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OFFICE OF THE DIRECTOR

Action Memorandum No. A=3T74

Date 19 MaY 1968
TO . Deputy Ihrector (5.pport) é
SUBJECT : Ageacy Average Position Grasie I
REFERENCE: N

{, It has come to my atteation that the Agenecy'e averagé position graas
has continued te rise during the last year and 28 aow[ | Yms has soeourxed
since the passage of the Salary Reform Act of 1962 which granted two piy
increasss agEregating up to 15 per cent. {: the presentation of the aext Agency
pudget, it will be impossible to defend 8 furlber mise in the Ageaty's average
grade ia the face of the President's gconmny Program. the Barveau of the
Budget's explicit iastructions o the contrary, aud the suustantial pay
incressey which have been approved in the past two years ny the Goagrese.
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2. 1understand that this inerease i AVerAES grade reflects sot onty
VPErARING of existing positions hut also the maintaaaste of so-callesd
‘headronm * = the difference netween position grades and inewmbent gracsE.
Thig undoubtedly provides an excess of promotio al opportunities which are
unneceBsary in & wellemanaged srganization. 12 iasure efhoeacy and
acoaomy, Lhe average employee grade should be maiataine?at a more
constaut level by regtricting promatians geaerally to positia s vacated by
proraotisa, reassignment and separations. Bince this may ool 08 posEitle
without impractical coatrols aver {ndividual promotioa actions, 1 pelisve
that we ¢an achieve 2 similar and desirable regult by cutaclishing & closar
relatiosshiv between as employee’s grade aad the grade of the position 1o
which he 18 aess.gued. This will cacourage BUpsIvisors to make more
sifective and contervative use of theid higher~grasan positions and should
maie persoassel reguiremeats and asgigaments mIre seatistic.
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3. #ill you therefore iastruct the Lirector of Persounnel to take the
necessary Action to tsduce the headroom ' throvghout the Agency a
sufficient amount to lowsr the average position graae to at least that of &
jear ago and preierably somewhat lower. lusofar as possible, this should
pe accomplished by reducing the grades of positions which have ween histor:ically
and consistently filled by individuals graced at ievels velow the position yraue,
including clerical positions. An effort should be made, ef course, to raintain
grading patteras which permit reasonnble career advancement,

4. Since the Agency's average position grade should be reduced Gelore
the next Ageacy budget pressatation, this regracing of positions must ve
accom.plished and a report submitted to me uy 30 June 1964, showlag the
sumber of pesitions reduced (oy grade &ad DY inajO¥ office or division), the
previous Agency Bverage grade, the average grade for 1 July 1903, the new
Agency average grade, and the currest employse average gradae. '

§., 11 order to avold a recurreace of this situation in the future, the
Director of Personnel should insure that positions are act apgraded, hereafter,
without compensating dewngradiag of positions at appromimately the same grade
levels, as was the intent of fermer Ageucy Notice [ |26 Feoruary 1359 5oy
Furthermorea, no employee should be aseigned to & position which is graded at
sore than two grades above the eraployea's grade. I you feel it i’ necersary,
an Agency Notice anucancing thase policies Can be crafted by the Director of
Pexsonnel and submitted to me for review and approval before issuance.

(signed) Lyman B. Kirkpatrick ‘

Lyman B. Kirapatrick »
Executive Director-Gomptroller
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MEMORANDUM FOR: Deputy Directar for Support .
SUBJECT: Average Grades
REFERENCE: Action Memo A-378, from Ex. Dir. -Compt.

to DDS, 19 May 1964

1. Before our concurrence and your approval of actions being
proposed by the Director of Personnel in response to reference, 1
should like to make the following observatione:

a. Risein Agency Average Grade: -

The Executive Director~Comptroller implies that
substantial increases have occurred in the Agency average
grade during the past year. 1am informed that within the
Clandestine Servicexthe increass during this period has -
been nominal, from and due
principally to our reduction of approximately [ Jpositions. gg%;l
Necessarily, a number of the pozitions eliminated have
been of the lower grades and other lower graded GS posi=~ _
tions have been converted to |slots--which bave ey,
removed them from the average grade computation. I am
sure you are awarse that the CS has in most cases compensated
for any upgradings during the year in compliance with Notice

26 February 1959.

b. Proposed Average Grade Adjustment for the Clandestine
Services: '

The Director of Dersonnel proposes that the C& average

grade be reduced from| ~ ks compared to e,
July 1963 average o£| The decrease seems to be cons

siderably more than was neces sary to meet the Executive Dir 1-
Comptroller directive to reduce to the July 1963 level and
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“preferably somewhat lower'. We have identified a number

of key Base and Station Chief positions which we believe at

this time to warrant upgrading and have requested the Chief,
Salary and Wage Division to review these positions concurrently
with the downgrading exercise now taking place. If this could
be done we are sure that these overdue upward grade adjust-
ments could be accommodated well within the required new
average grade figure.

c. Relationship bstween the grades of positions and individuale:

The Executive Director-Comptroller mentions the need to
establish closer relationships between the grades of positions and
people, and to eliminate unnecessary headroom. The Clandestine
Services, which, unlike the DD1, has a large overseas structure,
must continue to use personal rank assignments to staff a number
of positions for reasons involving qualifications, cover, operational
requirements, and the geographical location involved. This means
that if our grades of personnel are to correspond in total to the
authorized position structure, a compensating underslotting to
the personal rank assignments will and should exist. Otherwise,
promotional opportunities will ceass. We note that a number of

d above positions are being reduced in grade to one
grade above that of the incumbent, a greater reduction than
directed by the Executive Director-Comptroller, who indicates
a two-grade differential as acceptable. We understand that the
Director of Personnel s proposing the one grade policy, but
this proposal has not yet been submitted to this Office for comment.

2. In summary, we believe that the necessary adjustment in our
average grade can be accomplished without seriously affecting C5 personnsl
management. We must, hewever, continue to have the capacity within
average grade requirements to accommodate necessary upward grade
adjustments and develop adequate staffing patterns for revised organizational
structures. The average grade control to be effective must be carefully
administered. As you know, for the sake of sconomy an increasingly large
part of our overseas clerical support is being provided by contract personnel,
a situation which resuits in a continuing increase in the CS average grade
as clerical positions are converted to contract.

{Signed)
Richard Helms
Deputy Director for Plans
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cc: Exec. Director-Comptroller
D/Personnel
C/BPAM
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