore, can be structured and expanded by use of a

matrix search.

The three primary factors to be built into the matrix for deter-
mining desirable characteristics in the new system are (1) functions
to be performed; (2) organization to perform the functions; and
(3) information to service the organization (sece Figurc 2.1). System
characteristics are identified by carrying the sequence steps of a
function, such as Recruiting, through the operational steps of organ-
ization and information. (The sequence steps of Recruiting, as shown
on Figure 2,1, are Selecting/Screening, Testing, Intervicwing, Approv-
ing, and Hiring; sequence steps for other functions are given in

Scction I.)

For each sequence, ask for each block of the organization (say,

Decision Structure):

e What type of data are needed at this step?
e Where do we get the data?

e How are data acquired?

e What form should the data be in?

e What are all the purposcs the data can be used for?
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Figure 2.1
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Then proceed to the rest of the blocks under organization, then to

the information block of the matrix, and do the same thing. The
answers to specific questions like these are in contrast to general-
ized statements of objectives such as: "The automated data base should

be adequate and expandable to meet all reas-nable needs..."

This detailed approach to developing specific requirements is
explained so that responsible individuals in the Office of Personnel
and Manpower may supplement the system characteristics developed by
the study team (as described under "Tasks 131 and 132, Problem Definition"

of the work plan, Section III).

Philosophical Approach

A number of philosophical approaches to the design of an organiz-
ation can be taken. The selection is largely a matter of judgment
based on past experience, supplemented by information as to the relative
costs and benefits of alternative courses of action. Basic consider-

ations in organization include:

@ functions to be performed

® geographical distribution of activities
e professional specialization of staff

® programs being conducted

® employee type by responsibility

Organizations formed around these considerations can operate in either
a centralized or a decentralized mode. 1In either mode organizational
units can be

-

e highly autonomous, i.e., independent, with the authority
and responsibility lying primarily in the operating units, or
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e highly integrated, i.e., interdependent, with limited
specific authority and responsibility placed in the
operating units.

Organizations are designed by selecting a philosophy and grouping
activities in accordance with the selected combination of consider-
ations. The activities are derived from an analysis of the present
system--included in Section I and Appendix C--and of the new services
to be provided. The activity descriptions will be used in Phase II
in the design of the new Personnel System. The activities are defined
in terms of objectives, actions, level of staff required, number of
actions, time required per action, and so on. The activity aescrip-
tions provide the basis for staffing organizational units, preparing
procedures, and specifying the decision structure. The relationship
between organizational units provides the basis for designing work
flow. The total structure defines information requirements. The final
product is a set of alternative new Personnel System designs--one for
each feasible combination of considerations. Each design can be made

to operate effectively although some will be more efficient than others.

A hybrid philosophy might be used for the design, i.e., part of
the organization (such as recruiting, evaluation, assignment, and the
like) might be functionally oriented and part (such as executive
placement), employee oriented. But this should be avoided wherever
possible because it causes conflict boundary areas, overlap, and

inefficient use of staff resources.

The approach to be taken must be selected by A.I.D. The decision
will be based on such criteria as A.I.D. cares to apply; our analyses
and syntheses will provide information to assist A.I.D. in forming
judgments. Considerations will likely include cost, effectiveness and
ease (or difficulty) of implementation. The ability to implement a

system should not be underestimated, because there is, in fact, no way
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to design a system that cannot be defeated if it is unacceptable to
the user. The ability to implement, then, means three things:

(1) the proposed system must actually offer better service than the
present systems; (2) it must be possible to demonstrate that the
service will be better; and (3) the advantages and instructions for

using it must be communicated to all users.

Structure of the New Personnel System

The general structure for the new Personnel System will be de-
signed around the activities to be carried on in it. For the purposes
of analysis and preliminary design, these activities are classified

in two ways:

e TFunctions: the actions that directly accomplish the
system mission and produce the output.

e Controls: the actions that direct or restrain the
functions to keep the system operating effectively and
efficiently.

On this basis, it can be said that the total system has two major
subsystems; the Functional system and the Control system. This means
that, in the analysis and the preliminary design, the several activities
will be accounted for in fhis way. It does not mean that the system
will necessarily be organized this way. In the analysis and prelimin-
ary design, it is important to understand what things really are and
why activities are performed. In the final design of the system and
its organization, it is important first, to understand that organiza-
tion 1is a management convenience for operating the system, and second,
to make abundantly clear (1) who is to do what; and (2) how, when, and

where he is to do it.

The functions are the normal Personnel activities: hiring, assign-

ing, training, evaluating and so on. Those now being carried on in
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A.I.D. Personnel are described in Section I. They need no elabora-

tion here.

The controls are somewhat different. While they are carried on
now in one way or another, they are not usually thought of in the

terms in which the analysis will be done. There are five controls:

e Organizing includes (1) the review of the functioning of
the Personnel organization, monitoring its efficiency,
and anticipating organizational problems, and (2) planning

organizational changes.

e Planning includes (1) identifying, defining, and analyzing
the Personnel problem, and (2) synthesizing alternative
solutions to the problems for selection of the preferred

course of action in the decision activity.

e Informing includes (1) data handling: the acquiring of
data, the processing of data into information, the
storing of data, and the retrieval of data from storage;
and (2) communicating: the moving of data from where
they are acquired through the processing and into and
out of storage, and delivering the information to the

place where it is needed.

® Deciding includes (1) the evaluating of the alternatives
produced from the planning action, and (2) the selecting

of the preferred course of action.

e Commanding includes (1) causing the action necessary to
pursue the course of action selected in the decision
activity, and (2) reviewing the results to ascertain whether
what was done solved the problem and whether it has caused

any new problems.
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Performance Standards

Any new system may be expected to begin its operations out of
balance. Some units will be overstaffed; others will be overworked.

The balancing process involves use of performance standards.

A workable performance standard for this is a standard unit of
time required to perform a specific action. For example, a placement
officer may require half an hour to interview a secretary, an hour to
interview an engineer, an hour and a half to interview an economist,
etc. Performance would be measured, then, in "standard hours, " obtained
by multiplying the number of interviews conducted of each type by the
standard time and summing the products to get a total "standard hours'
for, say, a month. If an organizational unit does only interviews, its
efficiency is the number of "standard hours" divided by the total work
hours available for that month. This ratio can then be compared with
the efficiency of units doing some other kinds of work. If a unit is
approaching 100 percent productive time, it may be understaffed or it
may be that the standard time for the work unit was underestimated.

If a unit's efficiency is well below that of other organizational units,

it is probably overstaffed.

The new system must provide a way to compare these relationships
on a continuing basis. At the beginning, the information will be used
to adjust the system; later on it can be used to evaluate performance
and also to direct attention to costly activities so that these can be

improved and the overall cost of the system reduced.

The primary problem in establishing this "self-improving" feature
for the new system will be establishing the unit times required for
each type of task (though some of this information has already been
gathered in the first phase). Another problem arises when organizational
units perform a highly varied set of tasks. A good system should have
a minimum number of such units, but where complexity exists, performance

can be evaluated by some qualitative standard.
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Problems in Computerization

The A.I.D. staff and the Office of Personnel and Manpower have
real concern that the new system best serve the needs of people with
a minimum of compromise to achieve efficiency. Computerized systems
can have many inhuman qualities. These are frequently recognized,
generally feared, and too often ignored by the system designed. Most
violations of individual rights and human needs in computerized systems
come through a lack of awareness of how to overcome these potential
hazards or even that they exist. We shall stress this general awareness
as we focus on specific problems. It will, however, be helpful if A.I.D.
too is alert to the consequences of various computer system character-
istics in offering guidance to the study team. Several of these areas

of concern which are readily perceived are discussed below.

Access to Personal Information

It is commonly believed that the use of a computer makes personal
information available for abuse and exploitation. This is probably
not a valid fear as it relates to the new A.I.D. Personnel System. It
is not likely that any kind of personal information will be collected
that is not already in the file. Much personal information is already
in computer storage; indications are that the information now being
collected will generally prove adequate for the new system. Personal
data can be coded in such a way that the equivalent of a key or com-
bination is necessary to gain access to it. Thus access to data in
the computer file will probably be more difficult than access to the
same data stored in conventional drawer files. An unauthorized person
seeking information about a specific individual would probably find
it far more difficult to extract data from a computer file than from

a folder. The computer can be abused, however, because of its
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capability for rapid sort to find certain personal characteristics.
Safeguards will be built into the system, but, as in all human systems,

security depends on the integrity of those responsible for the system.

Personal Considerations May Disappear

There is serious concern on the part of staff and managers that,
in an automated System, actions will be treated by formula and per-
sonal factors be ignored. This need not be so any more than the
non-machine approach insures personal considerations. TFor example,
the Personnel Placement Council now assigns staff to positions. Yet
the Council's deliberations are many steps away from the individual's
performance, are conducted with only a fraction of the information
required to make an adequate judgment, and with information (usually
qualitative) so flavored with biases that Job requirements and indi-
viduals' skills are subordinated to social norms. An automated approach
can at least identify all critical factors relating personnel perform-
ance to specific jobs and establish a procedure for having the rating
made by a superior immediately familiar with performance so that job
requirements and individual's qualifications can be matched in common
terms. This will eliminate the dilution that takes place in the name
of objectivity while adding the equality of treatment that derives
from uniform standards. The automated approach will unfortunately also
fail to weigh unusual characteristics. This means that the computer

matches should be reviewed by management at some point in the system.

Computer Records Cannot Be Trusted

A.I.D. already has a computer system for records. Like all new
systems, it has had to go through a period of "debugging"-~that is,

correcting errors in input data and format in the basic program and
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in the use made of the system. Many of the A.I.D. staff have had
unfortunate experiences with automated data during this period and
cannot be expected to give still another ''mew system' enthusiastic
support. Since these same people must provide the input to the new
system and use it, their unpleasant past experiences could compound

the difficulties of starting the new system.

To win acceptance for the new automated system, effort will have
to be directed to calling staff members' attention to the fact that
a computer system's errors are human errors. Since people commit errors
at about the same rate irrespective of the kind of system, both manual
and machine systems have similar input errors. The primary difference
is that, once the input data are corrected and errors purged from the
computer system, those same mistakes don't keep cropping up while, in
contrast, manual systems repeat errors each time a service is performed.
Moreover, a computer system leaves a clear trail so that errors cannot
be hidden, and thus it can be continually upgraded. Errors in a manual

system tend to hide in the safety of obscurity.

There Will Be Chaos During Installation of the New System

There is often a fear that the new automated system will replace
the present system all at once-~today we use the old, tomorrow the new.
If such an approach were attempted, there would likely be a complete
breakdown in service. That approach is unrealistic, of course: single
pieces of the system should be implemented one at a time, sequenced
so that service builds on service. Additional pieces will not be added
until previous pieces are successfully operating. This evolutionary
approach will assure continuing improvement of service and permit the

review and evaluation required to make modifications and adjustments.
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Information Handling

The new personnel information system can be built around a

relatively few documents and processes:

SF-52, Request for Personnel Action
SF-50, Notification of Personnel Action
COAR, Completion of Assignment Report
SPAR Staffing Pattern Action Request
® An Assignment Model
) A Personnel Master File

Form SF-50 is the most important control document. Its use will
require maximum effort to assure the validity of its data and its
timely preparation. Form SF-52 is the working document for the pro=-
cess that eventually produces Form SF-50. Validity and timeliness

of the SF-50 will require equal attention to the SF-52.

The COAR--and the related procedure in the "Interim System'--
provides a simple and effective vehicle for communicating with the
employee and sufficient notification of pending actions for effective

planning.

The SPAR, with some modification and careful integration with the
skills inventory, can provide the same kind of control for jobs that

the SF-50 does for people.

The Personnel Master File would be the file containing all person-
related information on all employees. It would be the catalog. From
it all person-related information could be extracted, either "wholesale,"
as in statistical reports, or "retail" as by staffing pattern or by

notification of eligibility for step increase.
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The Assignment Model would correlate all of the above informa-
tion to assist in "making a match" between people and jobs. It could
assist in forecasting the effects of new projects and budgets, in
recruiting and terminating, and in other personnel activities. The

model will be described below.

A number of other forms, files, and processes will be required in
the information system, but most of these will be needed to permit
system conformance to external constraints or simplification in the

handling of the basic forms and files.

Assignment Model

" The Assignment Model is a device for matching people to jobs. A
job may consist either of an authorized or a projected position. People
may include those already on board or those who may come on board. As
visualized in Figure 2.2, the Model would require that jobs and people
be described in identical terms. After data on each job and person and
on certain time factors were entered into the Model, matching would be
done according to certain strict rules. Not all of the rules have

been identified.

The Model could handle all classes of personnel, e.g., FS, CS,
PASA, but it appears that it would be advisable to exclude consultants
and contract personnel because of the difficulty in collecting the
necessary data. The Model would pick a slate of candidates rather than
attempt to select one individual. Other restrictions, not yet identi-

fied, can be anticipated.

The basic premise of the Model is that job and personnel des-
criptions each consist of a set of characteristics which can be

coded in identical terms. - Each characteristic is in turn composed
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of a set of attributes (or, less generally, values) which are set to
conform to the requirements of a job or the skills of an employee.

The identical characteristics of each set may be aligned and the
differences in attributes at each characteristic recorded. All possible
combinations of persons and jobs could be so compared and the matches
which have the lowest recorded difference would represent the slate of

candidates for a position.

It is neither necessary nor desirable to make all possible matches,
since jobs and persons would become available at discrete intervals of
time. It is necessary, then, to match only those jobs and persons who

are expected to be available at the same time.

Input to the Model can be categorized as coming from: (1) job

related sources, (2) person related sources, and (3) time related sources.

Data elements of use to the Model are:

Source
Element Job Person Time

Language Skills

Education Level/Type

Geographical Experience

Location

Availability

Grade

Special Skills

Authority

Placement Limitations

Mission Preference

Number of Consecutive Tours

Personnel Category X
(FS, CS, PASA)

<
Ea T

o4 X

4P M

A personal profile must be entered for each person in the system

and a job profile for each job. The personal profile consists mainly
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of data from the skills inventory file and the job profile data from
the SPAR. Other inputs are basically time-related in that they tell
when a person or a job will become available. As noted from the data
element list above, the elements are for the most part common to both

persons and jobs and must be described for both in an identical manner.

Given the input data, it is ordered by characteristic for both

Jjobs and personnel. For example:

1 2 3
Grade Degree Language job
Grade Degree Language man

The attributes of each characteristic are given in the input,

yielding, for example:

Cmpae .

1 2 3
FR-2 Science French job

FR-2 Agriculture Spanish man

Even to the untrained eye, it seems unlikely that this man and this job
would ever be matched. But all characteristics may not have the same
weight. 1In the above example, if the man matched the degree and language
requirements, but not the grade requirement, he might become a candidate

for the position.

Certain characteristics can be coded as "exclusion factors' which
would mean that a match is required on that characteristic. These need

not be weighted, since the matching process would terminate immediately
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if a mismatch occurs. The degree of mismatch at each characteristic
must be measured. ZEach measure is then weighted by the weighting
factor of the characteristic and a summation of the resulting values

made. This sum may be called the "Degree of Match" or DOM for short.

To shorten processing time, the Availability Dates of each job
and person are checked to screen out all that will not be available at
the same future time period (probably 10 months to conform to the COAR
cycle). All jobs and people that pass this initial screening are then
subjected to the skills/requirements matching. All persons who achieve
at least a threshold value of DOM are then checked against non-job-
oriented restrictions (placement limitations). Those remaining from

this screening constitute the slate of candidates for the position.

Obviously this process can have three possible outcomes

1. No one is qualified (vacancy)
2. Qualified persons are found (candidates), or

3. Person fits no available job (not placed).

Only 1 and 3 of these are problems. The first solution to be tried

in each of these instances is to search the times immediately adjacent
to the given time to see if a match can be made at a less than ideal
time. This would result only in a job being unfilled for a short period
or a tour being cut short. An alternative solution for 1 is to search
the talent bank for new-hires (this could be done automatically). An
alternative for 3 is to reduce the acceptable DOM level to attempt a
match of less qualified people and determine whether it is possible to
train resultant candidates to raise them to the acceptable level. Other

alternatives are possible.
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The time axis of the Model should accommodate three years.
This fits the A.I.D. budget cycle. The first two years should

be in monthly increments and the last year in quarterly increments.

The Assignment Model will be useful in each of the follow-

ing functional areas:

e Recruiting: to provide a guide for recruiting

efforts through a vacancy report.

e Assignment: to provide a slate of candidates for
in-service placement who are pre-qualified by the
model for the assignment; to suggest jobs in AID/W

for rotating persons.

e Promotion: to note on the candidate slate persons

who qualify for vacancies except for grade.

e Training: to identify skills in short supply from
the vacancy lists as a basis for initiating training
courses; to identify persons who can qualify for a

vacancy if given additional training.

e Compensation: to andit job classification actions

prior to accepting SPAR data.
e Termination: to note specifically unplaced persons.

e Planning: to serve as a "simulator’ to identify job
requirements, vacancies, or unplaced persons as re-
quired by a proposed budget or project, as a basis
for modification of a budget proposal, or to initiate

recruitment or prepare for a reduction in force.
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Three major reports would be produced as a result of the

processing:

A. List of candidates for each job, ranked by DOM.
B. List of possible vacancies.

C. List of persons not placed.

The alternative solutions result in special reports directed
to the particular Branch or Office, which can be expected to take

action.

In conclusion, let us again note that this Model makes no
assignments. The actual assignment would be made at the cogni-
zant place in the decision structure. Actual assignments would
then be reflected in the Model by shifting the availability

dates of the persons and jobs.
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- SECTION 1l
"WORK PLAN FOR DESIGN OF
A NEW PERSONNEL SYSTEM

This section establishes the plan of action for: =~
analysis, design, and implementation of the
A.l.D. Personnel System. -

« It discusses the general approach to the work
and describes some of the techniques and
controls that will be applied.

- It identifies each major activity and des-
cribes the product to be expected from it.

+ Finally, it integrates all activities into a
PERT chart witich provides a complete
schedule.

It zan be expected that some activities will
require redefinition as system development
proceeds, but the work plan provides a
“basis for orderly change.
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SECTION III

Work Plan for Design of a New Personnel System

This work plan has been developed from an analysis of the
problem as seen in the information acquired in Phase I, It
identifies the tasks which are to be completed between September
2, 1968 and September 30, 1969, Each task is explained in
sufficient detail to establish the scope of the work within
the task. Most tasks are ''product" oriented, in that a specific
item is to be produced; upon review and approval of the item,
the task can be considered complete. The tasks will be scheduled
in a PERT network., To meet the goal of an operating system by
December 31, 1969, it will be necessary to introduce certain
programming activities into the schedule, although provision for

programming services are not yet final,

Organization of the Work

The work of Phase II of the project divides logically into
two parts: Phase IIA, redesigning the organizational structure
and simplifying the work and work flows, and Phase IIB, trans-
lating the redesigned organization and work patterns into specific
models and computer operations for automating selected parts of
the new Personnel System. In this plan, we have organized the

work accordingly.

Phase IIA

In Phase IIA of the study our objective is to restructure the

Personnel System, starting with an existing Personnel System with
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perceived but undefined problem, (1) establish the mission for
the redesigned system, (2) select the general organization for
the redesigned system, and (3) design and prepare a detailed

specification for the redesigned system.

We do the analysis, definition, and design; decisions must
be made by A.I.D., The process shown in Figure 3,1 will get the
work done in the proper time and avoid waste of design effort.
The process is somewhat as described below (reading first from

left to right across the top row of Figure 3.1).

Problem Definition

We shall analyze the situation in which the existing
Personnel System operates to identify the problem the system
faces and to describe their characteristics as a basis for
selecting which problems we will try to solve. Most of the

information required for this was gathered in Phase I,

Objectives Selection

It may not be feasible or practical to solve all of
the Personnel problems we define in the Problem Defination step.
The selection of objectives is choosing, by executive decision,
of the defined problems to be solved. It involves setting goals
and assigning missions to achieve goals, It appears that, in
this step, the chief concern will relate to overall organization

and assignment of authority for Personnel activities,

To help A.I.D.'s management in selecting among possible

objectives, we will use the study technique known as system
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evaluation:*¥ comparing the cost, effectiveness, and feasibility
of alternative future systems. In this step, we shall describe
alternative general solutions to the defined problems and
estimate their cost and feasibility (System Synthesis); estimate
their effectiveness (System Analysis); and compare these
estimates of cost, effectiveness, and feasibility in meaningful
ways (System Selection). We shall then present this informa-
tion to A.I1.D. management, who--also applying such other
criteria as they desire--can select the problems to be solved

and establish objectives for the solutions,

Alternatives Selection

Again, A.I.D. management will be presented with the
choice among the preferred ways of achieving the selected
objectives., This choice is necessary because alternative ways
can be found for performing almost any mission, The selection
among alternatives will indicate A.I.D.'s preference for the
one system for which detailed design studies will be made.
Again in this step, it appears that our and A.I.D,'s chief
concern will relate to ways to achieve the preferred organiza-
tion; but this step will consider organization in more detail

than in the Objective Selection decision.

The system evaluation study technique can also assist

the executive in selecting from alternative means., 1Its application

* The term system evaluation as used here refers only to future
systems, and it should not be confused with the evaluation of
the performance of systems in being. In the detailed work plan,
the decision-supporting study is called '"system study".
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is much the same here as in the Objective Selection step but in
much greater detail, The technique applies an analytic framework
that identifies (1) determinants: the elements of environment

of the Personnel System that constrain its design, (such as the
external and internal constraints mentioned earlier);

(2) components: the physical parts of the Personnel System;
(such as people, facilities, equipment, and so on); and

(3) integrators: the actions that occur in the system, of

two kinds: (a) functions that produce the output; and (b) controls
that direct or restrain the functions. The study technique
employs this framework in examining the relationship among its

elements.

Analyze Existing System (reading now from left to right
across the bottom of Figure 3.,1)

We shall examine in detail the organization, staffing,
methods, and procedures of A.I.D.'s existing Personnel System to
identify (1) which activities are essential and what constraints
are imposed on them; and (2) what information is required, where,
and when. This can be done in parallel with the Problem Definition
step and can help in identifying and defining the problems. The

work preliminary to this was done in Phase I.

Design System Elements (Preliminary)

The initial redesign of the essential Personnel activi-
ties will consist of (1) simplifying their organization, staffing,
methods, and procedures as "building blocks' for the new system
design; (2) maintaining functions in their present form where
desirable; and (3) considering the suitability of each activity
for automation. This work is controlled by the decisions made in
the Objectives Selection step, and it may proceed in parallel with

the study supporting the Alternative Selection step.
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System Design

After A.I.D. has selected the organization pattern
they prefer, we shall fit the preliminary designs of the individ-
ual functions into it, adjusting them to the adjacent functions
wherever necessary and designing flows of work and information
so as to form a cohesive, self-supporting system with flow
patterns that will minimize the work-load and maximize the pro-
ductive effort within the constraint imposed by limitations on
staff. In this step, the processes to be automated will be
selected and the system designed accordingly. The work of
Phase IIA of the study is completed in this step. The product
will be an External Reference Specification., When it is
approved by A.I.D. it will be the basis for the technical con-

trol of the work in Phase IIB.

Phase IIB

The objective of Phase IIB of the study is to complete, in
detail, the design that was specified in Phase ITIA. This de-
tailed design will involve (1) preparing procedures for operating
personnel to use manually; and (2) cunverting of tasks specified
to be automated into a form suitable for computer programmers.
Since the goal of the project is to provide a fully operational
Personnel System, a number of peripheral tasks must be per-
formed, including: training, drafting of Manual Orders,
evaluation of the functioning of the system, and finally, turn-
ing it over to A.I.D. The work to be performed in this phase
has been divided into three groups: design activities, support

activities, and implementation,
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Design activities involve creating the procedures and
processes that can be put into operation to meet system objec-
tives. Design does not include implementation; in general,
good design method always separates designing the logical
structure and specifying the process or sequence that results
in the item. The end-products of the design activities are

detailed blueprints.

Support activities assist the designers, or are neces-
sary to insure an operating system. Support activities provide
system training, technical writing assistance, project planning,

and system evaluation.

Implementation, generally, consists of the activities

needed to convert portions of the system that are to be automated
to operational computer programs. Also, there will be certain
manual procedures to be written up. Although responsibility for
programming has not been established, implementation has been
carefully accounted for in the schedule. Control of the work

and phasing activities are among the most important considera-

tions in coordinating these activity groups.

If the A.I.D. Personnel System is to be produced in
the available time, a number of tasks must proceed in parallel.
Tasks will be paralleled whenever the products to result from
them do not directly affect each other. Phasing of these activi-
ties is not looked upon as a particularly difficult problem (see

PERT chart, Figure 3.3).

The basic problem is that diverse activites must be
granted independence so that their special problems can be
solved. Guidance must be provided to all activities in a manner

which does not inhibit problem solution, but insures that all
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activities are integrated and working toward the same system.
The activities to be integrated are: programming/analysis,
implementation, computer operations, system integration, evalu-
ation, and documentation. The External Reference Specification
(ERS) that is produced from Phase IIA provides the necessary

guidance and control. The ERS has the following characteristics:

e It is written to describe the total system as it
will be seen by the user.

e It expresses all design objectives.

e It lists all deliverable products.

e It gives the equipment configuration to be used
and special customer resources to be allocated to
the system.

e It gives standards to be observed.

The ERS does not contain:
e Programming strategy or tactics.

e Production schedules.

e A.I.D. Personnel resource allocations.

The content of the ERS will not be developed here.
The single immutable constraint is that it provide a user's

guide to the system and describe his responsibility to it.

The ERS forms the basis for system automatica organi-
zation and detailed planning for future activity. All system
design changes will make reference to the portion of the ERS that
they affect and changes will have to be posted and distributed
regularly. A specific individual will be placed in charge of
maintaining the ERS and of arranging the necessary review and

approval of changes.
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Because of its orientation, the ERS can be used by
all activities, and they can proceed with their work without
fear of unexpected changes and without constant contact with
other activities. When interface problems arise between speci-
fic operations, conferences can be arranged between those opera-

tions without involving the entire project.
In summary, the ERS provides these functions:

e Complete user-oriented specification
e Vehicle for controlling changes, and

e Common working document for all activities
It should not be overlooked that it provides an early opportunity

for comprehensive review and the making of changes at the point

where they are the least disruptive and costly.

Detailed Work Plan

Phase IIA

The work of Phase ITA will be organized along the general
lines described above. It will be controlled by dividing it into
specific Task Units, each of which will have a Scope of Work and
an assigned completion date. Progress control will be maintained
by the PERT technique. The major PERT milestones are shown in

Figure 3.2.
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For control, the work of Phase IIA is divided into four

principal areas:

System Study, Controc™. System Design, Functional

System Design, and Total System Design,

® Area 100 - System Study includes (1) the design and

completion o1 the framework for the system study,

(2) the definition of problems, and (3) initial and

final Personnel System studies, each of which leads

to an A.I.D, decision as described above,

Area 200 - Control System Design includes five

separate lines of analysis and design, one each
for the major functions of the control system:
organizing, planning, informing, deciding, and
commanding. These are treated separate from the
functional system because they are different in
nature; their mission is to keep the functional
system working properly so as to accomplish its
mission (which is also the principal mission of

the Personnel System).

Area 300 - Functional System Design includes eight

separate lines of analysis and preliminary design,
one each for the major functions of the Personnel
System as described in Section I. In the final

design, the eight functions are joined into a

coherent system and the flows of authority, activity,

and information among them are designed.

e Area 400 - Total System Design involves merging the

designs for the control system and the functional

system into one consistent, coherent design for the

total Personnel System, identifying elements of the
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system that may be automated profitably, and pre-
paring a specification for the total system that
will serve as the basis for control of the

implementation,

All descriptions of the Task Units in Phase IIA are included
below except for those in the analysis and preliminary design of
the functional system, In that area descriptions are given for
only one function (Recruitment). Those for the other seven
functions will be practically identical to the ones included.

They will be produced later for use in control of the work,

Phase I1B

The work of Phase IIB is described in detail through the use
of specific task units, each of which has a Scope of Work and will
have an assigned completion date and a level of effort in man-months.
Progress control will be maintained through PERT techniques. The
important PERT milestones along the major critical path are shown

in Figure 3.3. Associated with each milestone is a schedule date.

Work on this phase will be controlled by the External Refer-
ence Specification produced in Phase IIA, A total of 100 man-months
of effort is allocated to Phase IIB for detailed design and support

activities, but it does not include programming.

Detailed design is the process of converting the ERS into
a form usable by programmers, preparing written instructions for
manual procedures, and writing other design documentation,
During this process the designer will consider his activity in
relation to surrounding activities. This will result in defini-

tion of interfaces between activities to achieve a smooth and
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timely exchange of information. Also at this time it will be
determined which details will be automated and which must be

done by a manual procedure,

Flow charts or decision tables will be constructed for
both the manual and automated processes. For the manual pro-
cesses, procedures will be written and forms designed. For
the automated processes, record layouts will be constructed,
interface information written up, and reports formulated for
approval. Flow charts and narratives will record detail to a
level sufficient to describe precisely what is required. This
level of detail will frequently leave the programmer with a

selection of alternative implementation techniques.

The designer will retain responsibility for checking out
manual procedures and design logic. The programmer will have
responsibility for the production of operational programs

exactly reflecting the design logic.

Products of Phase II

The following list of major deliverable items was compiled
from the products listed in the task write-ups. They are listed

in the approximate order of delivery.

Organizational alternatives considered
Selected organization structure

Total system specification
Programming cost analysis

Detailed function design packages
Draft manual orders

Employee pamphlet

Administrative guide to system

Manual procedures

Operational system evaluation report
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A.I.D. Personnel Study Task Units

Task
Area Unit
100 SYSTEM STUDY
Analytic Framework
111 Design Analytic Framework
112 Assemble Analytic Framework
System Study
121 Conduct Initial System Study
122 Present Initial Findings to A.I.D,
123 Conduct Final System Study
124 Present System Study to A.I.D.
Problem Definition
131 Define Problems (Preliminary)
132 Define Problems
200 CONTROL SYSTEM DESIGN
Organization Design
211 Analyze Existing Organization
213 Design Organization
Planning System
221 Analyze Existing Planning System
222 Design Planning System (Preliminary)
223 Design Planning System
Information System
231 Analyze Existing Information System
232 Design Information System (Preliminary)
233 Design Information System
Decision System
241 Analyze Existing Decision System
243 Design Decision System
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A.1.D. Personnel Study Task Units, Continued

300

251
253

311
312

321
322

331
332

341
342

351
352

361
362

371
372

381
382

393

Command System

Analyze Existing Command System

Design Command System

FUNCTIONAL SYSTEM DESIGN

Recruitment System

Analyze Existing Recruitment System
Design Recruitment System (Preliminary)

Assignment System

Analyze Existing Assignment System
Design Assignment System (Preliminary)

Promotion System

Analyze Existing Promotion System
Design Promotion System (Preliminary)

Evaluation System

Analyze Existing Evaluation System
Design Evaluation System (Preliminary)

Training System

Analyze Existing Training System
Desigr raining System (Preliminary)

Compensatiun System

Analyze Existing Compensation System
Design Compensation System (Preliminary)

Termination System

Analyze Existing Termination System
Design Termination System (Preliminary)

Service System

Analyze Existing Service System
Design Service System (Preliminary)

Final Functional System

Design Final Functional System
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A.I.D. Personnel Study Task Units, Continued

400

500

600

700

414
415

500
505
510
515
520
525
530
540
545
550
555
560
565

601
605
610
615
620
630
640
650
655

TOTAL SYSTEM DESIGN

Specify Total System

Present Final Specification to A.I.D.

DETAIL DESIGN
Detail
Design
Design
Design
Design
Design
Design
Design
Design
Design
Design
Design

System

Project Planning

Employee Master File
Organization Master File
Functions (Preliminary)
SF 50, 52 Processing
Integration

Conversion Programs
Organization MF Update
Assignment Model (Assign)
Functions (Final)
Assignment Model (Projections)
Payroll Interface

Integration

SUPPORT ACTIVITIES

Provide Technical Assistance

Prepare Draft M.O,

Write Employee Pamphlet

Write Administrative Guide to System

Prepare 2nd Draft of M,O.'s

Plan System Training

Conduct System Training

Plan System Evaluation

Test System Performance

PROGRAMMING

Tasks not included
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Design Analytic Framework No. 11l
Area: Systems Evaluation
Scope of Work: Design a framework for the evaluation of

alternative future personnel management systems, identifying
and generally describing the determinants, components, and
integrators (functions and controls), arranging them in logical

order, and arraying them in suitable patterns.

Product: List of determinants, components, and inte-
grators, definitions for them, and a symmetrical matrix arraying

them in logical order.

Inputs From: Phase 1
Outputs To: Task Units 112, 121
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Assemble Analytic Framework No. 112

Area: - Systems Evaluation

Scope of Work: Identify, obtain, and assemble data on the

various elements of the analysis as defined in Task Unit 111,

Product: A document describing in appropriate detail
the analytlc framework, defining its major classes of elements,

and presentiig data on the various elements required for the

analysis.
Inputs From: Phise I
Ta.k Units: 111, 211 to 251, 311 to 381
OUtEE£§¢$E‘ Tagh Unit 123
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Conduct Initial System Study No. 121
Area: System Study
Scope of Work: Using the problem definitions from TU 131

and the analytic framework designed in TU 111, synthesize
general system designs to achieve alternative organizational
objectives; estimate their effectiveness in achieving these
objectives; compare their relative cost, effectiveness, and
feasibility; derive criteria for judging the relative prefer-
ability of the alternative organizational objectives; and
prepare suggestions as to statements of policy, mission, and
performance requirements suitable for translating the objectives

into operational terms.

Product: A report describing the alternatives con-

sidered and the work done and presenting the findings.

Inputs From: Task Units: 111, 131
Outputs To: Task Unit 122
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Present Initial Findings to A.I.D. No. 122
Area: System Study
Scope of Work: Prepare graphics and verbal presentations

of the work and findings of TU 121; give oral briefings to A.I.D.

officials who are to select from the alternatives presented,

Product: Oral briefings with suitable briefing aids,

Inputs From: Task Unit 121

Outputs To: A.1I.D.

Manpower Estimate: man months

Assigned To:

Completion Date:
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A,1.D, PERSONNEL STUDY
Task Unit

Title: Conduct Final System Study No, 123
Area: System Study
Scope of Work: Based on the A,I.D, decisions following

TU 122 and using the problem definitions from TU 132 and the
analytic framework assembled in TU 122, synthesize alternative
system designs to achieve the stated organizational objectives;
estimate their effectiveness in achieving the stated objectives;
compare their relative cost, effectiveness, and feasibility;
derive criteria for judging the relative preferability of the

alternative objectives,

Product: A report describing the alternatives con-

sidered and the work done and presenting the findings,

Inputs From: Task Units 112, 121, 132
Outputs To: Task Unit 124
Manpower Estimate: man months

Assigned To:

Completion Date:
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A,I.D. PERSONNEL STUDY
Task Unit

Title: Present System Study to A,I.D, No., 124
Area: System Study
Scope of Work: Prepare graphics and verbal presentations of

the work and findings of TU 123; give oral briefings to A.I.D.

officials who are to select from the alternatives presented.

Product: Oral briefings with suitable briefing aids.

Inputs From: Task Unit 123

Outputs To: A.1.D.

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY

Task Unit
Title: Define Problems (Preliminary) No. 131
Area: Systems Evaluation
Scope of Work: Analyze the existing general organization,

methods, and procedures of A.I.D. personnel management, com-
paring them with accepted norms where possible, identifying
problems that need solution, and defining these problems in
terms of their underlying cause rather than in terms of their

symptoms,

Product: A set of problem definitions, each (1) identi-
fying the system in which the problem is found, (2) defining the

problem, and (3) giving supporting evidence.

Inputs From: Phase 1
Outputs To: Task Units 121, 132
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Define Problems No, 132
Area: Systems Evaluation
Scope of Work: Analyze the existing organization, methods,

and procedures of A,I.D, personnel management--using detailed
information from the analysis task units in Area 200, Control
System, and Area 300, Functional Systems—-comparing them with
accepted norms where possible, identifying problems that need
solution, and defining these problems in terms of their under-

lying cause rather than in terms of their symptoms,

Product: A set of problem definitions, each
(1) identifying the system in which the problem is found,

(2) defining the problem, and (3) giving supporting evidence.

Inputs From: Task Units 131, 211 to 251, 311 to 381
Outputs To: Task Unit 123
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.1.D, PERSONNEL STUDY
Task Unit

Title: Analyze Existing Organization No, 211
Area: Control System Design
Scope of Work: Assemble data on the existing personnel manage-

ment organization whenever personnel management activities occur

in the A.I.D. organization; chart this organization in detail by
organizational element, position title and grade; identify and
describe the patterns of delegation and assignment of authority

to positions and the sources of this authority; identify the
decision-making positions and describe the decisions made in each;
identify and describe the activities performed in each element,
relating them to the major activities of the control and functional
systems; identify and describe the interfaces between the personnel
management orgenization and the remainder of the A.I.D, organiza-
tion; identify and describe the channels of communication;

identify and describe observed deviations from the established
organization; identify and describe the methods and procedures

for making revisions in the personnel management organization.

Product: A report describing the work done and pre-

senting the findings.

Inputs From: Phase 1
Task Units 211, 241, 251, 311 to 381

Outputs To: Task Units 112, 132, 212
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Design Organization No, 213
Area: Control System Design
Scope of Work: Building on the analysis performed in TU 211

and on the A.I.D, system design selection following TU 124, and
in conjunction with the design of the control and functional
systems being done in other Task Units, design the personnel
management organization, specifying (1) organizational elements
and staffing patterns--by skills and numbers, (2) delegations cf
authority, and (3) channels of communication; design the system
for changing the organization to reflect changes in roles,
missions, and work load and prepare the documentation necessary
to make the system operative, including procedural manuals, hand

books, and control procedures.

Product: A report describing the organization and the

organizing system plus drafts of the required documentation.

Inputs From: A.I.D. Decision (after TU 124)
Task Units 211, 223, 233, 243, 253, 393

Outputs To: Task Unit 414
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Analyze Existing Planning System No, 221
Area: Control System Design
Scope of Work: Assemble data on existing personnel planning

activities whenever they occur in the A.I.D. organization;
identify the organizational elements and positions involved and
describe their planning activities; analyze and prepare flow
charts for the documents used in the planning process; identify
decision points by position and describe decisions made;
identify and describe interfaces between the personnel planning

system and the remainder of the A.I.D. system; analyze work load.

Product: A report describing the work done and the

findings,

Inputs From: Phase I

Outputs To: Task Units 112, 132, 211, 222

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Design Planning System (Preliminary) No. 222
Area: Control System Design
Scope of Work: Building on the analysis performed in TU 221

and conforming to the A.I.D, policy decision following TU 122,
make a preliminary design of a personnel planning system:

(1) designing techniques, methods, and frameworks for analyzing
situations, defining problems, synthesizing and evaluating
alternative solutions, and for presenting the result and

(2) establishing the activities to be performed, identifying the
information requirements, and diagramming the flows of activity

and information,

Product: A report describing (1) the work done,
(2) the alternatives considered and the basis for selecting

those developed, and (3) the preliminary design.

Inputs From: A,I.D. Decision (after TU 122)
Task Unit 221

Outputs To: Task Units 223, 393
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY

Task Unit
Title: Design Planning System No. 223
Area: Control System Design
Scope of Work: Building upon the preliminary design from

TU 221 and the A.I.D, system design selection following TU 124,
design a personnel planning system, (1) defining the methods,
techniques, frameworks, and information requirements,

(2) establishing flows of activity and information, (3) estab- .
lishing a staffing pattern by skills and numbers required, and
(4) preparing documentation required to make the system opera-
tive, including procedural manuals, handbooks, and control

procedures.,

Product: A report describing the system plus drafts

of manuals, handbooks, and control procedures,

Inputs From: A.I.D. Decision (after TU 124)
Task Unit 222

Outputs 10: Fask—Umits—213+ 233,243,414
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Analyze Existing Information System No. 231
Area: Control System Design
Scope of Work: Assemble data on the existing personnel

information systems; identify sources, destinations, and flow
patterns; identify the organizational elements and positions
involved in the information system and describe their informa-
tion activities; analyze the documents and other records
involved in recording transmitting, storing, and retricving
information for unnecessary duplication and redundancy ;
identify decision points and describe decisions made; identify
and describe interfaces between personnel information system

and remainder of the A.I.D. systems; analyze work load.

Product: A report describing the work done and the
findings.
Inputs From: Phase I

Task Units 211, 221, 241, 251, 311 to 381

Outputs To: Task Unit 112, 132, 232
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY

Task Unit
Title: Design Information System (Preliminary) No., 232
Area: Control System Design
Scope of Work: Building on the analysis performed in TU 231

and conforming to the A.I.D. policy decision following TU 122, make
a preliminary design of a personnel information system: (1) in
conjunction with the preliminary functional and control system
designs being performed in other Task Units, identify data re-
quiremencs and design a data base that will reduce redundancy to

a minimum; (2) design information inputs to the data base and to
the several functions and controls, applying simplification tech-
niques wherever possible; and (3) design models of the information
flow and processing within the functions and controls; all with

a view toward automation of any or all of the information

activities.

Product: A report describing the alternative designs
of a data base, forms, information flows, and information pro-

cessing models considered and the bases for selecting those

developed.

Inputs From: A.I.D, Decision (after TU 122)
Task Unit 231

Outputs To: Task \lnits 233, 393

Manpower Estimate: man months

Assigned To:

Completion Date:

ITI1-31



A.I.D, PERSONNEL STUDY
Task Unit

Title: Design Information System No. 233
Area: Control System Design
Scope of Work: Building on the preliminary design made in

TU 232 and on the A,I.D. system design selection following TU 124,
and in conjunction with the final design of the controls and the
functional system being done in other Task Units, design the
information system (1) specifying (a) the form and content of

the data base, the inputs to the data base, the functions, and
the controls and the outputs from the functions and the controls
and (b) the functions to be performed by data processing models;
(2) specifying the information flow patterns; and identifying
logical groups of information activities for automation, rank

ordering these groups by the benefit to be obtained from their

automation,
Product: A report containing the specifications
produced.
Inputs From: A.I.D, Decision (after TU 124)

Task Units 213, 223, 243, 253, 393
Outputs To: Task Unit 414
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D., PERSONNEL STUDY
Task Unit

Title: Analyze Existing Decision System No. 241
Area: Control System Design
Scope of Work: Assemble data on the existing personnel

decision structure whenever personnel decisions are made
throughout A.I.D.; identify the decision points by organiza-
tional element and position; describe the decisions made, re-
lating them to the major activities of the control and functional
systems; describe the information input to each decision;

analyze and compare decisions to discover redundancy.

Product: A report describing the work done and the

findings,
Inputs From: Phase I
Outputs To: Task Units 112, 132, 243

Manpower Estimate: man months

Assigned To:

Completion Date:
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A,I.D, PERSONNEL STUDY
Task Unit

Title: Design Decision System No., 243
Area: Control System Design
Scope of Work: Building on the analysis performed in TU 241

and on the A,I.D. system design selection following TU 124, de-
sign a personnel decision structure related to the control and
functional systems being designed in other task units; define
the decision points, the decisions to be made in each, and the

information requirements for these decisions.

Product: A report (1) describing the alternatives
considered and the basis for selecting those developed and

(2) defining decision points, decisions, and information

requirements,

Inputs From: A.I.D, Decision (after TU 124)
Task Units 241, 223

Outputs To: Task Units, 213, 233, 253, 414

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Analyze Existing Command System No, 231
Area: Control System Design
Scope of Work: Assemble data on existing personnel command

structure wherever orders affecting personnel management are
promulgated in A,I.D, and the effects of these orders are re-
viewed; identify the organizational elements and positions
involved and describe the orders and reviews; identify inform-
ation inputs; analyze the command promulgation and review

process to discover any redundancy,

Product: A report describing the work done and the

findings.

Inputs From: Phase 1

Outputs To: Task Units 112, 132, 243

Manpower Estimate: man months

Assigned To:

Completion Date:
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A,.I.D. PERSONNEL STUDY
Task Unit

Title: Design Commnand System No., 253
Area: Control System Design
Scope of Work: Building on the analysis performed in TU 251

and on the A,I.D, system design selection following TU 124, de-
sign a personnel command structure related to the control and
functional systems being designed in other Task Units; define
the command points, the orders promulgated, and the reviews to
be made in each, and the information requirements for these

orders and reviews,

Product: A report (1) describing the alternatives
considered and the bases for selecting those developed and

(2) defining command points, orders, reviews, and information

requirements,

Inputs From: A.I.D. Decision (after TU 124)
Task Units 243, 251

Outputs To: Task Units 213, 233, 414

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Analyze Existing Recruitment System No. 311
Area: Functional System Design
Scope of Work: Assemble data on the recruiting activities

whenever they occur in A.I.D,; identify the organizational
elements and positions involved in recruiting activities;
analyze and prepare flow charts for the documents used in the
recruiting process; identify decision points by position and
describe decisions made; identify and describe interfaces
between recruitment system and remainder of A.I.D, system;

analyze work load,

Product: A report describing the work done and the

findings,
Inputs From: Phase I
Outputs To: Task Units 112, 132, 211, 213, 312

Manpower Estimate: man months

Assigned To:

Completion Date:
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A,I.D, PERSONNEL STUDY
Task Unit

Title: Design Recruitment System (Preliminary) No. 312
Area: Functional System Design
Scope of Work: Building on the analysis performed in TU 311

and conforming to the A.I.D. policy decision following TU 122,
(1) apply work simplification techniques to recruiting, elim-
inating unnecessary documents, data, and operations; simplifying
flow patterns; shortening lines of communication; and elim-
inating redundant and unproductive decisions and approvals;

(2) establish the activities to be performed, identifying the
information requirements and diagramming the flows of activity
and information; (3) estimate work load for new methods; and

(4) construct an ideal staffing pattern to fit the work load.

Product: A report describing (1) the work done,
(2) the alternatives considered and the bases for selecting

those developed, and (3) the preliminary design.

Inputs From: A.I.D, Decision (after TU 122)
Task Unit 311

Outputs To: Task Unit 393
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY

Task Unit
Title: Design Final Functional System No, 393
Area: Functional System Design
Scope of Work: Building on all preceding task units in Area 300

and on the A.I.D, system design selection following TU 124, design
the functional personnel management system; continuing the work
simplification and methods improvement processes: combining docu-
ments, eliminating unnecessary recording of data and other opera-
tions, simplifying flow patterns, combining functions to eliminate
unnecessary and unproductive supervision, and accomplishing such
other improvements as will minimize the work load and maximize the
productive effort within the constraint imposed by limitations on
staff, all so as to maintain essential services plus those
desirable services as A.I.D, decides to provide; prepare docu-
mentation required to make the system operative, including pro-

cedural manuals, handbooks, and control procedures.

Product: A report describing the work done and the new

methods, procedures and so on plus drafts of the required docu-

mentation.

Inputs From: A.I.D. Decision (after TU 124)
Task Units 312 to 382

Outputs To: Task Unit 414

Manpower Esi{imate: man months

Assigned To:

Completion Date:




A.I.D. PERSONNEL STUDY
Task Unit

Title: Specify Total System No. 414
Area: Total System Design
Scope of Work: Assemble ihe final designs of the control

systems and the functional system into an integrated system
design, assuring (1) feasibility within the limitations imposed
by the constraints, (2) internal consistency among the functions
and controls, and (3) consistency in the documentation; and
prepare lists of the directions and orders necessary to implement

the new system design.

Product: A report describing the total system (External
Reference Specification) and a list ot those MO's which must be

drafted or changed.

Inputs From: Task Units 213 to 253, 393
Outputs To: A.I.D,

Task Unit 415

Manpower Estimate: man months

Assigned To:

Completion Date:
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A,I.D, PERSONNEL STUDY

Task Unit
Title: Present Final Specification to A.I.D. No. 415
Area: Total System Design
Scope of Work: Prepare graphics and verbal presentations of

the work of TU 414 and describing the specifications for the
total system; give oral briefings to A,I.D, officials who are
to consider the specifications for approval; present specifica-

tions to A.I1.D, for approval.

Product: Oral briefings with suitable briefing aids,
Inputs From: Task Unit 414
Outputs To: A.I.D.,

Phase IIB (Task Unit 500)

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY

Task Unit
Title: Detail Project Planning No., 500
Area: Support
Scope of Work: Do detailed planning and work scheduling for

the remaining contract time, This task is to include revising

of the PERT network, allocation of tasks to specific individuals,
construction of project controls, and familiarization of new
project personnel (if any) with the ERS, 1In addition, such

time as is required to secure approval from A.I.D. of the ERS,
and to modify it to reflect mutually agreed upon changes are to
be accounted for against this task, Further, a detailed estimate
and task breakdown (to be reflected in the PERT chart) is to be
compiled on all programming activity which is required to make

the system operational,

Product: Work assignments, revised PERT chart, detailed

programming cost estinate,

Inputs From: Task Unit 415
Outputs To: Task Units 505, 515, 520
Manpower Estimate: man months

Assigned To:

Completion Date:

IT11-42



A.I.D. PERSONNEL STUDY
Task Unig

Title: Detail Design Employee Master File No, 505
Area: Design
Scope of Work: Layout in complete detail the Employee Master

File, which will contain data on all employees to be covered by
the system, This task shall include both employee record layout
and file organization, Data elements will be deterwined from the
System Specificalions, existing master file, payroll system and
suggestions from the IAG 246 report. Data elements will be named
in accordance with these names suggested in the IAG 246 report,
The employee record must be so structured that from it can be

extracted all data necessary to provide a SF7.

Product: Detailed record layout and file organization,

including a coordinated list of data element names.

Inputs From: Task Unit 500
Outputs To: Task Unit 520
Manpower Estimate: man months

Assigned To:

Completion Mate:
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A,.I.D, PERSONNEL STUDY
Task Unit

Title: Detail Design of the Organization Master File No, 510

Area: Design
Scope of Work: Layout in complete detail the Organization

Master File, will contain data related to each organizational

unit to be covered by the system. This task shall include both
record layout and file organization. The record shall contain
such personnel related data on an organization as is necessary
to the system (e.g. ceilings, authorized positions, location of

unit), SPAR data will be retained in this file,

Product: Detailed record layout and file organization,

and a coordinated list of data element names.

Inputs From: Task Unit 500
Outputs To: Task Unit 520
Manpower Estimate: man months

Assigned To:

Completion Date:

II1-44



A.I1.D. PERSONNEL STUDY
Task Unit

Title: Detail Design of Functions No, 515
550

Area: Design

Scope of Work: This task covers the detail design to be per-

formed on the eight basic functions, which are:
A. Recruitment . Training

B. Assignments . Compensation

[ I B

C. Promotion . Termination

D, Evaluation H. Services
Other functions may be identified during the specification process,
and they are also to be included in this task. All detail design
not specifically covered by another task is to be included in this,
The work is to be divided into two distinct parts. The first will
be a preliminary design and the second a final design. The pre-
liminary design is to be oriented to structuring the flow within
the function and identifying all required interfaces with other
functions, Data requirements imposed on the employee and Organiza-
tion Master files and SF 50 and 52 must also be identified. Upon
completion of this part a design integration process will be
started (see Task 525), After integration, final design can pro-
ceed. It is expected that function design activities will proceed
in parallel, which will require that constant attention be paid
to interfacing problems, A list of subjects for Manual Orders,

authorize specific processes, must be generated during final design.
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Title: Detail Design of Functions (Concluded) No. 515

550
Area: Design
Product: Preliminary design, final design of all basic

functions, list M,0. subjects.

Inputs From: Task Unit 500
Outputs To: Task Unit 620, 560
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Detail Design, Form 50, 52 No. 520
Area: Design
Scope of Work: Design in detail all input processing of

Standard Forms (SF) 50 and 52, This task shall include redesign
of forms, and providing assistance in securing CSC approval for
their use. All necessary code development will be done, taking
into consideration Department of State SF 50 coding., All manual
procedures necessary will be written, Detailed program design
will be completed to in-process the SF 50 and SF 52 to perform

a complete validation of given data and to account for error

correction procedures.

Product: Manual procedures, redesigned forms, program
designs,

Inputs From: Task Unit 510

Output§_22: Task Unit 525

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Design Integration No, 525
Area: Design
Scope of Work: Upon completion of preliminary designs for

the functions and the SF 50 processing, a review of all designs
will be made. The intent of the review is to determine problems
in the area of interfacing between functions and to structure

such subsidiary files (history, suspense, etc.) as are required
collectively, Processes which are common to two or more functions

will be assigned the responsibility of one of the Function

Designers,

Product: Common file structures and record layouts,
Inputs From: Task Units 515, 520

Outputs To: Task Unit i35

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Detailed Design of Conversion Programs No. 530
Area: Design
Scope of Work: Determine requirements for converting existing

Personnel Data System (PDS) files to new system files, Detail
design processes and programs as are necessary to affect such
conversion. Programs designed under this task are to be used to
create the initial data base for the new system, Conversions
identified as unacceptable to automated processes are to bhe

listed and procedures written to assist manual conversion,

Product: Conversion program designs, list of manual

conversions and supporting procedures,

Inputs From: Initial
Outputs To: Task Unit 710
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Detail Design of Organization MF Update No, 540
Area: Design
Scope of Work: Detail design of computer program to update

the Organization Master File, This task shall include identifi-
cation of sources of change to the file which are not functionally
related (e.g. a departmental reorganization) and the design of
forms and procedures to capture and allow updating of the file.
Detajiled program design will include error checking and correction

of errors, and all other file maintenance functions,

Product: Forms, procedures, detailed program designs,

Inputs From: Initial

Outputs To: Task Unit 705

Manpower Estimate: man months

Assigned To:

Completion Date:
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A,I.D, PERSONNEL STUDY
Task Unit

Title: Detail Design of Assignment Model (Assignments) No, 545
Area: Design
Scope of Work: Utilizing data contained in the Organization

and employee Master Files, design a program to match employee
qualifications to job qualificetions whenever both an employee
and a job will be available at approximately the same time.
Output of this program will be a suggested list of candidates
for a position, positions not filled and persons not placed.

The model should handle all vacancy control processes, Design
consideration is to be given to the use of the model for other
types of projections which might be made from it, but are not to

be detail designed under this task,

Product: Report layouts, detail design.
Inputs From: Task Unit 535

Outputs To: Task Unit 555

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Detail Design of Assignment Model (Projections) No. 555

Area: Design
Scope of Work: Utilizing the model constructed for assignments,

design a program to be used "on demand" to simulate increases and
decreases in total strength, or available positions or effects of
changes in skills. Projections of situations 3 years into the

future are to be permitted,

Product: Report layouts, detailed program design,
Inputs From: Task Unit 545

Outputs To: Task Unit 750

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.1.D. PERSONNEL STUDY

Task Unit
Title: Detail Design of Payroll Interface No. 560
Area: Design
Scope of Work: Determine through coordination with the

payroll system the frequeucy and type of data which must be
provided [rom the Fersonnel System to support the Payroll
System, Also determine and make provision for the receipt of
data in the Payroll System which will be of interest to the
Personnel System. Detail design the program(s) necessary to
accomplish the exchange of data, including record layouts and

manual procedures required.

Product: Record layouts, exchange ugreement, detailed

program design.

Inputs From: Task Unit 550
Outputs To: Task Unit 755
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: System Integration No. 565
Area: Support
Scope of Work: Plan in detail the procedures for integrating

all facets of the system, To include:
Data Cillection
Packages to be integrated and time phasing
Machine room procedures

Tests for successful integration

This task is also to include supervision of the actual integration
and arrangements with all persons involved in the integration
effort. This task does not include determination of correct
functioning of the parts integrated, except as it might effect
actual integration. Integration will be considered complete

when all units are functioning as a whole.

Product: Detailed plans and procedures.
Inputs From: Task Units 620, 625, 740, 745
Outputs To; Task Unit 655

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D, PERSONNEL STUDY
Task Unit

Title: Technical Assistance No, 601
Area: Support
Scope of Work: Participate as directed with the Office of

Personnel and Manpower, the Office of Data Systems and Manage-
ment, and the Office of the Controller in the development of the

A,I.D. Personnel System,

Product: None

Inputs From: Not applicable
Outputs To: Not applicable
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D., PERSONNEL STUDY
Task Unit

Title: Prepare Draft MO's No. 605

Area: Support

Scope of Work:

No. 620

In coordination with A.I.D. and the system

designers, determine those MQO's which must be provided to give

authority to the system. Prepare a draft of each identified

MO which gives the intent and legal basis of the Manual Order.

Structure, if necessary, a standard outline for MO's, to which

drafts will be written. In addition, this task shall include

technical editing support to systems designers who are preparing

procedures, and the writing of procedures and documents which

are not identified as part of other tasks.

Product:

Inputs From:

Outputs To:

Manpower Estimate:

Draft MO's and miscellaneous procedures.

Task Unit 550

Task Unit 565

man months

Assigned To:

Completion Date:

ITT-56



A.I.D. PERSONNEL STUDY
Task Unit

Title: Write Employee Pamphlet No. 610
Area: Support
Scope of Work: Using the system specifications as a guide,

write an overview of the system. The audience for the overview

is to be all A.I.D. employees. It is expected that this work will
be published in pamphlet form and be distributed to all A.I.D.
employees. It is to describe the system as it affects the various
classes of employces, including inputs the employee may be expected
to provide from time to time and why, but without great detail.

Artwork should be used to enhance the pamphlet's attractiveness.
ProducE: Final draft of overview pamphlet,

Inputs From: Initial

Outputs To: Task Unit 620

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY

Task Unit
Title: Write an Administrative Guide to the No. 615
Personnel System
Area: Support
Scope of Work: Using the system specification, draft MO's

and procedures, write a summary of the personnel system. The
audience for this summary is to be branch chiefs and above. The
document is intended to be an aid to administration of the system

and to provide managers with a picture of the entire system.

Product: A final draft of the Administrative Guide to

the A.I.D. Personnel System.

Inputs From: Task Unit 605
Outputs To: Task Unit 620
Manpower Estimate: man months

Assigned to:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Plan System Training No., 630
Area: Support
Scope of Work: Plan such training of A.I.D. employees as

will be required to implement and maintain the new system.
Implementation training will be planned for those personnel
responsible for input to the system. The text for this instruc-
tion will be the written instructions produced earlier.
Instruction will include contrived problems to be solved.

Lesson plans will be developed for each different class to be
taught. One class will be organized for administrative
personnel and 1 or 2 as required for operating personnel.
Maintenance training will be limited to familiarizing two or
three A.I.D. computer systems analysts with the detailed

design approach.

Product: Plan of Instruction, lesson plans.
Inputs From: Initial
Outputs To: Task Unit 640

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.1.D. PERSONNEL STUDY

Title: Conduct System Training No. 640
Area: Support
Scope of Work: Conduct such training of A.I.D. employees

as will be required to implement and maintain the new system.
Training will be conducted from the Lesson Plans using the
previously generated system documentation as texts. Instruction
for operating personnel will be conducted in formal classes,

in Washington, D.C. Classes are cxpected to run a minimum of

20 hours. Two such classes are expecled. Administrative
instruction will consist of semi-formal briefings covering
policies and procedures and the Administrative Guide. These
briefings will be held to 4 hours or less and will encompass
administrative levels as determined by A.T1.D. Three briefings
are planned. These briefings are not to he confused with other
briefings which might be held as neceded for progress reporting,
etc., relating to the design effort. Maintenance training will
be conducted by working systems analysts, for A.I.D. Systems
Analysts, to familiarize them with the design. No training will
be conducted for computer program maintenance, or for computer
operation.

Product: 2 Classes

3 Briefings

Inputs From: Task Unit 630
Outputs To: Task Unit 655
Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Pion System Evaluation No. 650
Area: Support
Scope of Work: Plan to test and evaluate the operation of

the system to assure satisfactory, integrated performance.
Planning and preparation for system evaluation requires a thorough
knovledge of the system, from the inside (computer programs) and

the outside (input procedures). The planning phase will consist

of deciding which parts of the system are critical to proper
performance and what sort of tests will adequately check to assure
compliance with the approved External Reference Specifications.
Test data and sample outputs will be prepared as required for the
planned tests. Machine time and A.I.D. persoﬁnel time will be
scheduled for conducting the tests. An outline of the evaluation

report will be generated.

Product: Evaluation Plan, outline of Evaluation Report.
Inputs From: Initial

Qutputs To: Task Unit 635

Manpower Estimate: man months

Assigned To:

Completion Date:
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A.I.D. PERSONNEL STUDY
Task Unit

Title: Test System Performance No. 655
Area: Support
Scope of Work: Test and evaluate the operation of the new

system to assure satisfactory, integrated performance, and
review computer outputs to assure they are in accordance with
approved specifications., Using the tests and data that have
been prepared, the system will be tested to assure compliance
with specifications. Results of the test runs will be compared
to sample outputs and deficiencies noted in the Evaluation
Report. In order to accomplish this task within the period of
the coﬂtract, it will be required that all programming bec
completed and debugged at least two weeks before expiration of
the contract. 1If this is not the case, a modification to the
contract will be required. The evaluation report may contain

a list of areas where the operating system fails to comply with
specifications. In the event that an organization other than
URS is responsible for computer programming, the evaluation
report, with a list of detected deficiencies will terminate URS

responsibility under this task.

Product: System Test & Evaluation Report

Inputs From: Task Units 565, 640, 645, 650, 750, 755
Outputs To: Task Unit 800

Manpower Estimate: man months

Assigned To:

Completion Date: I1I-62
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Appendix A

CODIFICATION OF EXTERNAL CONSVTR'AINTS

The present A.l.D. Personnel System and any
system proposed for the future operates within
a body of rules and orders imposed from out-
side the Agency. These constraints are
numerous, inviolate and relative to nearly
every personnel action. These constraints al-
most more than any other factor will set
requirements and limits to the proposed system.
They are described in this appendix in a
codified form to assist the system designers in
Phase Il of this project.



APFENDIX A
CODIFICATION OF EXTERNAL CONSTRAINTS

The primary sources of outhority for the A.I.D. Personnel
System are the Congress, the fxecutive Office, the Civil Service
Commission, the Department of State and the A.I.D. Administration
(see Figure AI). Delegations of authority from these sources are
limited, and these limitations impose constraints on the System.
Each of these authorities treat a range of functions or activities
that overlap in many arcas and, in some instances, require r-_.solu-
tion as to the dominant order. Thesc external bodies have defined
a set of requirements that must be satisfied by the system. To
insure that the system designers have all such requiremasnts avail-
able in Phase II a search was made to find them. The results are

presented in this appendix.

Constraints on the A.I.D. Personnel System imrosed by Agencies
outside of A.I.D. cannot be changed or relieved by A.I,D. acting
unilaterally; thosc imposed by A.I.D., Administration can be. There-
fore, for the purposes of this report, constraints imposed by
Agencies outside of A,1.D. will be classed as "external'; those im-

posed by A.I1.D,, as "internal.' “a

Information originatving in these sources is incorporated in
several publications that provide the basic guidelines for A.I.D,
operations. These publications (A.I.D. Manual Orders, Foreign
Affairs Manual, Federal Personnel Manual, and Bureau~of the Budget
circulars) were evaluatcu and indexed in relation to the functional

base in order to provide data in an easily accessible format.



The functions that provided the basis of the evaluation are:

® Recruitment e Training

® Assignment e Promotion

e Compensation e Services

e Evaluation e Termination

The primary sources of authority do not represent the entire
body of external constraints on the System. Other agencies, ec.g.,
the General Accounting Office and the National Bureau of Standards,
who have authority to audit or regulate sometimes impose restrictions.
These vestrictions may appear in the form of meme or circular, the
provisions of which may then be incorporated in the A.1.D. Manual

Orders, the Federal Personnel Manual, or the Foreign Affairs Manual,

However, these secondary constraints may assumr a more dominant
role when their requirements specifically apply to specific activ-
ities of A.I.D, For example, the design of a computerized personnel
system must take into consideration the National Bureau of Stan-
dard's guidelines for Government computer installations and

operations.

The major codifications of external constraints on the A.I.D.
Personnel System are found in the Federal Personnel Manual and the
Foreign Affairs Manual, The A.I,D. Manual Orders contain references
to legal sources but the difference between external and internal
cc.straints is not clear in them. Manual Orders may be taken as
imposing internal constraints that may have been generated by cited
external constraints. This means that the systems designer will
have to review the legal reference in most instances, since the
Manual Order will not of itself provide a reliable guide to the

alternatives that may be available,
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Figure A-1

INFORMATION FLOW FROM EXTERMNAL SOURCES
AFFECTING A.1.D. PERSONNEL MANAGEMENT
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The material on external constraints has been organized into

three tables:

Al., Functional Index to Federal Personnel Manual

This table lists, in functional sequence, all references from
Manual Orders and the Federal Personnel Manual which refer to a

function.

A2, Functional Index to Foreign Affairs Manual

This table is organized in the same sequence as Table Al. All
references from the Foreign Affairs Manual pertaining to functions

are listed,

A3. Manual Order Index of Legal References

All Manual Orders that were listed in Table Al are listed in
this table by Manual Order number. The subject of the Manual Order
and the legal reference, as cited in the order, are given, The
cited legal reference will frequently be the FPM or FAM as noted in

Tables Al and A2, but other sources are also noted.

The coverage of the tables is limited to those affecting the
functions., Other constraints which can effect the system or its

implementation are not specifically identified in this appendix.

Table A4 gives a list of reports that must be produced. These
reports usually represent activity in resvonse to constraints and
may be used to identify constraints or to determine the essentiality

of a function or activity.
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ABBREVIATIONS APPEARING IN TABLES Al, A2, and A3

FAA ~ PForeign Assistance Act of 1961
SDDA - State Department Delegation of Authority
DA - Delegation of Authority

FSA - Foreign Service Act 1946

UsC - United States Code

FPM - Federal Personnel Manual

FAM ~ Foreign Affairs Manual

EO - Executive Order

PL - Public Law

MSA - Mutual Security Act 1954

CS - Civil Service

VPA Veteran's Preference Act 1944

Example of Reference:

FSA 933(a) -- Foreign Service Act of 1946, Sec. 933(a)



TABLE Al
FUNCTIONAL INDEX TO FEDERAL PERSONNEL MANUAL

* Function Federal Personnel Manual
Topic Code AID Manual Code location of Material
RECRUITMENT A 571 Sup. 990-1 P.L. 86-857
Advertise Ab 413.1 332 Ch. 332-3
Application Ac 414.1 Att. A&B 333 Sup. 990-1 (Reg. 333)
414.,1 Ch. 333
Ch, 295
Selection Ad 414.,2 Att, A&B 302 Sup. 990-1 CS Rule V1I
402,1 550  Sup. 990-1 (Reg. 330)
330
333
339
339
Screen 413,2 333 Sup. 990-1 (Reg. 333)
Ch. 333

330 Sup. 990-1 CS Rule VIII
Sup. 990-1 (Reg. 330)

Ch. 330
Test 413.1 331 Ch, 331
412, 332 Sup. 990-1 Civil Service Act

Sup. 990-1 Veterans Pref. Act.
Sup. 990-1 Civil Service Rule II
Sup. 990-1 (Reg. 332)

Ch. 332
Interview 413.1
414.,1
Process Ae 296 Ch, 296
Sup. 296-31
Records 494 .1
Medical 434.1 339 Sup. 990-1 (Reg. 339)
414.3 Ch. 339
419.1 Sup. 339.31
414.,1
418.5
Security 414.1
Orientation 417.3
462 .4



TABLE Al Continued

Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
ASSIGNMENT B 101 FAA 625 302 Sup. 990.1 CS Rule VI
130.57 Ch. 302
101 FAA 627 715 Ch, 715
403.1 Sup. 296-31 Bk III, V
101 FAA 625 330  Sup. 990-1 (Reg. 330)
402.1 Ch. 330
101 FAA 629 Sup. 296-31 Att. A&B
402.1 300 Ch. 300
101 FAA 630 Sup. 296-31 Bk II & App A
101 FAA 633
4118.1 Att A
339 Personnel Management Pamphlet 9
In-Service Ba 416.3 335 Sup. 990-1 (Reg. 335)
Placement 418.2 Ch. 335
101 p 191-2 Sup. 296-31 Bk :, V, & App A
416.6 930 Sup. 990-1 (Reg. 930)
Ch. 930
Rotation Bb 416,3
101 p 191
On-loan Be 101 p 192 352  Sup. 990-~1 (International Organi-
zation Service Act)
101 p 190
101 p 190-1
243.1 Sup. 990-1 (Reg. 352)
244 .1 Ch, 352
Leave without
pay Bd 630 Ch. 630
Sup. 990-2 Bk 630
Sup. 296-31 Bk II, V
210 Ch. 210



TABLE Al Continued

Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
PROMOTION C 426.1 (Att.A) 335 Sup. 990-1 (Reg. 335)
426.1 Ch, 335
416.6 Sup. 296.31 Bk. I, II, V & App A
419.4 210 Personnel Management Pamphlet 2
412.2 Sup. 990-1  (Reg. 210)
100 p 193.4 Ch, 210
426.2 337 Ch, 337
481,1 (Att.A) 335 Ch. 335, Ch, 715
243.1 330 Sup. 990-1 (Reg. 330)
403.1 Ch, 330
402.1 300 Sup. 296-31 (App A,B)
432.6 Sup. 990-1 (Whitten Amend.)
416.7 Sup. 990-1 (Reg. 300)
Ch. 300
Sup. 296-31 (App A,B)
Grade Ca Sec C Sec
EVALUATION D 424,1 (AH.C) 275 Sup. 990-1 Class. Act
426.2 Personnel Management Pamphlet 6
403.1 250 Ch. 250
Skills Da 415.3
414.7, & (AHA,AH.B)
Performance Db 423.1 (AH,A) 430 Sup. 990-1 (Performance Rating Act )
423.3 Sup. 990-1 (Reg. 430)
423.2, & (AH.A) Ch, 430
423.5 315 Sup. 990-1 (Reg. 315)
416.4 Ch, 315
412,2 430 Sup. 990-1 (Veterans Preference Act)
419.4 Sup. 990-1  (Reg. 430)
494.1 Ch. 430
416.6 752 Ch, 752
415.4 Ch, 430
403.1
424,1 & (AHA)

A-12



TABLE Al Continued

Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
TRAINING E 461.1 (AH.C) 410 Sup. 990-1 (Training Act)
462.1 Sup. 990-1 (E,O0. 10800)
403.1 Sup. 990-1 (Reg. 410)
464.1 Ch. 410
418.2.1 Personnel Management Pamphlets 7,8,11
462.5 250 Ch. 250
402.1 271 Ch, 271
416.6 337 Ch. 337
205.4
241,1
223.3
346.1.2
On the job Ea Sec E Sec E
Agency School Eb Sec E Sec E
Gov't School Ec Sec E Sec E
Gov't School Ed Sec E Sec E
COMPENSATION F 443.,1 250 Ch, 250
831.1 589 Sup. 990-1 (Class, Act)
Sup. 990-1 (Reg. 539)
101 p 245 Ch. 539
432.7
454.3 591 Sup. 990-1 (Sec. 107)
101 FAA 606 Independent Offices Appropr, Act 1949
760.2.1 (AH.H) Sup. 990-1 (E.O. 10000)
243.1 Sup. 990 (Reg. 591)
455.2 Ch, 591
592 Sup. 990-1 (E.O. 10000)
594
Salary Fa 417.3 530  Sup. 990-1 (Sal. Reform Act of 1962)
412.2 Ch, 530
403.1 550 Sup. 990-1 (P.L, 87-304)
402,1 Sup. 990-1 (E.O0. 10982)
101 p 183 Ch. 550
101 FAA 626 Sup. 990-2 Bk. 550
243.1 Sup. 990-1 (Pay Act)
432.7 Sup. 990-1 (Reg. 550)
101 p 150-1 531 Sup. 990-1 (Class. Act)
101 FAA 624 Sup. 990-1 (Reg. 531)
101 p 107 Ch. 531
Sup. 990-2 Bk. 531
532 Sup. 990-1 (Class Act.) Sup. 990-1 (Pay

Act) Ch, 352



TABLE Al Continued
Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
COMPENSATION Cont
Leave with pay Fb  498.3 550 Ch. 550
438.1 (AH.A) Sup. 990-2, Bk. 550
418.4 Sup. 296-31, Bk. I
498.2 (AH.C) 630 Sup. 990-1 (Leave Act)
498.3 Sup. 990-1 (Reg. 630)
560.2 Ch. 630
Vacation Fe 784.3 Sec., 602
Using insured
benefits Fd 455.1 (AH.A) 870  Sup. 990-1 (Reg. 870)
Ch. 870
101 FAA 509 Sup. 870-1
454.3
A.1.D./PR 7-10.3,
1422 FPR 1-10.3,
1422 101, FAA 635
Awards Fe 456.1 451 Sup. 990-1 (Initiative Awards Act)
Sup, 990-1 (Reg. 451)
Ch. 451
250 Ch. 250
Retivrement Ff 715  Sup. 990-1 (CS Retirement Act)
Sup. 990-1 (Reg. 831)
Ch. 715
Sup. 296-31 Bk. III, V
831 Ch. 831
Sup. 831-1
Sup. 990-1 (CS Retirement Act) (Reg.831)
Sup. 296-31
890 Sup. 990-1 (Reg. 890)
Ch. 890
Sup. 890-1
Sup. 296-31 Bk, III
352  Sup. 990-1 (International Org. Serv.Act)
Sup. 990-1 (P.L. 85-177)
Sup. 990-1 (Reg. 352)
Ch. 3352
891  Sup. 990-1 (Reg. 891)
Sup, 890-1
Sup. 296-31 Bk, III
870 Reg. 870
Ch, 870
Sup. 870-1
Sup. 296-31 Bk, III
715  Sup. 990-1 (CS Retirement Act)

A-14



TABLE Al

Continued

Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
TERMINATION G 419.4
765.3
761.2
761.4 (Att.D)
Transfer Ga 765.2 352 Ch. 352
411.2 Sup. 296-31 Bk. III, V
417.4 Sup. 990-1 (Whitlea Amend.)
481.1 Sup. 990-1  (CS Rule VII)
418.2.1 Sup. 990-1 (Reg. 352)
403.1
419.4 (Att.A)
761.3
Separation Gb 417.3 751 Ch. 751, 315
610.4 Sup. 296-31 Bk, III, V
476.7 Sup. 752-1
476.1 715 Ch. 715
476.2 Sup. 990-1 (Reg., 831)
761.9 Sup. 296-31 Bk. III, V, App. A
766 .4 Sup. 752-1
755.4 300 Sup. 990-1 (CS Retirement Act)
Ch. 300, 831
Sup. 296-31 Bk. III, V, App. A
476.1.1 353 Ch. 353
391.2 339 Sup. 990-1 (Reg. 339)
474 .6 Ch. 339, 751, 831
474 .2 Sup. 296-31 Bk. III, V
474 .3
478.5 315 Sup. 990-1 (Reg. 315)
478 .4 Ch. 315
Sup. 296-31 Bk, III, V
412.2 296 Sup. 296-31 Bk. V
478.3 752 Sup. 752-1
418.2,1 351 Sup. 990-1 (Vet. Pref. Act)
481.1 Sup. 990-1 (Reg. 351)
478.1 Ch. 351
403.1 Sup. 296-31 Bk. II, III, V, App. A.B.
402.1 772 Sup. 990-1 (Reg. 772)
474 .4 Ch. 772
411.4 274 Sup. 990-1 (CS Rule V)
411.5 Ch. 274
Sup. 990-1 (E.D. Rule 9830)
498.3 330 Ch, 330
416.7 731 Sup. 990-1 (CS Rule V)



TABLE Al Continued

Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
TERMINATION Cont.

Separation " Gb 761.4 731  Sup. 990-1 (Reg. 731)
101 p 195-5 Ch, 731
101 p 199 Sup. 990-1 (E.O0. 9830)
101 p 197 Sup. 990-1 (Vet. Pref. Act)
101 p 225 752 Sup. 990-1 (Reg. 752)
101 p 186 Ch. 751, 752
101 p 198 Sup. 752-1

311 Ch, 311
457.2 831 Sup. 990-1 (CS Retirement Act)
479.1 Sup. 990-1 (Reg. 831)
472,1 Ch, 831
452 .4 Sup. 831-1
Sup. 291-31

394.1 890 Sup. 990-1 (Reg. 890)
455.7 Ch. 890
455,1 (Att.A) Sup. 890-1

Sup. 296-31 Bk. III
352  Sup. 990-1 (Int.Org.Serv.Act & P.L.

85-177)
454.3 & Att. A Sup. 990-1 (Reg. 352)
101 p 245 Ch. 352
415,3
478.2 891  Sup. 990-1  (Reg. 891)
' Sup. 890-1

Sup. 296-31 Bk. III
455.2 (Att. A) 870 Sup. 990-1 (Reg. 870)

765.3 Ch, 870
419.4 Sup. 870-1

101 p 225 Sup. 296-31 Bk, III
432,2 316  Sup. 990-1 (Reg. 316)
491.6 Ch, 316

Sup. 296-31 Bk. I, II, V, & App. A, B.
335 Sup. 990-1 (Reg. 335)

Ch. 335

Sup. 296-31 Bk. II, V, & App. A

Death Ge 394,1 Sec G
455,7
455.1 (Att. A)
101 p 206
454.3 & Att. A
101 p 245
765.3

491.6 Att. B

A-16



TABLE Al Concluded

Function Federal Personnel Manual
Topic Code AID Manual Code Location of Material
SERVICES H 715.1

443,1 (AH.A)

765.3

4119 .4

462,1

101 p 213-19

Transportation Ha 550 Sup. 990-1 (Fed. Empl. Pay Act)

Sup. 990-1 (Reg. 550)
Ch. 550

Sup. 990-1 Bk. 550

571  Sup. 990-1 (P.C. 86-857)
Ch. 571

630 Sup. 990-1 (Leave Act)
Sup. 990-1 (Reg. 630)
Ch. 630
Sup. 990-2 Bk. 630

Housing Hb 101 FAA 221 593
784.5.1 534  Sup. 990-1 (P.L. 80-330)
Ch. 534
Health He 792
454.1 (AH.B) 791
454,11 339  Sup. 990-1 (Reg. 339)
101 p 148
481.1 Ch. 339
560, 2 890  Sup. 339-31
482.3 Sup, 990-1 (Health Benefits Act)
101 p 218.9 Sup. 990-1 (Reg. 890)
764.5 Exh. H,B.,
1386.4 Ch. 890
E.F, Sup. 890-1
455,2 Sup. 296-31 Bk, I, II, III
765.3 Sup. 990-1 (Int.Org.Serv.Act)
491.6 Sup. 990-1 (Reg. 352)
402.1 Ch,. 352
Schools Hd
Grievances He 711 Sup. 990-1 (Lloyd-La Follette Act)
Sup. 996-1 (E.O, 10988)
Ch. 711

Personnel Management Pamphlet 15
771 Sup. 990-1 (E.O0. 10987, E.O. 10988)
335 Ch. 771

Ch, 335
530  Sup. 990-1 (Salary Ref. Act 1962)
Ch, 530
Legal Hf 448.2
414 .6
416.,7
Recreation Hg - Sec. H Sec. H

A-17



TABLE A2

FUNCTIONAL INDEX TO THE FOREIGN AFFAIRS MANUAL

Function
Topic Code
RECRUITMENT A
ASSIGNMENTS B
Leave w/o Pay Bb
PROMOTION
EVALUATION
TRAINING
COMPENSATION F
Salary Fa
Leave w/pay Fb
(excl. vacation)
Vacation Fc
Use of Insured Fd
Benefits
Awards Fe
TERMINATION
Transfer (in-Gov't.) Ga
Separation Gb
Death Ge

(hapter

471

824

221.2, 221.3-2, 221.3-3, 221.5,

231.1,

231.2, 231.6, 232.3,

232.5-1,

232.5-2, 232.7, 234,

234.5, 315.1,

315.5, 412, 413,

413.3, 413.3-2

232.4-1, 232.6, 233, 414, 421.5,

432.8, 442, 443,
463, 698, 698.8

233, 421.5, 431,
432.5, 433, 451,
456

445, 461, 462,

431.6-2, 432.4,
453, 454, 455,

689, 689.4, 689.5, 689.6-7,
689.7, 691.1-4, 691.5, 691.11,
691.12, 694.1, 694.2, 694.3,
694.4, 694.6, 694.9, 696.1, 696.2

621, 641, 642, 643.1, 643.2,
643.3, 643.4, 643.5, 643.6,

643.7

491
492

689.5, 694.7, 697.1



TABLE A2 Concluded

Function
Topic Code Chapter
SERVICES H

Transportation Ha 232.4-5, 464, 699
Housing Hb 350
Health He 680 through 687
Schools Hd 600 /2 FAM/
Grievances He 661 through 667
Legal Hf 629
Recreation Hg 500 ZE.FAM7
Commissary Hi
Other Hj

Social Security 679

Voting 695



TABLE A3

MANUAL ORDER INDEX TO LEGAL REFERENCES

M.O. Function
No. Subject Code Legal Reference
205.4 Office of Personnel Administration E SDDA 27, Amend. 5
241.1 Assistance Provided by U.S. Govern- B Foreign Assistance Act
ment Agencies Types and Methods Section 625(d) (1)
of Obtaining
243.1 Participating Agency Service Agree- Bec/F FAA 1961, Sec. 632(b),
ments (PASA's) C 625(d) (1)
Fa
244.1 Procedure for Assigning Partici- Bc E.O. 10450, FPM Sup. 296-31
pating Agency Personnel Overseas P.L. 87-195, Sec. 625(d) (1)
Under a Participating Agency Service
Agreement
394.1 Acts of Violence to Persons or Gb FAA 635 (d), FAA 102,
Property Overseas 7 FAM 400
402.1 Basic A.I.D. Personnel Policy Ad FAA 1961
B/E
C/Fa
403.1 Delegation of Authority No. 27 B/Ga
Relating to Personnel (Revision C/Gb
No. 4) Db
D DA.27
E SDDA 104
Fa MSA 1954, Sec. 527(6)(2),
536
411.2 Categories of Foreign Service Ga FAA 631(b), 625(d) (2),
Personnel 626(a), 625(d) (1., FSA 541
411.4 Rights of A.I.D. Foreign Service Gb FAA Sec. 625(d), E.D. 10973
Employees to Reemployment in
Former Agency -
411.5 Reinstatement Rights of Employees Gb FAA 625 (b), FMP, Part 40
in A.I.D./W Excepted Service CS Regs
412.1 Executive Personnel - Ad FAA 1961, Sec. 625 (a-b),
A.I1.D./Washington SDDA 104, FPM Chap. 352, °
SC 5 Classification Act,
Sec. 505 E.O. 108
412.2 Executive Personnel - A.I.D. C/Gb FAA 1961, Sec. 631(b) (c),
Foreign Service Db EO 10973, SDDA 104, DA 27
Fa
413.1 Applicant Recruitment, Examination, Ab FPM Chap. 332, Subch 1-9
and Supply Ad
Ac Handbook X-118 (CSC Qual.

Standards)



TABLE A3 Continued

M.O. Function
No. Subject Code Legal Reference
413.2 Applicant Supply File - Foreign A Part B Title VI FSA
Service
114.1 (Att. A) - Inquiry Into Applicant Ac 64 Stat. 476
Qualifications Ad EO's 10450, 10491, 10531
10548, 10550
414.2 (Att. A & B) - Applicant Evaluation Ad FAA 1961, Sec. 625
- Toreign Service
414.3 Selection and Placement Consider- Ac FAA 1961, Sec. 625
ations - Foreign Service
414.6 Citizenship Requirements Hf Civil Service Commission
Regs. - Sec. 338.101,
FSA - 522, 534
414.7 A.I.D. Skills Inventory Da EO 10561
415.3 Appointment Procedures for Positions Da FPM Chap. 338, 300, 330,
in A.I.D. - Departmental Service 213, 333, 831
Gb CS Reg. Sec. 531, 203,
Sec. 330, 401
Veterans Pref. Act. 1944
415.4 Probationary and Trial Periods - Db CS Act 1883
Departmental Service
416.3 Initial Assignment of Foreign Ba FAA, Sec. 625(d) (2)
Service Personnel to Washington Bb
416.4 Initi12i Tour, Limited Appointment, Db FAA 1961, Sec. 625(d) (2)
and Conversion to Unlimited Mutual Security Act 1954,
Appointment - Foreign Service Sec. 536
416.6 Participating Agency Appointments Ba/E FAA 1961, Sec. 625(d) (1)
and Employment C
Db
416.7 Resident Appointments and Employment Cc FAA 1961, Sec. 625(d) (2)
Hf
Gb
417.3 Employment of Consultants and Fa 31 Comp. Gen. 215
Experts Gb 35 Comp. Gen. 638
23 Comp. Gen. 713
P.0. 88-448, Sec. 101, 201 (f)
Agreement between A.I.D. and
CSC, PL 600, Sec. 15
FPM Let. 296-8
417.4 Appointment and Initial Compensation Ga FAA 625 (b)

of Administratively Determined
Schedule Personnel



TABLE A3 Continued

M.O. Function
No. Subject Code Legal Reference
418.1 Completion of Assignment Report B Sec. 612 FSA
418.2  Assignments, Tours of Duty, and Ba FAA, Sec. 625(a), (d)(2),
Related Actions -~ Foreign Service FSA 1946, Sec. 933(a)
418.2.1 Movement of Foreign Service Employees Ga
from Overseas Posts of Assignment E FSA 1946, Sec. 571, 573(a)
to A.I.D. /W Gb
418.4 Consultation Assignments - Foreign Fb FSA 1946, Sec. 933 (b),
Service Employees FAA 625 d (1) & (2)
418.5 Details within A.I.D. Ac 5 USC 38, 31 USC 686,
FAA 1961, Sec. 626
419.1 Details to A.I.D. from Other Ac 31 USC 686
Agencies
419.4 Employment with Public International C PL 85-795, FAA 1961, Sec.
Organizations 628, 629, 630, 625
Db EO 10804
Ga
Gb FPM Chap. 352, Sec. 313.1 e
G
H
423.1 Performance Evaluation and Rating Db S5 USC 4301-4308, FPM 430,
Program - A.I.D. Departmental Sup. 990-1
Service Employees
423.2 Evaluation of Foreign Service Da Foreign Service Act
Personnel in Viet-Nam Only Section 601 - 612
423.3 Performance Evaluation and Rating Da Foreign Service Act
Program ~ Mission Directors and Section 601 - 612
A.1I.D. Representatives
424.1 Evaluation Panels - Foreign Service Db SDDA 104
Personnel
426.1 Promotion - A.I.D./W Personnel C FPM and CSC Regulations
on Federal Merit Promotions
426.2 Promotion of Foreign Service C FAA 1961, Sec. 625(d),
Personnel FSA 1946, Sec. 624, 641,
SDDA 104
432.2 Severance Pay Authorized Under Gb FEM Salary Act, Sec. 9,
Section 9 of the Federal Employees FPM 550-13

Salary Act of 1965



INTENTIONRALY
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TABLE A3 Continued

M.O. Function
No. Subject Code Legal Reference
432.6 Rates of Pay for In-Service Actions C FAA 1961, Sec. 625(d) (1), (b)
Ca SDDA 104, Sec. 2(d)
FSA 1946, Sec. 412, 414, 415
Class. Act 1949, Sec. 202(7)
FPM Chap. 531, 562
432.7 Premium Compensation F 3FAM 230-237, 250-57
Fa
438.1 Attendance and Leave Fb 3FAM 410-457
443.1 Employee Responsibilities and F EO 11222, 11320
Conduct H FPM Chap. 375
For. Gifts & Decorations Act
1966
448.2 Marriage of A.I.D. Employees HEf 3FAM 629
452.4 Board of Review and Appeals - A.I.D. Gb FSA 637(a)
Foreign Service DA 104
454.1 Medical and Health Program Ac FPM Chap. 339, Sec. 3
He
454.3 Compensation for Injury, Disability, FD/6b 3FAM 689
or Death Under the Federal Employees' F/bc Fed. Empl. Compensation
Compensation Act Act 1916
455.1 Federal Employees' Group Life Fd 3FAM 694
Insurance Ge
455.2 Federal Employees' Health Benefits F 3FAM 696
Program Gb Fed. Empl. Health Benefits
Act 1959
Ge FPM 890
455.7 Assistance to Survivors of Gb
Deceased Employees Ge FAA Sec. 911
456.1 Incentive Awards Program Fe 3FAM 640-643
FAM Circ. 492
457.2 Services to Employees at Time of Gb Security Regulations;
Separation Controller Regulations on
Accountability for Govern-
) ment Property
461.1 Training for Employee Development E ;Gov't. Empl. Tng. Act 1958
EO 10800
FPM Chap. 410
FSA 1946, FAA 1961



TABLE A3 Conti

nued

M.O. Function
No. Subject Code Legal Reference
462.1 Training for Employee Development E FAM Circ. 304
- Foreign Service
462.4 Orientation of U.S. Citizen Employees Ac 3FAM 980
and Their Families at Missions
462.5 Junior Officer Program - A.I.D. E FSA 1946, FAA 1961, Sec. 636(e)
Foreign Service
464.1 Training for Employee Development - E Gov't. Employees Tng. Act 1958
Departmental Service EO 10800
FPM Sup. 9901
472.1 Resignation Gb FPM 42.3 Foreign Assistance
Act Section
474.2 Separation for Cause - A.I.D. Gb Lloyd-LaFollette Act. Sec. 6
Departmental Service Employees VPA 14, EO 637
474.3 Separation for Cause - Foreign Gb FSA 637
Service
474.4 Separation During Probationary Gb CSA
Period - A.I.D. Employees in the
Competitive Service
474.6 Separation - Abandonment of Gb FPM, FSA
Position
476.1 Reduction in Force - A.I.D./Washing- Gb VPA Sec. 12
ton Employees
476.1.1 Reductions~in-Force - A.I.D. /W Gb FPM Supplement 990-~1
FPM 351 Part 351
476.2 Reduction-in-Force Procedures - Gb FAA 621 (a) VPA
A.I.D. Foreign Service
476.7 Termination of Limited Appointment Gb FSA 638
- Foreign Service
478.1 Separation for Military Service Gb FPM Chapter 353, 715
478.2 Civil Service Retirement Gb Civil Service Retirement
Act 1965
478.3 Separation -~ Failure to Accept Gb FSA 637, FSA 638
Assignment - A.I.D. Foreign Service
478.4 Separation for Disability - Foreign Gb FSA 943

Service



TABLE A3 Concluded

M.O. Function
No. Subject Code Legal Reference
478.5 Separation for Disability - Gb Lloyd LaFollette Act, Sec. 6
A.I.D. /W C. Service Rules & Reg., 752
Veteran's Preference Act
1944
479.1 Separation Travel - Foreign Gb 6FAM 110-184
Service Employees
481.1 Local Employee Personnel Adminis- SDDA 104
tration C FAM Circ. 472
Ga 3FAM 675, EO 10973
Gb FSA 1946, Sec. 542
He 3FAM 910-918
FPM Sup. 831-1
482.3 Employment (Direct-Hire) Conditions He FAA 625(d) (2), 636(a)(3)
for Third Country Nationals
491.6  Preparation of the Notification of Gb Sec. 7.2, CS Rule VII,
Personnel Action (Standard Form 50) Ge Civil Service Act 1883
for U.S. Citizen Employees in A.I.D. Hc
Foreign Service
494.1 Official Employee Records and Files Ac FPM Chap. 293, Sup. 293-31
Db FSA 1946, Title IV, B,
Sec. 612, EO 10561
498.3 Residence and Dependency Report Foreign Service Travel
Regulations
560.2 Foreign Se:rvice Travel Regulations Fb 6FAM 110-184
610.4 Employee Security Program Gb EO 10450, EO 10491, EO 10531,
EO 10548, EO 10550
715.1 Object Classification Codes H B.0.B. Circular A-12
765.3 Employees Transferred to Inter- Gb FAA 625 ;
national Organizations - Payments Gce P.L. 85-795, FAA 628, 629, 630,
of Contributions for Retirement, EO 10804
Life Insurance, and Health Benefits He FPM 352-31, 3.1 e
831.1 Speeches, Written Articles, and 18 USC 209

Participation at Meetings of
Nongovernmental Organizations
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TABLE A4

MANPOWER/PERSONNEL RECURRING REPORTS

TITLE

Prepared by A/DSM

I. STRENGTH REPORTS
A. Federal Civilian Employment Report (AID 3-210)

B. Personnel Strength Report - Geographic Location
Summary (AID 3-207)

C. Overseas Personnel Strength Report - Summary by
Major Organization Unit (AID 3-208)

D. Overseas U.S. and Foreign National Personnel
Employed by Other Agencies and A.I.D.
Contractors (AID 3-209)

E. Washington Personnel Strength Report - Summary
by Major Organization Unit (AID 3-216)

II. Manpower Utilization Progress Report
(Manpower statistics only) (Henderson)

III. Report to Senate Committee on Gov't. Operations

IVv. Quarterly Report of A.I.D. Contract Personnel

FREQUENCY

MONTHLY

1"

1"

SEMI-ANNUAL
ANNUALLY
QUARTERLY

ANNUALLY

QUARTERLY

DISTRIBUTION

COMPLETE SETS TO: A/AID, DA/AID,
AA/A, A/CONT, A/PA, PC/SRD, A/MP,
A/AS, BOB, IG/FA

B, D, and appropriate parts of C
sent to each of the Regional
Bureaus

House of Representatives
Subcommittee on Manpower

Senate Committee on Gov't.
Operations

Same distribution as I.A. above
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TABLE A4 Continued

TITLE

Prepared by PPE/MP

I.

II.

IIT.

IV.

VI.

VII.

VIII.

Monthly Report of Federal Civilian Employment
(SF-113)

Geographic Distribution of Federal Civilian
Employment

Annual Wage & Salary Report (Distribution of
Employment by Pay Schedule, Grade, Step~in-
Grade, Salary)

Distribution of Employees by Occupation Series,
by Pay Schedule, Grade, Salary, Location

Status of Women in Higher Grade Positions
Utilization of P.L. 600 Experts and Consultants

Report on Status of Employees 35 Years of Age
and Under in Higher Level Positions

Special Reporting of Compliance to the Tax Bill
(Reduction in Personnel)

FREQUENCY

MONTHLY

ANNUAL

ANNUAL

ANNUAL

ANNUAL

QUARTERLY

UPON REQUEST
(SEMI-ANNUAL)

MONTHLY

DISTRIBUTION

CsC
State
B.0O.B.

CscC

CscC

CscC

Senate For. Rel. Comm.

Executive Office

B.0O.B.

(Fullbright)



Appendix B

ANALYSIS OF INTERNAL CONSTRAINTS

This section contains a list of constraints
identified as originating internally. They
were gleaned from the Manual Orders on the
basis of cited authority. The orders listed
in this section appeared to have no legal
basis and were therefore assumed to have
originated within A, 1. D. Other orders em-
anating from the Office of the Administration
have not been retained or compiled so it is
assumed that they do not constitute a
constraint.



APPENDIX B
ANALYSIS OF INTERNAL CONSTRAINTS

This appendix contains references to those Manual Orders
which impose internally-generated constraints. A.I.D., Manual Orders
promulgate all policy of the Agency. The 400 series of the Manual
Orders (MO's) are devoted to Personnel Policy. -Over 20 percent of
the MO's were written because of a need to conform to or comply
with a specific legal requirement. The requirement is usually

easy to identify since it is quoted or referenced in the MO,

The 10 percent that contain no legal reference were checked
by knowledgeable A.I.D, staff members, and a legal reference found
for about half of them. Those few remaining here are defined to
be those reflecting internal policy, and are listed according to

the function to which they pertain. (See Table Bl.)

Some of ihem were in fact written because of legal requirements.
These were frequently a set of overlapping constraints imposed by
outside agencies, requiring special care to satisfy the sometimes
conflicting requirements., Generally speaking, it is anticipated
that policy referred to in this appendix would be easier to change

than the external constraints listed in Appendix A,

An examination of the forms used in A,I,D., personnel adminis-
tration also helps to identify internal and external constraints.
Wherever U,S, Government Stardard Forms are used in personnel pro~
cessing, an external requirement is often being met. For instance,
Standard Form No., 2809, the Health Benefits Registration Form,
contains information necessary to enroll the employee in the

Federal Employees Health Benefits Program and could not easily be



changed. Although A.I.D, forms may be intended to implement either
external or internal policy, they are created internally. Since
forms reflect procedure, A.I.D, forms represent internal constraints

regardless of their intent, A list of forms is given in Appendix E.

B-4



TABLE B1
MANUAL ORDERS WITHOUT SPECIFIC LEGAL REFERENCE

Function

MO No. Subject Code
402.1 Basic A,I.D, Personnel Policy Gb
4123.5 Development Appraisal - Fdreign Service

Personnel Da
498,2 Arrival and Departure Notice - Foreign

Service Personnel Gb
760.2.1 Time and Attendance Reporting : Ga
765.2 Adjustment of Payroll Charges for

Detailed Employees Ga
761,9 A.I1.D, Clearance Procedures (Final

Salary Payment and Within-Service

Transfers)
755.4 A.I.D. W Distribution of Salary Checks,

Other Treasury Checks, and Savings

Bonds
761.4 Payrolling of Mission Personnel Being

Processed for Separation
764.5 Federal Employees' Health Benefits

Program Hc
391.2 Closing Out of Missions Gb
784.5.1 Payment of Authorized Storage Charges

for Household Effects E



Appendix C

DETAILED PERSONNEL FUNCTIONAL
DESCRIPTION

This appendix, published separately, con-
tains the results of individual interviews with
the A.l. D. Personnel and Manpower staff.
Only a sample is provided in this volume.



APPENDIX C
DETAILED PERSONNEL FUNCTIONAL DESCRIPTION

This Appendix contains a description of the data that represent
our understanding of how the present system works.* It is a compendium
of all activities perfrrmed within the Office of Personnel and Manpower.
The activities are filed according to the organizational unit in which

they are performed. These units are also described.

These data were collected by conducting numerous interviews, mostly
with Branch Chiefs and above. Design of a new Personnel System will be
especially assisted by the data contained in these interview sheets.

Some 25 persons were interviewed by a four-man team, with a specific sct
of topics covered. The persons interviewed were universally open and
frank, and these data sheets are felt to represent the system as it really
exists. Many of the activities contain nuances which will have to be con-
sidered in the new system's design. It is important that these data be
reviewed by those persons interviewed, so that no basic misunderstandings

are allowed to continue.

The subjects discussed were the eight personnel functions:

A. Recruitment £. Evaluation

B. Assignment F. Promotion

C. Compensation G. Termination

D. Training H. Personal Services

* The data are bound separately in the document titled Detailed
Personnel Functional Analysis.
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and the three staff-oriented functions:

K. Production
L. Reporting
M. Special Projects

The results of the interviews were recorded on two forms, a narrative
and a functional flow sheet. The narrative is organized to show the
source of an action, the action taken, and the destination of the product.
This input/process/output flow was then plotted on the functional flow
sheet. Each flow sheet and narrative pair describes one topic. Each
sheet is coded with a Function code (one of the letters A through M as
abové). The sheets have been sequenced according to this alphabetic cod-
ing so that like activities are grouped. Each sheet also identifies the
organization performing the function. One of these groups was presented

in Section I.

The detail contained in the activity sheets is sufficient to show
flow and activity type at the generic level. Exploration of an activity
was not continued to include clerical operations. Clerical operations
showing the internal flow and method of completing various forms and re-
ports were examined in earlier studies. This detail is expensive to
collect and would be of value only if an activity and its major flow

pattern were to remain virtually unchanged in the new system.

Functional Flow Charts

These charts‘support the narrative descriptions of the present system.
The flows are those described in the interviews and, thus, may not be

completely accurate outside the interviewed managers' own areas of
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responsibility. A sample is shown in Figure C.1.

The functional steps were developed to trace the main actions in
terms descriptive enough to show what is accomplished in one organization
but still general enough to be usable by more than one organization to
describe actions of the same nature. For example: to one organization,
the term "outprocessing' means the providing of transportation reservations
and tickets while to another, it means, in addition, a final briefing or
debriefing. Unless the common term were generalized to cover both of these
(and others), the list of steps would have been unmanageable and unnecess-
arily long and confusing. The list could have contained more, less, or
different steps. The ones used were chosen for the express purpose of
achieving a reasonable balance between too much and too little information

to chart the main flows of the present system well enough.

It is further recognized that the terms may differ slightly from
those to which a reader may be accustomed. In all cases, however, it is
believed that the meaning is relatively clear. However, some need

explanation:

e Notify (orders). The official notice to concerned parties

of a personnel action. This notice may be other than by
orders. If no orders are issued, this step may be inter-
preted literally as '"notify." When orders are issued, this
step reflects that the orders are issued, this step reflects
that the orders are issued, this step reflects that the
"publication and disseminafion of them is, in fact, the
official notice even though an official notice may be given

. separately.

® Record. This is the verb. It means the process of recording

the action in official documentation.
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e Recruitment. The term "advertise" in this connection is
used in the broadest sense. That is, it applies to indi-
viduals' conversations with friends and personal contacts
as well as to formal ads in newspapers. The terms: screen-
ing, testing, and interviewing are also used in their
broadest sense and are combined or omitted from time to

time according to the case under consideration.

There is also a need to understand the scope or meaning of some

functional subcategories:

® Assignments.

In-service placement: the moving of an individual from
one job to another within the Agency other than rotation
between foreign assignment and A.I.D./W assignment.

Rotation: the moving of an individual from a foreign
service assignment to an A.I.D./W assignment or vice versa.

On loan: the temporary assignment of an A.I.D. employee
to duty with another Government Agency on a reimbursable
cost basis.

e Evaluation.

Skill: the determination of whether an individual is
qualified to perform in some skill otfer than that in
which he is currently performing.

e Compensation.

Salary (Individual): the function of determining or adminis-
tering pay of an individual based on his personal qualifica-
tions and entitlements within a given grade.
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Salary (Position): the function of determining the worth
of a job independent of the qualifications and entitle-

ments of the incumbent. This applies most specifically

to classifying a position as to the grade authorized for
an incumbent.

Each flow chart shows, at its top margin, the branch or office
interviewed. The heading of the columns may be recognized as the structure
of A/PM according to its subordinate divisions, staff offices, and branches.

In addition, six headings were added:

® Management. This title was found to be required for actions
in policy planning and evaluation matters. It is used to

depict management approval and coordination at all levels.

¢ Employing Organization. This title was found necessary to

indicate anyone or several organizations which cannot be
identified without indicating all those listed. It identi-
fies the organization which uses the individual's services
currently or requires the accession of an individual to
perform the needed services. For example, the initiator of
a recruitment requirement is the employing organization--the
organization that will employ the person recruited. The
organization responsible for submitting evaluation reports

is also shown as the employing organization.
® Bureau. This title was subdivided by type of action.

Management decision indicates a management action
within the bureau and outside the A/PM organization,
e.g., the determination of specific positions to be
abolished in a RIF.




Administrative indicates a non-management action within
a bureau, e.g., notifying an individual of the approval
of a leave request.

® Others. This title is used to reflect organizations and
actions outside the framework otherwise provided for on

the chart, e.g., the pay system.

® Individual. This title is used for the individual who is

the subject of an action.

On the chart, under each column devoted to the interviewed branch or
office, points of action are identified by numbered circles. The action
which is represented at these points is identified by the functional step
opposite it on the horizontal axis, and further explained by a back-up
action sheet. The correct back-up sheet is identified by (1) a code at
the top right margin which corresponds to that at the left of the
functional step title on the chart face, and (2) under the code, a num-
bered circle which corresponds to that on the chart face. The coding
system may be deciphered by reference to the complete listing of functions

and functional steps, located in Section I of this report.

Action Sheets

For each organization which indicated participation in one of the
functional flows, back-up action sheets were developed to amplify each
functional step depicted by circle or diamond on the flow chart. Samples

are shown in Figures C.2 and C.3.

The action sheet is organized in three sections: input, processing

(or action), and output. The input section contains information about



ORGANIZATION: Exec. Assignment Staff

. FUNCTION CODE:

r

Boughton/Thomas

INTERVIEWEE: Miller/Zarrilla INTERVIEWER:
Assignments
ITEM: In-Service Placement & Rotation, (:) DATE:

indicate asgmt. & elig.

PROCESS

INPUT DATA
SOURCE (WHERE)
o TYPE (WHAT)

_rqmt.

Internal intelligence gained from require-
ments supplied by top-level management
planners and candidates represented by
personnel files retained internally

List of vacancies and personnel files

ACTIONS

OBJECTIVES (PURPOSE)

ACTIVITY
INITIATE
ADD CONTENT

e COMBINE INFO
CHANGE FORM
COORDINATE
REVIEW
APPROVE/DISAPPROVE

CFILE
ROUTE

PERFORMANCE . -
TIME PER ACTION =
NO. OF ACTIONS .

~ LEVEL OF STAFF

To match potential candidates with known
vacancies.

Assemble file folders according to
executive vacancies

2 hours per candidate

‘50 candidates per year

Placement Specialists

'OUTPUT DA1A |
"~ DESTINATION (WHERE )
. TYPE (WHAT)

Internal (Executive Personnel Assignment
Panel)

File folders
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ORGANIZATION: Exec. Assignment Staff FUNCTION CODE: Bbb

INTERVIEWEE: Miller/Zarrilla INTERVIEWER: Boughton/Thomas
Assignment
ITEM: In-Service Placement & Rotation, @ DATE: 7/22/68
o consider for,placement :

PROCESS

INPUT DATA
' SOURCE (WHERE)
.eTYP_E (WHAT).

Internal

File folders (assembled by executive

vacancies)
o OBJECT]VES(PURPOSE) To assign a single man to a single
o e A A executive position
ACTVITY
o INITIATE .~ Produce an Action Memo that evidences the
-~ ADD CONTENT - - . assignment and states the terms of
"COMBINE INFO - = assignment.
CHANGE FORM
COORDINATE
REVIEW
APPROV E/DISAPPROVE
FILE

. ROUTE

PERFORMANCE |
* TIME PER ACTION
_No OF ACTIONS -

2 hours

7 (average) per year

9-member panel of top level executives

;‘-g«.D'ESTlNATION (WHER

it White House (for approval)
TYPE (WHAT)

Action Memo 16




the source of the input data, i.e., where the functional step preceding
this step occurred. This section also explains what type of data was

supplied from that source.

The next section explains the action or processing which occurs.
The activity is defined, its objective is stated, and the time required
for performance is noted. The activity itself is described in terms of
what it is, how it is routed, and whether or not the form of the input
was changed by adding content or combining information. Finally, the

level of the staff involved in this action is recorded.
The final section describes the output in a format similar to the

input section. That is, it explains the destination of the output (where)

as well as the nature of the output (what).

Organizational Descriptions

Descriptions of the mission, organization; and activities of each
of the branches of A/PM were written in narrative form using the informa-
tion collected in the interviews. These serve to depict the existing
Personnel System in terms of its organization rather than in terms of
functional flow as was done in Section I. These organizational descrip-

tions are bound separately in the document Detailed Personnel Functional

Analysis. A sample is included at the end of this Appendix.
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SAMPLE

TRAINING BRANCH - MANPOWER DEVELOPMENT

Purpose

To design and control all educational activities of A.I.D.

Scope

The purpose of the Branch is accomplished mainly in the area of
monitoring rather than in the area of teaching. For example, A.I.D.
maintains a policy of sponsoring an employee's career development through
education so long as the individual pursues an authorized course of

study.

Organization

To carry out its purpose, the Training Branch is organized into four

sections:

® Career Development. This section is concerned with long~

term educational programs the evaluation of their content
and the arrangements to bring employee and institution

together.

® Operations Training Section. This section is concerned with

short-term training programs to be undertaken by employees
on their own--such as correspondence courses, or refresher-
type and in-service programs of short duration. They are

presented in Washington or at a mission. Language training
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Functions

SAMPLE

is an example of this category of program.

Washington Training Center. This section maintains class-

rooms and is the site for the orientation and secretarial-
clerical training for all personnel assigned to or routed
through Washington. It is the only A.I.D.-operated teaching

section within the Agency.

Asia Training Center. This section is responsible for the

pre-departure training of all personnel who are assigned
to Viet-Nam, East Asia, and the Near East and South Asia.
This program is operated under contract with the University

of Hawaii.

Recruitment. Part of the recruitment process is the need

to orient the new employee to the purposes and operations
of the Agency. It is the responsibility of the hiring organ-
ization to arrange for the employee's attendance. This is
accomplished, theoretically, through the forwarding of a
Form 4-401 to the Training Center, a form designed to act

as an appointment notice. Since this form is not always
executed, the Training Center uses E.0.D. (Eutrance on Duty)
list to schedule attendance. The Training Center uses this
informally to estimate the size and coﬁposition of its
orientation classes. Once an employee reporis for class,
the Training Center executes several check-in and check-out

forms, for their own information. The forms are retained
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SAMPLE

only for a month or two and are then destroyed. No
evidence of the completion of the orientation course is
forwarded to the employee's hiring organization or to any

other organization.

Training. If the individual or his supervisor can justify

a particular course of study, A.I.D. will pay school expenses
and grant sufficient leave for the employee to attend. In
other instances, A.I.D. contracts with other agencies or
nongovernmental institutions to provide educational services
(e.g., language training given at the Foreign Service Insti-

tute).

Actual on-site training in Washington is intended for new
employees. This is the basic orientation course presented
to an employee as part of his in-processing routine. All
eligible secretarial and clerical employees are also encour-
aged to take basic secretarial~-clerical skill courses pre-

sented in A.I.D.'s Washington Training Center.

Basic to the application for all other types of training
under the control of the Training Branch is Form 4-299. This
is an application executed Uy the individual seeking, or
expected to take, a course of study. The individual forwards
the form through his supervisor to the Training Branch. At
this point the Training Branch reviews the form for complete-
ness and appropriateness of the training to A.I.D. sponsored
programs. If the individual is seeking language training,

he is asked to fill out an additional form--Y¥orm 4-470.

C-15



SAMPLE

Since the Training Board operates as a program design and
monitoring organization, it forwards the applications to

the Assessment Branch for an evaluation and recommendation.
This is returned by means of a memo. The application is
approved or not, according to the Assessment Branch's
recommendation. If approved, the application is forwarded
to the employee's parent organization for all further action.
The Training Branch enters the procedures after that point
only to monitor and advise. Exceptions to this procedure

of routing through Assessment Branch are those applications
which apply to prescribed training courses for personnel
going to an overseas mission. Their qualifications for
assignment to overseas stations have already been determined

by the Assessment Branch.

Summary

By purpose and method of operation, the Training Branch is in the
nature of a service that increases the quality of A.I.D. personnel. Ex~-
t in the assumed need to orient, the training services could easily
be hand by some other division of A.I.D. 1In practice, only about 30
percent of A.I. \\ngiieas personnel and about 90 percent of A.I.D./W

personnel receive orieé tion.

The net effect is that very littlé\oi\ghe operation of the Training

T~
Branch actually enters into the formal personnel procedures system.
Ample opportunity exists, and indeed is frequently u:;;T\;S\ETrcumyent

\

and short-circuit the training aspects of the system.
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SAMPLE

For example, the Form 4-299-~the standard training application
vehicle~~provides for an approval by the applicant's supervisor. If
the supervisor does not approve, theoretically the matter is closed.
This formal system is designed o give supervisors administrative son-
trol over the formal training of their subordinates. In practice, an
unsuccessful applicant may go directly to the Training Branch, plead his
case and, if successful, enter the formal system without reference to

his supervisor.
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Appendix D

BIBLIOGRAPHY OF REFERENCE DOCUMENTS

This section contains a listing and annotation
of the reference documents available to the
URS team during Phase 1 of the study. The
documents have been screened and coded to
assist others who in the future may be in
search of background information.



Figure D-1
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APPENDIX E
SUGGESTED REDESIGN OF A.I.D., PERSONNEL FORMS

A preliminary review of both input and output forms used by

A.I.D, Personnel indicates that a redesign effort could produce

significant improvements in economy, function, and physical form.

1'

Economy: Much redundancy of data occurs throughout the
forms examined, which could be reduced with a consequent
savings in time and effort required for handling and
filing. Fewer forms would also reduce the spread of
data and make it more immediately available to users,

increasing their efficiency.

Function: A greater effectiveness could be achieved
with respect to Personnel functions by concentrating

and grouping data elements in terms of their related

use. Forms could be conceived as complimentary to one
another, permitting the assembly of several individual
forms into a ''data package' to serve a specific Personnel

function,

Form: Improvements in the physical structure and

organization of forms could facilitate the communication
and interpretation of data, by presenting information
through a format that is more visually articulate and

easier to understand.

The specific form changes recommended here are based upon a

consideration of the information contained in present forms and



its relation to basic Personnel functions. The redesign process

jtself includes five steps (See Figure El):

1.

Analysis of all forms for basic items of information

which occur and recur.

Listing of basic items as data elements necessary to

Personnel functions.

Organization of data elements into groups of related

information,

Testing and revision of data groups in terms of specific

Personnel functions, to assure relevance and efficiency.

Design of new forms to present the information contained

in each data grouping.

In the analysis phase 60 - 80 A.I.D. form sheets were examined

to determine the scope and depth of information they contained, and

the purposes for which they were intended. In addition, the forms

were sorted into related groups to permit a preliminary elimination

of redundant material an o enable a pre-ordering of form data.

From this, a comprehensive listing of data elements were pre-

pared, considering type (subject area), recurrence, level of

detail, kind (permanent or temporary), function, and relative im-

portance of information items. Where possible, closely related

jtems were consolidated into single elements and unnecessary items

were eliminated. Where redundancy occurred, the element was

accounted once, along with a notation of its repeated use.



Figure E-1
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These data elements were then organized into groupings based
on subject relatedness and functional interdependence. While the
pre-ordering of data forms facilitated this task, the actual re-
arrangement cut across many of the old data forms in order to
associate specific information elements which would generally be

used together, but which were previously separated.

To test the practical value of these data groupings they were
related to various Personnel functions, such as recruiting, assign-
ment, etc., to determine their effectiveness and their deficiencies;
and revisions were made to maximize their usefulness. Some dif-
ferent subject areas were consolidated when it appeared that they
would usually be used together in the course of the same Personnel

activity.

The concluding task was to translate the revised data
groupings intg dew form designs, to contain and communicate the
information in each grouping. In this phase, conceptual design
medels were prepare’s for 14 new forms to replace the 60 ~ 80 old
forms; to be rgviewvd and evaluated prior to the inclusion of
deta detai} und thw [inal construction of new forms. The forms
wery wiewed as complumentary, and designed so that they could be

easily used together in 'data packages''.

Briefly, the 14 new forms recommended here (see form design

models) were designed to serve the following purposes:

A, SUMMARY INFORMATION - A general listing of current

personal data, limited in depth and detail, and intended
only for preliminary Personnel actions such as recruiting,
where a broad but brief personal survey could serve to

indicate whether further action is appropriate. It could



be used as an application form, as well as for other

initiating actions,

Source: Form 171, 5, 8, 57, other.

EDUCATION & CAPABILITIES -~ A detailed listing of all

education, special training (including foreign languages),

skills, awards, and other capabilities which would pre-
sent a complete view of an individuval's professional
resources, It would be used in more final Personnel

decisions,

Source: Form 171, 86, other.

OCCUPATIONAL EXPERIENCE - An in-depth record of major

employment experience, plus military and/or government
service. The aim of this form would be to establish
the scope and nature of an individual's professional
practice, as apart from his preparation and capabili-
ties (Form B). It would generally be used in conjunc-
tion with Form B to help determine position and assign-

ment qualifications, etc.

Source: Form 171, 144, 4-150, other,

RESIDENCES & ASSOCIATIONS - A combined form showing an

individual's (1) locational history and (2) his major
social/personal relationships. These are grouped to-
gether because they both usually apply to the same
general range of Personnel decisions which concern an
individual's non-professional background, This form
could be used for security investigations as well as

for more conventional Personn<' actions where informa-

tion sources are required to establish personal character.

Source: Form 86, 171, other.
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FAMILY & FINANCES - A combined form designed to provide

background information on an individual's (1) family

members and (2) financial condition, since both of these
aspects tend to relate in a parallel way to the individual's
personal life structure. Spouse data would appear here

for purposes of security clearance and possible assign-

ment conditions.

Source: Form 86, 4-42, ICA-6-19, JF-1, DSP-11, other.

PHYSICAL IDENTIFICATION - Comprehensive information which

serves to physically identify an individual, This form
includes a photo and fingerprints, and could be used for
passport application as well as for more general Personnel

functions.

Source: Form 87, DSP-11, other,

MEDICAL HISTORY - A conventional form presentation for the

purpose of establishing general conditions of health in
terms of previous illnesses, diseases, etc. Uses would be

various, generally as qualifying data.

Source: Form 89, other.

MEDICAL EXAMINATION - A companion to Form G, for the

purpose of establishing current health condition. Here
again, the form is conventional and includes a vaccination

record to serve overseas processing requiremcuts.

Source: Form 88, DS-1622, PHS-731, other.

BENEFITS & ALLOTMENTS - This form collects a variety of

employee benefit data plus allotment and unpaid compensation



data, since these are generally parallel in nature and

often handled in the same way.

Source: Form 2808, 2801, 54, 53, 2809, 2810, 1152,
other.

J. PROFESSIONAL EVALUATION ~ A professional/personal rating

form which closely resembles previous forms of this type.

Source: Form 4-462, 4-462a, 4-66, 4-66a,

K., PERSONNEL ACTION - A revised request form for position

change,

Source: Form 52, 50, 4-302, 39,

L. OVERSEAS PROCESSING - A combination of several prior

forms which provide information necessary for travel to

overseas posts.

Source: Form 4-10, 5-44a, 4-56, 5-8, 102¢, other,

M, ASSIGNMENT REPORT ~ A redesigned version of the previous

COAR Form, intended to provide information relevant to

change of status, including future intentions.

Source: Form 4-253,

N. SERVICE RECORD - A revision of the previous service record

form, with the addition of leave data.

Source: Form 7, 1150,

If developed in detail and used, these new forms would provide
a basic core of information necessary to all major Personnel functions.
The method of use, however, would in most cases be through 'data

packages", each of which would include a number of the forms
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previously described (see Figure E2), depending on the kind of

action taking place. Major functions would include:

Recruiting

Assgignment

Compensation

Evaluation

Training

Promotion

Service

0 3 O v D W N

Termination

As shown in Figure E2 each of these functions would be served
by a special 'data package' designed to meet the particular require-
ments of that action. The assignment function, for example, would
be served by a "data package' which would include summary informa-
tion about an individual, his education and capabilities, his
occupational experience, his family and finances, his physical
identification, his benefit and allotment decisions, professional
evaluation sheets, overseas processing data, and the individual's
service record. This input data would enable the assignment pro-
cess to be accomplished. For the promotion function, a different
package of information forms would be made available to accommodate
the particular needs of that action. In certain peculiar cases,

special "data packages" could be assembled to serve an unusual need.

It must be emphasized that the new form designs and "data
packages' presented here are conceptual in nature, and require
further development in logic and detail before actual application

to practice.
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RECOMMENDED NEW FORM DESIGNS

Summary Information
E&tcation and Capabilities
Occupational Experience
Residences and Associations
Family and Finances
Physical Identification
Medical History

Medical Examination
Benefits and Allotments
Professional Evaluation
Personnel Action

Overseas Processing
Assignment Report

Service Record
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Figure E-2

FUNCTIONAL DATA PACKAGES
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Appendix F

PAT Ll
PERSONNEL ACTION TABLES

This section presents the methods which will
be used to follow all functicrs through all
alternative actions. The tables will be used
both to design the system and to explain it
to programmers and users.



APPENDIX F
PERSONNEL ACTION TABLES

One of the requirements of the study is to provide proce-~-
dures which describe activities related to the functioning of the
Personnel System. These procedures must be so written that the
precise action which must be taken, whenever a particular set of

circumstances arises, is easy to identify and to follow.

Procedures are usually written in a narrative form, which is
satisfactory if there are not too many choices within the proce-
dure. When there are many alternatives they are linked together
with cascades of "if", then", "else" until the thread of decision

logic may be lost to both reader and writer.

To make procedures easier to follow and to insure that all
situations are covered, Decision Table logic will be used. This
approach to creating and recording a procedure has the potential
to eliminate inconsistencies and redundancies in the analysis of
the problem. Lless often will the user of a procedure be faced

with an incomplete document.

Form of a Decision Table

Decision table logic is designed to bring a logical structure
to the expression of the relationship of variable conditions in
a series of actions. The logic is recorded onto a decision table,
which consists simply of a form divided into four sections. Une

section records decisions to be made, another the alternatives of
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each, another the actions which can be taken and the fourth shows
which action goes with which alternative. An example, taken from

the Overseas Reassignment Process, is:

Are there positions to be filled? Yes No
Select a slate of candidates X
Take no further action X

The upper left section is called the '"Condition Stub." All
decisions to be made are recorded in this portion. The upper
right portion is used to record the alternatives available to

each decision, and is entitled "Condition Entries."

The lower left section is called the "Action Stub." Precise
actions to be taken are listed here. The lower right section is
entitled "Action Entries.”" Both entry portions are ruled into
columns. The Action Entries section is used to link alternatives
of particular decisions to specific actions to be taken. The

four sections are usually separated by double lines.

CONDITION CONDITION
STUBS ENTRIES
——— r_—z————==L
ACTION ACTION
STUBS ENTRIES

Advantages to Decision Tables

The initial advantage, which can be seen from the form of the
table, is the improvement offered in respect to documentation and

communication. The table provides documentation of a process as
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a normal part of problem analysis. Of equal importance'is the
assistance the table structure gives an analyst in visualizing
the complete solution. Unidentified actions or alternatives
tend to show up, and call the attention of the analyst to un-
accounted for portions. A considerable reduction in the volume

of narrative description is an ordinary by-product of table use.

Applications for Decision Tables

The major application of decision table logic is in the
development of processes. These can be either manual or automated
processes. Specifically, tables can be applied to the writing of
Manual Orders, error correction procedures, preparation of direc-

tives, and certain planning activities.

Example of Application

To show the use of decision tables on a specific A.I.D.
process, the Normal Overseas Reassignment Process, outlined in
the "Interim Personnel System" (Draft 6, 7/10/68) was converted
to a table (see Figure F.l).

In order to permit evaluation of the example the following

instructions are given to assist in reading decision tables.
Columns are read by placing an "if" before any conditions,

"and" between conditions, "then" at the double horizontal line,

and "and then'" between actions:
L 4
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"If" Positions are to be filled Yes Yes No
"and"
"If" A recommendation has been made | No Yes No
"then"
Determine Candidates X X
"and then"
Prepare a slate of candidates X
Stop

This above example is read, for the first condition entry column:

If Positions are to be filled and lg, a recommendation has not

been made, then Determine candidates.
The second column is read:

££ Positions are to be filled and if a recommendation has (Yes)

been made, then Determine candidates and then prepare a slate of

candidates.

Generally, then, a decision table says,"If the conditions

have been satisfied, then execute the specified actions."



LIgble 1. Normal Overseas Reassignment Process 1

Are there positions to be filled?

Has a_recommendation been made?

Was recommendation acceptable?

Has an airgram been sent to mission?

2 < <K<

Does losing mission concure?

z |2 |2 |« e |
z |1z |2 |2k |«
i S SR T O O
S I S O O 9

Does gaining mission concure?

< |2 |2 |2 |2 =2 <

Determine candidates, send list to Selection Officers
Defer to Sp. Opns Branch

Prepare slate of candidates X
Make tentative decision and confirm selection
Clear w/others and send aireram to emplovee mission X
! Send airgram to gaining mission X

>

T ol -

Change EPL, PPL., and complete paperwork X
Go to Table 2 Sto X Stop

Table 2. Not Defined

Figure F.1
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