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AGIENDA

F0R  THE
CIA CAREER COUNCIL

28th Meeting, Thursday, 7 June 1956, at L4:0C pem.
DCI Sonference Room

COMPETITIVE PROMOTION SYSTEM

L. PRESENTATION

4, Text of Oral Presentation
b, Charts and Visual Aids
3, Hajor Steps in the Competitive Promotion Process

2. STAFF STUDY "COMPETITIVE PROMOTION SYSTE"
dated 7 June 1956

6

Tab A = ilajer Steps in the Competitive

Promotion Process

Tab B - Staff Parscanel in the Zone of
Consicderation

Tab C = Biogrsphic Profile
Tab D - Guide for Promotion Panel Operation
Tab £ = Promotion Quotas

The Staff Study, in connection with the

Presentation, wiil form the basis for further
discussiocn at a subseguent meeting,
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COMPETITIVE, PROMOTION

I. Intreoduction:

Today?s subject for discussion, Competitive Promotion, is
ona which I know we all consider most critical from the standpoint
of the success of the Agency Career Service Program. Although you
will be given a Staff Study outlining the details of the Competitive
Promotion Program Procedures for discussion at a later meeting, I
would 1ike to run through the besic principles and objectives of
this proposed program, together with a resumd of the mechanisms and
procedures which will be necessery to make it work.

As a matter of background, this is where we stand today with
respect to competitive promotions:

A. The existing Regulation on Promotions, as endorsed by this
Council, was designed to achieve compstitive promotiona by .
requiring the Head of each (areer Service to certify that each
smployee recommended for promotion 1s the best qualified in the
zone of consideration. However, no uniform Agency procedures
have been put into effect to provide Heads of Career Service
with a positive means of assuring that their certifications
result in & competitive promotion system.

B. A Staff Study, Revised Personnel Assigrment and Promotion
Pollicies, was approved by the Council and the Director late in
1955 This study affirmed the competitive promotion principle
and proposed that flexible essignment procedures be established
so as not to delay or deny pr.motions of employaes who had been
competitively selected to werit advancement by the Head of their
Caresr Service.

C. At the Meeting of 9 February 1956, the Carser Council con—
gidered proposed Regulations to put these Revised Personnsl
Policies Into effect. Duriig the course of discussion, a number
of changes to the propomed procedurss were found necessary to
attain 8 Competitive Promotion Program that would be workable
and easy to adaminister. Suggestions made during this meeting
have been considered and, tc a larges degree, incorporated into
the Program which I am outlining. In addition, cognizance has
been taken of the ceriticisms of our current profotion system as
presented in the paper to the Inspector General, "Aids to Personnel
Management™, which I would 1like to quote:
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"igide from minimum time~in-grade standards, there appear
to be as many different promotion policies as there are
caraeer boards. Furthermore, most written promotion recom-
mendations represent & supervisorfs opinion not always an
unbissed summary of an employee's record. Therefore, career
boards may not have all the relevant facts about the man
under consideration nor even consider others of equal or
greater merit®.

Do You may be awars that the Administration through the

Civil Service Commission is currently evaluating Federal

Agency Promotion Systems. It is likely that changes will be
made to achleve wider competition for avallable promotion
opportunities throughout the Federal Service. Accordingly,

our consideration of the Agency Promotion System is most timely.

II. Status of Agency Staffing and its Relation to Promotions:

Ag we are all aware, higher average salaries are invariably a
by-product of promotions, a reason for careful selectivity in the
promotions we make. The Bureau of the Budget and Congress take
considerable interest in the Agency average grade and average salary.
As you will note from the Chart, the Agency Average T/0O Grads in
racent years has been increasing about one-tenth of a GS Grade annually
whereas the average employes grade is increasing at about twe-tenths
of a GS Grade. Thus, we have to provide for and justify an incresse
in personal service expenditures of roughly two million dollars each
year to take care of the increasing grade level of our employees.
Increases in grade levels, I might add, are at about the same rate

- throughout the Agency. At the current trsnd, T/0 and employee grades
will converge in gbout four ye&rs. refore, the conclusion seems

cleaar t we need a system to assure that future promotions are
Lhe ; at_meril them--particularly since it may
be not only prudent but also neceaaary to reduce the rate of promotion.

at some futurﬂ_gninis__ . ——

To look at the Agency promotion potential in another way, this
chart compares the number of employess at each grade level with the
number of authorized positions of that grads. You will note, that a
lerge percentage of ocur positions, particularly in the higher grades,
ara not currently filled at the full grade or are vecant, Thus, .
through our T/0 system of approving staffing patterns, we have ina -
sonse obligated ourselves to fill many positions through promotion
action, n

2 - v
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CHART 3. Let us consider the number of people in the Agency who are
eligible for promotion consideration since they have served the
DISTRIBUTION required time-in-grade. These people, from my experisnce, are
well aware of their pesition in the zone of consideration.

OF _
~ As illustrated, we find that more than fifty percent of our
ELIGIBILITY employees at most grade levels havé completed the "waiting period".
Hach has besn assured in our existing promotion regulation that he
FOR is being considered for promotion each ysar by the Head of his Career

Service. In view of the number of such considerations which must -
PROMOTION be made, the workload involved is significant; machinery to
_ accomplish the considerations aificiently, equitably, and as uniformly
a2s is reasonable among the Career Services is essential,

-ggART beo ITI. Objectives of the Competi'ive Promotion Prog;gg:

OBJECTIVES As to the details of the program which we sre considering, let
us first review its basic objectives. As you will note on the chart,

OF THE the number one objective is sglective consideration for Promotions:

in other words, competitive evaluation ol employees with their I
COMPETITIVE contemporaries as to merit for promotion. To meke it possible to
_ achieve this objective without undue disruptien of our work, it will
PROMOT ION be necessary to provide for FLEXIBILITY OF ASSIGNMENTS to permit indi-
viduals promoted to complete their tour or an assignment when necessary--
PROGRAM - even s assignmen 1s of a lowsr grade. This principle was agreed
to during our previous digcussions.

The third objective is PROVISION OF GUIDELINES, qualitative and
quantitative, for use by Operating Officiels and Heads of Career Services
%o administer the promotion program.

Quantitative Guidelines will aid in determining "when" an employee
will be promoted and will provide through controlled promotion rates a
reasonable degree of uniformity of advancement opportunities for
amployees of all service designations. Qualitative Guidelines involve
“yho!' will be promoted and consist of criteria or promotion factors
which are significant for competitive sevaluation purposes. Use of
these guidelines, will, I believe, contribute & great deal to equity in
promotions.

Objective 4, UNIFORMITY OF PROMOTTION ADMINISTRATION, will be
achieved partly through the use of Guidelines previously mentioned and
partly through the use of the sawme basic mechanism, procedures, and
schedulas for the competitive evaluation of employees Agency-wide.

SHOREY-
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Objective 5, FROPER ALIGIME'IT OF PERSOMNEL ASSETS_AND REQUIREMENTS
BY CAREER SERVICES, is one which I consider of great mansgement Impor.-
tance. In this connscticn, the Head of sach Carser Service neads s
balance between the types and lavels of personrel in the Csreer Service
and the recquirements or jobs he is called upon to staff. Fromotions,
- sceopdingly, should be so plannad that this balance betwesn Lhe Levels
of people and positions will be actileved and maintaineds

Finally, the objective of EMPLOYEE MORALE cannot be overlooksd.
Each of the foregoing objectives will, if schieved, contribute %o
accomplishing this final aim. Also, it will be important that, to the
greatest degree possible, the promotion system and its working be
oxplained to and understood by all Agency employees at all levels and
iocations.,

Ve The Competitive Ares for Promotion:

Any competitive promotion systam requires definition of the grougs
of employees who will compete. In our current progrem, the competitive:
area 1s not clearly defined or uhiform among comporents end Career
Jervices. In somy parts of the Agancy, compstition is principally wibhe
in the organization or subordinate work unit, with Heads of Career
Services and Boards or Fanels parforming reviewing and endoreging functions.
In other segments, the competitive area is roughly tha Career Service.
Some suggeetions have been made that the competitive arss be the entire
Agency. :

Teday?s proposal is based on the assumption that each Career Service
will comprise & competitive area. The Career Service Structurs providea
the best brsakdown we now have of groups of employees of similar occupationa
and career interests. lHowever, uniforu guidelines snd procedures proposed
to apply teo all Career Services will, in effsct, assurs equity in promotion
considerations throughout the Agency.

Within sach Career Service, a further determination of the grade
levels of employees to be covered by the program is necessary. The Stuff
Study proposes that in the initisl implomentation of the program,
employess in Grades GS-7-1} inclusive only be subject to the formal
" evaluation procedurss. Personnel in lower grades will continue to be
recommendad for promotion by their supervisors when they meet current
requirements as to performance, qualifications, time-in-grede, and oceuyy
& suitable positicn. This modification will reduce the nuwber of formal
evaluations to be made from appreximately | per psriod, and
is consistent with competitive yromotion programs in eITact in the 25X9A2
traditional career services such as Despartment of Stata.
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Ve The Competitive Promotion Proceas:

With the objectives established, let us look at the actual workings
of competitive promotion evaluation and the subsequent processing of
promotions. The major steps proposed for this purpose are summarized
in this handout, which may be useful in following through the process.
(Hand out "Major Steps™ to Council Members),

Step 1. Determination of Promotion Quotas for Career Services

Thls step involves a detarmination of the "Quantitative Guidelines™
to be provided Heads of Career Services in connection with promotion
administration. The traditional career services - State and Military -
have long relied on a promotion authorization or quota system to control
the composition of their staffs rather than relying solely on the grade
or rank of each position. Since we are proposing to modify, to a degree,
the grade of the specific assignment held by an individual as the prine
cipal determinant of his promotability, and since present forecasts
indicate some limitations of promeotions in the future, it seems advisable
to plan in advance the tempo of our promotions. The Staff Study proposes
that the Career Council establish promotion quotas for each Career Service
by grade levels in consideration of: (a) recent promotion rates for the
Agency a8 a whole by grade levels, provided that (b) requirements of the
Career Service with respect to higher grade positions to be filled are
not exceeded. In setting quotas, any unusual variation in the past pro-
motion rates of a Career Serrice or grade level as compared to the Agency
averages can be considered, as well as any unusual staffing requirerents
projected for the immediate future. On the whole, however, the use of
Agency-wide promotion rates will tend to provide equality of opportunity
for promotion across Career Service lines without restricting unduly any
Service. A gecondary use for the quota mechanism is as an index in
computing future budgets. _

To take a look at current promotion rates, the chart illustrates
the fact that promotion rates at each level above GS-8 are very nearly
the same among Career Services under each Deputy Director. As we would
expect, the rates decrease as the grade level increases. Although this
chart 1s for a six month period only, figures for preceding periods are
roughly the same. I believe the conclusion could be drawn that Agency
average promctlion rates for all levels from GS~9 up might be used as the
base in determining future promotion quotas. However, further analysis of
the positions and promotion rates at GS-7 and GS-8 will be required to
arrive at equitable rates among the Career Services for these levels.
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The second part of the prometion rate formula, availability
of positions for promotiocn purposes, is covered in some detail in
the Staff Study so I will not alaborate on this point. Suffice
it to say that the approximation of positions for promotion is com-
puted by comparing the grades of the people in each Service with the
grades of the positiona they encumber. Adjustments are then made
for vacant position which are to be activated during the period.

Step 2 - Preparation for Panel Fvaluation:

With the establishment of promotion quotas for the Career Services,
the next step involves the preparation for competitive svaluation of
employees. First, an Agency-wide schedule for competitive evaluation
of employees by grade levels will be established @.g.,GS-7 and GS-8
personnel to be considered one month, GS~9 end GS-10 personnel the next
month, etc. so that a complete cycle will take place each 6 months
during the initiation of the program. (Later, perhaps we could consider
persomnel in the higher grads levels annually.)

Promotion Panels will be appointed by the Head of each Career
Sarvice to evaluate all smployses of GS-7 to GS-1i grade levels who
ars in the mone of consideration. The Panels could, where practical,
be icentical to the Cereer Service Boards or to established Panels.
As you will note from the chert, the procedures propose the establish-
ment of en Advanced Panel of a minimum of 3 members o~ each Career
Service to competitively evalunte employees in grades GS-12 through 1k,
and a similar Intermediate Panel to evaluate personnel in grades
(S-7-11 inclusive. GS-15 and above personnel are, of. course, under the
jurisdiction of the Supergrade Board. As I have menticned, the system
currently does not include panel evaluation of employees below GS-7;
but at some time in the futurs, we may find it adviszable to provide for
s Basic Panel to evaluate thls category.

Tn consideration of the large nmumber of personnel to be evaluated,
together with the fact that Fromotion Panel membership will be composed
of menbers of the Careser Service of higher grade than the employees
they evaluate, we must keep Panel workload to the minimum consistent

1th the exercisa of good judgment. Accordingly, the system propoaes
that competitive evaluatlons be made to the greatest exient possible
through the consideration of Biographic Profiles of each candidate
rather than through time consuming review of Personnel Folders. The
Profile will be prepared in advance by the Career Managemnent Officers
with the assistance of Office of Personnel and will contain, as you will
note from the chart, factual information and evaluative information
which the Panel may consider in making evaluation descisions.
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T would like tc &dd the cumment that the Blographbic Prafile,
though representing a worklied factor at the moment, will have many
other uses than for promotiun consideratiens., As you will note from
this chart, the Prefils, a iwo-page document, will provide Operating
Officisls and Heads of Caree Service with most of the basic infor-
mation ebout people which now requires sesrching the employse folder.
Thas, use of the Profilss will materially curtsil the promiscucus
circulation of personnsl folders, which hes bsen & prablem of long

stending. I realize that Blographis Profiles for some ersonnel 25X

to be evaluated cennct be prepared overnight, pasrticularly since
exireme cars mist be taken that all information is verified., Therefure,
voellanecs will necessarily hawve to bs placed on the Personnel Folder

- during the initiation of the program,

REPLACE CHART

G
COMPETITIVE
AVALUATION

FR
FROMOTION

In addition to the Biographic Profils or equivalent, the Promstion
Pansl will be provided with the listing of personmel recommended for
promotion by Operating Officials (under whom the employees serve) as
designated by the Head of the Carser Service. Whensver practical,
Operating Officiels will liet names in the arder of employees’ marit
for promotion.

sotion Panel Actlon:

Now, let us_consider the actual evaluation of smployees by the
Panels. Pazel Members will review Blogrephic Profiles or equivalsni
of sll individuale recommenied for promction by Cperating Officials
as well as other individuale in the zone of consideration but not
recommended for promotion, Competitive appraisals will be based on
the Promotion Faciors as listed on the chart, (Name) The Panel Members..
mey, of ecurse, request the Personnel Folder if necessary to corraborats
or obtain elaboration on any question. Or they mey, when practicsal,
interview the supervisar of an emnloyee or others heving knowledge of
his performence cr other factor affecting promotion. After due con=
sideration, each Pansl Member will independently rank in order of merit
for promotion all employees nominated by Operating Officlals and any
others not formally recommerded but who the Panel considers should be
included, After this has been accomplished , any great divergences in
rankings by Pensl Members mey be discussed , and mowe information
obtained on any individuel which might be usgeful in obtaining a valid
appraisal, Thereafter, Panel Members may adjust their ranking. The
final rarkings will then corsist of the average or composite ranking of
all Panel Members, This rark -rder list is then submitted to the Head
of the Career Service,

wiep 4 = Action by Head of Career Service:

Upon receipt of the rank order or promotion list, the Head of
the Career Service, as you will note on the handout, will schedule
promotions for the grade level - adhering as closely as poseible to
an Agency-wide sffective date for the msjority of the sctions., Priar
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to initiating the promoiion of each individual, he will determine
that the individual is occupying a position of grade which will
accommodate the promotion action or that the employee can be utillzed
E;ﬁ;a-positinn_gg_ggggggg%ate grade in the foreseeable future. It 1s
expected that the Head of the Career Service will make & final check
with the Operating Official as to each promotion - particularly if an

employee 1s being promoted who did not have the prior recommendation of
OffiCialo

Step 5 ~ Action by Operating Official:

Operating Official receives notification from Head o Career Service
as to employees being promoted, and is free to comment on the timing of
promotions or may state reasons why a proposed promotion be withheld. In
addition, he may recommend to the Head of the Career Service promotion of
any individual not included on the promotion list, and provide detailed
justification to support each such action.

Step 6 - Action by Office of Personnel:

Office of Personnel will complste the promotion action, includi§5
gg%%ificaticns revi%g and documentatien. Throughout the process, staff
members o ce of Persomnel will assist Operating Officials and Heads

of Career Services as necessary.
VIi. Concluslon:

We have covered the principal feature of the competitive promo'lon
program proposed. In many ways the system is similar to procedures now
in effect in the Clandestine Services Career Service for the competlitive
eveluation of employees in grade GS-14. To conclude, it may be well to
compare the proposed system with that now being used.

A, Currently, |requires an annual consideration for
promotion of all employees in the zone. I believe this has been
done rather informally in most cases in the past. The proposed
system provides for a formal semi-annual promotion consideration
of employees in the zone by Panel action.

Be Currently, supervisors recommend promotions through channels.
Supervisors continue under the proposed system to play a vital
part in determining employeees to be promoted and the timing of
their promotion, but the Hesd of the Career Service will normally
initiate promotlion actions.

SECRER..
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C. Currently, no 1imit is applied to the number of promotions
which may be made providing the grade of the position occupied is
sufficient to accommodate the promotion action. Under the proposed
competitive system, the control exercised by the grade of the
position occupied is modified in individual cases, and in lieu
thereof promotion guotas based on past Agency promotion rates and
upon availability of higher grade positions throughout the Career
Service are used. Perscnnel promoted under the competitive system
may oceupy & position of lower grade than their own, until reassign-
ment is practicable; but they must be capable of being utilized in
a position of proper grade in the foreseeable future.

Do Current time-in-grade requirements sre unchanged under the
proposed system, and exceptions to these requirements may be
‘attthorized.

E. Finally, qualifications and demonstrated abili y are signi-
ficant under both systems; they will, however, sssume greater im-
portance under the system of compstitive evaluation by Panels..

Although we have covered the proposal in some detail, some questions
you have may be answered in the Staff Study. Since we are considering a
promotion system quite different from that now in effect, I believe you
may wish to look over the proposal at some length and discuss it at our
next mesting. Certainly, some changes or modifications may be suggested
1o improve the system to better meet our requirements.

SECRR'E
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CHART 4.
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CBJECTIVES OF THE COMPETITIVE PROMOTION PROGRAM

1. Selective Consideration.

2. TFlexibili'y of Assignments for Full Utlilization of Employses Skills.
(Promotions not rigidly dependent upon grade of job held.)

3. Guidelines for Promotion Considerations.
{Quantitetive and Qualitative)

4. Reasonably Uniform Promotion Administration among the Carser Services.
5. Proper aligmment of Peraonnel Assets & Requirements by Career Services.
6. Building and Maintenance of Employee Moralse.

STESCRRET

—GONHBEN T
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GOMPETITIVE EVALUATION FOR_PROMOTION

PROMOTION FACTCRS

Performance (Productivity, Quality, Level of Job)

Attitude

Qualifications ~ Education, Expsrience, Training,

Pergonal Characteristics

Value of Employee to the Agency-Present and Potential

Length of Service -« Time in Grade

MEDIA USED FOR COMPETIYIVE EVALUATIONS

The Biographic Profile

1.

2.

FACTUAL INFORMATION

Vital Statistics - Education
Employment History - Training
Qualifications - Current Assignment

Reserve and Medical Status
EVALUATIVE INFORMATION
Fitness Report Summaries

Supervisorts Comments Relative to Future Utilization
Noted on Career Preference Qutline

Summary of Disciplinary Actions, Warnings,
Commendations, Awards.

Supervisor®s Comments a8 to Employesets Merit for
Promotion and the Employeets Ranking for Promotion
among Contemporaries in the Immediate Work Area.

Personal Knowledge of Panel Members Regarding The Individual.

Interview with Supervisors or Others Having Knowledge of
Employees Being Evaluated.

R)00700170008-3
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CHART 8.
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USES OF THE BIOGRAPHIC PROFILE

L.
2.
3
e
5
be

Competitive Promotion Evaluation
Individual Career Planning
Training Dsterminations

Fitness Reports

Selection for Assignments

Substitute for Personnel Foldsr

R
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MAJUIL BTEES IH THE COMPETIVIVE PROMOTION PROCESS

UETERMTLATION OF PROMOTION QUOTAS FCR CAREER SERVICES

d¥ith due regard to the curren stalfing of the Agency T/0,
aacx ol the Agency, past prometicn rates, and available
ropriations, the Office o7 TFersonnel shall develop semi-
srnnuadly 8 proposed promotion guota by grade grours for
pach Uaser Servica. The Carcser Counecil will reviaw this
proposas and will make the firsl determination of prometion
puotag, excert as otherwise avproved by the Yirsctor.

7. PREPARATION FOR PAIEL EVALUAICN

2, lsads of Gereev Services wil: sroeint Panels composed of
gomindmman 27 9 voling members of grades higher than that
employess te bs evaluated. Intermediate Panaels will be
pointed Lo evaluate smplovees in prades G5-7 through GS-11L
d Advenced Panels will be avroirted to evaluate emplovess in
ieg Gi-Ll2 thiough GS-~-14 for promotion. Panel members will
we ror a period of six months or until the consideration
of Liws gprade groups for which they are responsible has been
SOUMDLRLed .

LR

Cperating Officials, as deslimetecd by Heads of Caresr Servicess,
will gubmiv 1ist of employeesu at each grade level which they
vgeommend for promotion. Whanever practical, operating officials
will rank these recommended nmplovees In the order of their

R ot RN

2. Blographic Profiles or equivalent will be prepared for promotiori
aligible employees. The primary purpose of such a profile is
50 eliminate, in the majority of cases, the need fur Panel
mambers Lo study the officisl pesrsonnel folders of each eligible
ewployee in order to appraise basic qualifications, performence
and related data. These profiles may also be used for other
personnmel purposes: for example, they may be used in lieu of
the official personnel folder in reviewing and considering
assignments, attendance at training courses, fitness report pre-
paration and review, individual career planning, skills analysis
arnd reisted personnel matteru.

is  Insofar as is practicable, all Carear Services, will competitively
uvaluate ellgible emplovees ‘n the same GS Grade a! the same tims.
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SROMOTION_PANEL ACTION

Prgpetion Panala will comoetibtively avaluate for promotion

all employess in the zone of onnslderation. In accomplishing
tog evaisation orocess, Panels will utilize for reference
varposes the Guide for Promoticn Panel Operations, TAB D, of
the Stafl Study. as well as Biographic Prefiles or equivalent
for esch individual being evaliwted. The rank order list
yrapared by the Pansl end submitted to the lead of the Caresr
Servics will include in order of merit for promotion all
axplovees -srommendad by Uperaiing Officisls together with other
giizibies selectad by the Panel azs warranting promotion. Panel
determinatliong will not be subleci to justificstion sxcept to
the Hssd of ithe Carser Service.

AGTION BY Heed OF CAREER SERVICE

Congiders Ranik Ocvder Listing, sdvice from Career Board, and
rergsnsl knowiedge of emvployees in making promotion recommsndations.
Adharas to an Agency-wide effective date for as marny promdtions

an i@ vractlical.

Awgures Lhal employess can te wiilized in a position of proper
grade either currently or in the [orsssesblis future.

Corms Uparating Officials of the names of their employees
wiing yeccmwended for prowtion. Conslders thelr comment as
ba Liaing of prowotion or requast that & promotion be withheld.

dren peguest from Hesd of Careor Servics. compeunle ss to tLiming
0 oromocion or states ressons why & vrowsed promotion should be
withhsld,

Moy pescommend to Head of Caresr Service vromdtion of any individual
et within the promotion gone on the rank ordsr list. Frovides
dethaiied Sustification in support of asach such action.

AGTION BY OFFLICE OF FERGOLNAL

A

foviaw and subhetication of promotion recuests. Kesps records
s reports on status of promotlon cuotas by Jaresr Services.

sliftn
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TO: lembers of the CIA Carasyr Council

SUBJECTs Competitive Promotion System

1. PRO3LE.:
To provide a uniform Agency-wide comnetitive promotion nrogram.
2. ASSUPTIONS:

An ~gency competitlve promotion program should be administered by the existing
Career Jervice structure since this structure provides the bast breakdown of
parsonnel into groups of emnloyees of similar occunmations and career interests
now available.

3. FACTS BLARING ON THO »PROBLIHM:

25X1 a., Regulntion[::::::]provides for a competitive promotion system withim Career
Service boundarises. Psragraph Lb thereof requires that Heads of Career
Services ensure that all employees in the zone of consideration within the
Service are considered for promotion at least once a year; each promotion
action recommanded is a certification by the Head of the Career Service that
the individual recommended is the bast ouslified in the zone of considera.
tion.

bn  The Director on 17 November 1955 approved a Staff Study endorsed by the

- Career. Council, entitled, "Revised Personnel ’romotion and Assignment Policies.”
The study affirmed the competitive nromotion princioles and nrovided flexible
assignment nolicies to enable promotions to be considerad on & truly com-
petitive basis - not restricted by the grade of the position held or to e
held by emoloyees in the zone of coasideration. The Carser Council subse-
quently reviewed Regulations proposad to implement the approved competitive
ovromotion-flexible assignment nolicles, but suspended consideration of the
Regulatiors until detalls concerning the workings of the promotion consideration
procesg could be developed., This paper is designed to provide the latter
information; its approvel will be followed by expeditious development of the
necessary Regulations,

¢. Currently, major emnhasis is being placed throughout the Government on the
development of competitive oromotica systems. The use of Agency Promotion

Boards has been proposed for this purpose.DOSUMENT N0, 5X1
NO CHANGE IN OLASS. [ 2
7 DESLASSITIED
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LU3JECTe  Competitive Promotion Gystem

The followling elements are common to competitive nromotion systems
sdministered by the traditionsi Caraer Services (Department of State,
Militery):

(1) 2 formal and regularized system of promotion consideration, which is
made known to each emnloyee.

{2) The use of °romction 3oards or their equivalent for competitive
avaluation of candidates for promotion.

{3) fatablishment of criteris and guidelines for the use of romoticn Joards
in their omerations.

(4) The use of promotion quotas to keep personnel assets in line with
staffing resulrements according to grades or ranks.

DISCUSSION:

To achieve 2 competitive promotion orogram within the framework of the Agency
Career Service structure, answers to the following questions must be provided:

(3) Who will competitively evaluate the merit of emplcyces for promation?
(2) Upon what basis will employees be evaluated?

(3} what grade levels of amployees will be evaluated?

(i) How often will employees be evaluated?

(5) How will the number of promoticns to he made be determinsd?

(6) Wwhat will be the minimum requirements for promction of employees with
respect to time-in-grade, qualifications, and grade of position cccupled?

(7) what will be the relationship betwean the Operating Official (Superviscr)
and the Head of the Career Service in administering promotioms?

{8) How will Agency-wide competitica and equity in promotions be
accompliished?

In determining who will evaluate employeses for promotion, it must be noted

that Beards and Panels--both Career Service and Agency-wide-- ere an
established part of our personnel program. They have oroven their

-
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value in considering e vary type of rersonnel actioen: promotions, reassigne
ments, crievances, training, awards, sevarations; appointments, entrance
into the Career 5taff, etc, This suggests the use of Career Service Panels
comoosed of experienced personnel fyom the Career Service concerned ss ths
mechanism which can best and most eificiently evaluate the merit for
promotion of all members of the Career Service, No single individual covid
hope to have the imowiedge of or fapdliarity with all members of the

Carear .ervice that could be concentrated in a Panel; and group Judgment in
vromotion determinations would seem more valid than that exercised by

any one individual, Details of a oromotion panel system which may be
sonsidered for Agency use are orovicded in Tab A, This vnreposes that
separate panels be established toc evaluate employses in grade groups G5-7
through G5<321, and i3=12 through G5-1lL. Panel workload will be significant
in view of the faet that approximately employees in grades (S--7 through
35-~1) are in the zone of consideratiom for promotion, distributed among the
Carear Services as listed in Tab B, For this reason, the introduction of &
“{ographic Profile" (Tab C), which lists significant data about the quali
firations, exverience, asnd performarce of sach individual, is suggested to
shorten the time required fer pansl evaluation purposes.

The basnis upon which employees will be evalusted fer promoticn (Question 2;
has been fairly well defined during previous Council discussions. To summarize,
the following items have been considered significant:

{1) Performance - .- roductivity, quelity of work, level of work performed.

{(2) Attitude - Attitude toward assignments, discharge of obligations of
Career Htaff membership.

{3) rualifications - Educaticn, experience, training, personal charactistics.
(L) Value of employee to the Agency - nresent and potential.
{5) ‘langth of service and tims in grade.

A omere detailed bresakdown of the trestment of the above prometion factors in
sposific situations, as oroposad for panel use, is provided in Tab D, Guide
{ar Promotion anels. ’

Jith rospect to the prade ilevais of enmnloyveas to be evaiuated oy pﬁneisg
spgumenia can be presented thai @il levels of enpiuyees should be
inciuded. However, factors nrevalert in the positions below 357, sueh
29 the 6 month time-in-grade requirement, temporary naturs of employment;
in meny cases, and the close associstion of the ennloyse‘s grade with

S

.

-
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thet of the work performed; make it appropriate to treat this group
separately - at least during the introduction of the program. PFenel
wvorkleed involved alsc will be materislly ent if employess below GS-7,
of' which approximately e in the aone of consideretion, ars not
included at this time. Rccordingly, existing oromotion requiremenic
could continue to apply for this eroup.

In regard to the question, "How often will emvloyess bs evaluated?" it
ig esoential thet the introdustion of te vunel evalustion aystem doss
not resuit in undue delays in grarting merited premotions. However, in
conaideration of the number of employees in the zone, the evaluation of
one grade level ver month during the introduction of the program is
believed to be the meximum Peasible. In view of the limited mumber of
personmel in grades Gf-8 and G5.10, thess levels could in most Cereer
Services be evsluated during the same time as employees in grades 0(iS-7
and GS-9 respsctively, Thus, the complete cycle of auploves evaluation
for grades GS-7 through GS-14 could take place every six months, Evale
uvation of the same grads level of employees will ocecur normally et the
seme tlme in all Caresr Services sc that promotions for eamsch grads level
can be effected throughout the igency on or about the same date.

s agreed to pm%viaualy‘hy the Couneil, and approved by the Direector,
personnel promoted competitively way be retained in & pesition of lower
grade vhen 1t ie in the best interests of the Agency for them to compiete
an assignment or tour. Thus. the grades of T/0 nositions ocoupied do
not provide a control on the number of vromotions under the eonpetitive
system. Secondly, the aversge grada of employees haz in recent years
been drawing closer to the evsrage T/0 grade - an indication that Tuture
promotions may be somewhat limited. In view of these fucts, a gulde

for esach Head of a Career Service to follow as to the mazimmm nuwber of
prometions to be made st each level, warrants eonsiderction., Tab ©
proposes the use of promotion gquotas for this purnose; and explaing the
basis of thelr computation. As proposed, promotion guetas will be
determined by the Career Courcil 4n consideration of the ststus of
staffing of emch Caresr Service and past promotion rates for esch grede
ievel of the Agency as a whole, Mse of the latter factor wvill tend %o
provide equal opportunity for advancement in all Career Servicas through-
out the Agency. The quotes will thus anawer the question of how will the
number of prometions to he mede be deternined,

In introducing the comnetitive evaluation system no substantiai reason
existe for changing current requirements for promotion with respeet to
time in prade or the minimum qualirication requirements for the grade
level and 1ine of work concerned, These requirements have been of
proven value in nromotion administration for the last several yvears

and are generally accepted by employees and supervisors alike. FBx=
ceptions to these requirements could still be made as in the vast. The
third requirement for promotion, eccistence of a suitable position would,

,i
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howaver, be modified under the flexible assiprment policy of this

program. As recommended previously by the Council, an individual promoted
could continue to occupy a pesition of lower grade until his reassigrment
was practicable. Fowever, the Head of the Career Service would be
respongible for ensuring that each emvloyes promoted could be utilized

in & position of his grade in the foreeecesable future.

The existing diviaion of resvonsibilities for promotion administration
between the Head of the Career Services and the Operating Official would

be changed but slightly under the proposed system. The Operating Official
will nominate employees under his' jurisdiction for promotion consider.

ation ranking them in order of merit vhen practical. Upon completion of
panel evaluastion, the Head of the Career Service will review the rank

order 1ist prepared by the panel and initiste promotion actions of DEr8oN-:
nel he selects for promction, after checking with the Operating Official

for affirmation of his recammendation or to obtain his concurrence if

the employee selected for preomotion wes not nominated by the Operating
Official. (See Teb A.) In addition, the Operating Officiel may recommend
the premotion of any individuel at any time - panel ranking notwithstending -.
if suffieclent justification for the action is provided,

The final question raised, that of assuring Agency-wide competition for
vramotion under the system, can best be answered by gtating thet Agency-
wide procedures, guidelines, and vromotion eriteria will be used to
assure maximm equity in promotions among the Career Services. In
addition, promotion quotas will be based in large measure on Agency-wide
promotion rates, a further means of assuring equal opportunity for Pro=
mo¥ion in all Career Services.

CONCLI'STONS ¢ -

The promotion system herein outlined will provide truly competitive
selsction of employeas for pramotion en the basis of performance, quali-
fications, and value to the Agency.

The system will assure that every individual in the zone of consideration
is considered at regular intervals for vrometions avallable.

The system will provide uniform and equitable pramotion considerations
insofar as is possible among the Cureer Services.

The mechanism provided - Promotion Panels, and the tools - promotion
quotas, blographiec profiles, ruides for Panels - wiil enable the gyatem

to operate as efficiently as possibhle ard as rapidly as is consistent
with the exercise of good judpment.

&
v

)
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2. Ths prpesdiures and caquiremants of ths Competitive Prometion Program
herain described be cpproved, comprisad of:

{1y

{4

£81

P63

Compet. itive evaluation of sll employees in the zone of consideration
by Promovoon Panels sonsistiog of a minimue of three voting members
seftiar iu grade to smployses avaluated. :

Fealuation vimmltansonsly +n 311 Career Services of awployees of
WO arate devel Teom w7t G8-1h, with evaluation of each grade
AEUda L1 E0eY semt -annuaiiy.

Use o7 the promotion factors - performance. attitude, qualifications,

e

splige Lo Lhe Agency, and L&l’;g_'!i,fl of service - bj” &1l Panels and
Darear Seryices.,

Hemiaa' don of suplioyess Ty orometton 3n order of merit fwhen

pracii-oal} by Qpersting Offiswls {supervisors); Penel consideration

’
i

oY 2l giie senioyens oob rominated as well as those nemina* ed.
Final Selaction of emplovers for orowot 1on by Heads of Career
Servicss in consideration f recammendstions of the Panels and
Uperating Orierals. promot 1on quotas for the grade level as estab:
iished by ©he Oarser Counes). and grade of position occupied by
wiployse - with the requirement. that an individual promoted be
wtiliz:ble in the foreseeabla future in a position of proper grade
if he carnot be placed in cpe upon promeotion,

Autheaiication of promotion astians ineluding qualifi~ations review
by the Office of Parsonnel.

h.  Office of Parsonnel be dirested to prapare implementing pegulations.

Firertor of Personnal

Attachment o

Tab & -

Maltor Hteps in Compatitive
' on Process

Tab B - Perscriwl in Zone of Conaldaration

Tah © -

Ll

Tak
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MAJOR STEPS IN THE COMPETITIVE PROMOTION PROCESS

DETERMINATION OF PROMCTION QUOTAS FOR CAREER SERVICES

With due regard to the current staffing of the Agency T/0,
needs of the Agency, past promotion rates, and avsilable
appropriations, the Office of Personnel shall davelop semi-
annually a proposed premotion quote by grade groups for
zach Carger Servica. The Carsar Council will review this
mroposal and will make the firal detarmination of promotion
quotas, except as otherwise aoproved by the Pirector.

FREPABATICN FOR PANE], EVALUATION

Heads of Career Services will uppoint Panels composed of

a minimun of 3 voting members of grades higher thasn that

of employees to be evaluated., Intermediste Panels will be
appointed to evaluate employsas in grades GS-7 through GS-11
and Advenced Panels will be appointed to evaluate employvees in
grades GS5-12 through GS-14 for promotion. Panel members will
sarve for a perlod of six months or until the consideration
of the grade groups for which they are responsible has been
conpleted.

Operating Officials, as desigznated by Heads of Carser Services,
will submit list of employees at each grade level which they
racompend for promotion. Whenever practical, operating officials
will rank these recommended employees in the order of their
werit.

Biographic Profiles or equivalent will be preparsd for promotion-
eligible employees. The primary purpose of such a profile is

to eliminate, in the majority of cases, the need for Panel
members to study the officia’ personnel folders of each sligible
employee in order to appraise baslc qualifications, performence
and related data. These profiles may also be used Por other
personnel. purposes: for example, they may be used in lieu of
the officisl personnel folder in reviewing and considering
assignments, attendance at training courses, fitness report pre-
paration and review, individual career planning, skills analysis
and related pergonnel matters.

Insofar as is practicable, a1l Career Services, will competitively
evaluate eligible employses in the same GS Grade at the same time.

o
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FROMOTION PANEL ACTION

Frowoticn Panels will competitivaly evaluate for promotion

all emplovess in the zone of ¢onsiderstion. In accomplishing
the evaluation process, Panels will utilize for refsrence
varpoases Lhe Culde for Promotilon Panel Opsrations, TAB D, of
the Staff Study, as wsll as Blographic Profiles or esquivalent
Tor ezch individual being evalusted. The rank order list
Frepared by Lhe FPenel and submitied to the llead of the Career
dervies will include in crder of merit for promotion all
empioyeas recomrended by Operating Officlals together with other
aligibles selected by the Panel as warranting promotion. Panal
determinations will not be subject to justification except to
the Head of the Carser Service.

ACTION HY HELD OF CAREER SERVIE

Considers Ranlkc Omder Listing, advics from Career Boasrd, and
pergonal knowledge of employess in making promotion recommendaticns.
Adheres to an Agency-wide effestive date for as many promotions

as is vractical.

Asaurese that sumployea can be usilized in a position of proper
srace either currently or in tas foresseable futuras,

Informs Operating Officials of the nemes of their employees
being recommended for promotion. Considers their comment as
to timing of promotion or requast that a promotion be withheld.

AGTION BY OPERATING OFFICIAL

Upon recuest Irom Head of Careor Service, comments as to timing
of promotion or states reasons why & proposed promction should be
withheld.

May recommend to Head of Cares= Service promotion of any individual
not wilthin the promotion zone on the rank order list. Providas
detalled justification in support of each such action.

AGTION BY OFFICE OF PERSOKNEL

Review ant avthenticaltion of promotion reguests. Kesps records
znd raports on suatus of vromotion ouctas by Career Services.
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BIOGRAPHIC PROFILE

1. NAME {[LAST-FIRST-MIDDLE)

2. SEX

3. DATE OF BIRTH

4 _SERVICE DESIGNATION

5. LONGEVITY COMP, DATE

6. MARITAL STATUS

7. NUMBER OF DEPENDENTS
(EXCLUDING EMPLOYEE) t>

ADULT

s

MINORS

8. GRADE

9, ORGANIZATION TITLE

o] 10. OFFECIAL POSITION TITLE

AND OCGUPATIONAL CODE

11, OFFICE OF ASSIGNMENT

12 _MEMBER OF THE ClA
CAREER STAFF ?

YES

EFFECTIVE DATE

0

| 13.MEDICAL STATUS

QUALIF1ED For FuLL outy (cenerat)[__] oepr puty ontyl__J FuLe outy (specian)

DATE = LAST MEDICAL REPORT

14, AssESSMENT [> YES IDATE OF ASSESSMENT 15.3%%255; READY RESERVE [sanoey 1nacTIVE

¥ No STATUS ISTANDBY ACTIVE IRETIRED

16 CITIZENSHIP {COUNTRY) {17, DATE IF NATURALIZED mmnmr
IR 11821011 0000101011100111111

T8, NON=CIA EXPERIENGE (1NCLUDING MILITARY)

19, NON~CIA EDUCATION (INCLUDING MILITARY. TRAINING)

20, AGENCY SPONSORED TRAINING (INCLUDING AGENCY SPONSORED MILITARY TRAINING)

21, CIA EMPLOYMENT HISTORY {SF-50 AND MILITARY ORDERS) ~ NOTE FIRST ASSIGNMENT AND ALL ACTIONS FOR LAST 10 YEARS
(1F ACTION SEEMS INCORRECT, A MEMORANDUM FOR THE RECORD SHOULD BE PREPARED AND FILED ADJACENT TO ACTION)

EFFECTIVE DATE

POSITION TITLE (AS SHOWN ON OFFIC1AL _ACTION)

GRADE

COMPONENT

GEOGRAPHIC LOCATION
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{WHEN FILLED IN)

22,GEOGRAPHIC AREA KNOWLEDGE

23, FOREIGN LANGUAGE ABILITIES

24, EVALUATIVE DATA
A. FITNESS REPORTS
: LAST RATING = DATES OF PERIOD | PREVIOUS RATING - DATES OF PREVIOUS RATING ~ DATES QF
COVERED: PERIOD COVERED: PERIOD COVERED?

FORM No, 45

RATING IN SECTION C

RATING IN SECTION D

RATING IN SECTION G

B. ARE THERE REMARKS ON THE F1TNESS REPORT WHICH INDICATE FACTORS SHOULD BE REVIEWED N DETAIL ? YES NO

C. SUMMARIES OF OTHER EVALUATIVE REPORTS IN PAST TWOQ YEARS

25. GRADE OF POSITION TO WHICH INCUMBENT ASSIGNED IF DIFFERENT FROM INCUMBENTS ACTUAL GRADE [ > ' I

26. SUMMARY OF CAREER PREFERENCE QUTLINE AND/OR FIELD REASSIGNMENT QUESTIONNAIRE (1NDICATE DATE(S): tTEM S-1 ON
F1ELD REASSIGNMENT QUESTIONNATRE AND 1TEM 13 ON CAREER PREFERENCE OUTLINE)

27, ADD)T1ONAL INFORMATION (SUMMARY OF OTHER EVALUATIVE DATA: WARNING LETTERS, DISCIPLINARY ACTIONS, COMMENDATIONS,
HONOR OR SUGGESTION AWARDS RECE!VED, ETc.}

 28. DATE PREPARED 29. PP "ILE PREPARED BY

Appmued.Ea:.ﬁLlea&f
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GUIDE FOR_PROMOTION PANEL OPERATION

Promotion Panels are responsible for considering all emplcyees within the
zone of consideration for promotion and for competitively evalusting
employees recommended for promotion by Operating Officials a2 well as
those selected by the Panel itself after reviewlng all sligibles. In
accomplishing the process of competitive evaluvation, Panel Members

will be guided by a consideration of the factors listed below. If Pansl
Members desire more complete information than thet furnished by the
Biographic FProfile or equivalent, the official personnel folder mey be
obtained and reviewed or the employee's pasi or present supervisor may
he mteMewed .

a. Performance (productivity, quality, end level of jJob performed)

(1) One of the chief considerations in competitively evaluating
employees for promotion is the performance factor - how woll
has the job been performed - the quality and quantity of work
done. In the interest of rendering maximum fairness to all
concerned in judging this factor, Panel Members should bear in
mind the level or grade of the job duties or assignment of the
employees being evaluated. It may happen, for example, that a
high grade employee performing work of a lower grade will turn
out exceptional work and be rated extra high, whereas an employee
assigned to a position of higher grade may perform with cnly
minimal acceptance and be rated low. To ensure equity of rating
in this connection, Panel Members are urged to pay particular

" attention to the level of major duties performed by the employee.

Fitness Report ratings become more meaningful when considered in
relation to the job performed as well as in relation to all cther
evidence of record. : ’

(2) A common criticism of centralized promotion or selection panel
systems is that they tend to make employees afraid to take initi-
ative. It is sometimes alleged that an employee, particularly if he
be a junior officer, may seek to conform entirely to pravailing
opinion. Since any such tendency would jeopardize the merit system
and reduce the effectiveness of the Agency Career Staff, every
effort must be made to avoid this tendency through giving due crsdit
to employees who have shown themselves capable of sound independent
judgment, creative work, self-reliance and the acceptance of unusval
responsibility. If the initiative of an employee has led to some
difficulty, he should not be severely Judged if the attem ted line
‘of action was worthwhile, simply because a calculated risk did not
work out. On the other hand, Panel Members should be wary of employees
who restrict their output in order to concentrate on a few reports
or other work products for the purpose of recelving special commenda-
tion in their personnel files,
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(3) A difficult problem will be the determination of the merit of
employees whose duties give them opportunity fer comparatively
little substantive output which can be readily evaluasted. Many
jobs involve the performance of specific duties which lend them-
selves easily to an evaluation of competence, wherees other jobs
have no clear-cut yardeticks by which competence may be evaluated.
Also, there may be assignments where, for security reasons, the
inclusion of complete documentsticon of performance may not be
feasible. Extra care should be taken that employees in such assigne-
menis have equal opportunity for advancement.

(4) Employees who have completed or who are currently engeged in
training assigmments must be given full comsideration for their
efforts in the light of their reported accomplishments during such
training. It is important to remember that in-service tralning is
an essentiel ingredient to a successful Agency Career Service.

(5) In evaluating the performence of employees performing executive
or supervisory dutiez, it is stressed that principal conslderation
- should be given to the demonstration of management skills., Factors
in this connection are the ability of an executive or supervisor to
plan and organize his unit or office, ability to esiablish sound
policies and procedures, ability to direct, train and supervise em-
ployees, sc as to ensure efficient operation and accomplishment cf
~‘required objectives.

Attitude Towerd Agency snd Towerd Meotinmg Career.
A factor which should be given considersble weight is that of the attituds
of the employee toward the Ageney and toward meeting Cereer Staff obliga~
tions as exsmplified by willingness to accept essigmments to isolated or
herdship posts, to undertake specialized training which may lead %o pro-
tracted pericds of serviee in difficult or unpleesent areas of the world
end, in geaeral, by a demonstrated willingness te put the needs of the
Agency before personal preference or convenlence.

Versatility and Value of Fmplovee to Agency

The problem of developing and keeping the required number of qualified
personnel in all lines of work is & probiem with which all orgarizations
mst contend, One of the major objectives of the Agency Career Program

is to expose Career Staff members to a broader bese of training and
experience so as to incresse thelr versatility and assignment potential

28 well as to provide a foundation for executive development. In come-
petitively evalusting employees for promotion, consideration should be
given to the preseni versatility and value of the employee to the Agency,
and, as best as can be determined, his potential usefulness in the future.
Of pertinence to value of an employee to the Agency is a consideration of
possession of scarce occupational skills and experience which are most
difficult to replace and which may have required arduous treining or un-
pleasant assignments for their acquisition. o,
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Leuzth of Servige

length of service in a GS-grade (beyond the minimum time in grade
requirement) shall be a factor in the evaluation of zn employee's record
40 the extent that promotion must be earned by meritorious performance
over a sufficient period of time. Experience gained prior to entry with
CIA should be evaluated on its applicaeblility to an Agency Career. Not-
withstanding the usual time in grade and length of service requirements,
it is important to keep in mind that no employee should be rated lower
than his performance merits simply because of the recency of his last
promotion. To do so might penalize ambitlion or umuisually talented em-
ployees as well as enhance the chances for promotion of those whose
principal claim is that of seniority.

Promotion Panels must recognize that there are, for most Agency jobs,
preseribed requirements for educutlon and experience and, for some jobs,
mandatory or highly desirable training requirements. In addition, for
the Agency as a whole, thers are general requirements and standards of
character- including personality, intelligence, loyalty, self-discipline,
responsihility, dependability, sustained effort which are generally appli-
cable to all employees. The degree to which an employee exceeds the mini-
mum standerds of experiencs, training, and education, is of pertinencs to

~ his evaluation providing the type of experience, training and education is

of demonstrated usefulness in connection with the employee's work end prob-
ahle future utilization. Personal characteristics should similarly be
evaluated in terms of the application to current and probable future assign-
ments the employee may £ill with due consideration given to possession of
personal charscteristice essential for exercising supervisory, liaison,
research or other categories of assignments.

Other Consjiderations:

(1) In evaluating employees whose records reflect adverse reports or
eriticisms, special care should be taken to determine whether the
adverse material has been out-dated by more recent favorable reports
and related performance data. Giving undue weight to past reports
of defects or to criticisms, which have already been considered and
acted on by previous supervisory lsvels and which an employee has
corrected, would serve to perpetuate punishment or create a permanent
handicap in his career. Promotion Panels must be as sensitive to
records reflecting improved performance as they are to those which
reflect deterioration.

(2) A promotion panel member‘'s personal knowledggFgg_gg_;ggigidggl
should not be given upndue weight. However, lf a Panel Member,
through personal acquaintance or otherwise, ia cognizent of per-

tinent information which is not im the record, he shall make that
information available to other Panel Membe;so
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(3) In the final analysis, hovever, promotion must bs earned through
demonstration, within the framework of opportunities sfforded, of
the relative quality and sccumulated value of the employee's per.
formance.Where such competitive evaluation would establish employee's
ratings as essentially equal, it is appropriste that Panels give
added weight to considerations of age, length of gualifying expserience
and general background.

Seleciion of Emplovees for Competitive Evesluation by Panel

For esach GS-grade being considersd, Office of Personnel will furnish Heads
of Career Services listings of all employees in the zone of consideration
for promotion. When a Panel hes been appointed and convenes to evaluate
eligibles in a given GS-grade, the appropriate listing of eligibles will
be glven to the Panel.

Operating Officials will furnieh to the Panel a list of the employees
they recommend for promotion. When practicable, these recommended employees
will be listed in the rank order of preference.

The Head of the Career Service may indicate to the Panel the ninimom
number of personnel to be ranked in order of merit for promotion in
consideration of the available quota.

Employees nominated for promotion by Operating Officials will quelify
for the final ranking. -

Employees not nominated for promotion by Operating Officials will be
considered for inclusion in the final ranking by Fromotion Panels, and
any individuals selected will te ranked in order of merit for promotion
together with employees recommended by Operating (fficials.

Ranking or Grading Procedures

After Promotion Panels have reviewed the Biographic Profiles or equiv-
alent of all employees who are in the zone of considerastion, they will
competitively evaluate all employees who have been recommended for pro-
motion by operating officfals together with other sligibles selescted by
the Panel. In accomplishing this competitive evaluation, it is suggested
that each Panel Member, independently rank the employees, at each GS-grade,
in the order of preference. To facilitate this ranking procass,. ™working®
3 x 5 cards may be used on which significant notes or points may be listed.
After each Panel Mamber has ranked all employees under consideration, a
Panel discussion will take place in an endeavor to narrow any wide dis-
crepancy in ranking. Following such discussions (wherein the Career
Manapement or Personnel Officer will participate and assist in furnishing
technical advice), Panel Members may make whatever changes they wish in
their individual ranking order.

SRy

mdom v
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b. The final ranking will be conputed as a composite of individual
rankings with equal welght being given to each Panel Member's judg-
-ment, The indlvidual rankings for each employee will be totalled,
and the final ranking will be determined by listing the employee with
the lowest total ranking points first, the employee with the second
lowest total of ranking points, second, etc.
-Renking Order Computation_ (Emplovees a, b, ¢, d. e)
Employee Renking by Panel Members
Rank Panel Member 1 Panel Member 2 Panel Member 3
1 a e a
2 c b b
3 © a c
& b d e
5 4 ] d
Determingtion of Final Rank Order of Fmployvees
Employee Total Points Fipal Renking
& 5 1
b 8 3
o & 2
é U 5
e 12 4
4. Submission of Panel results to Head of Career Service

Upon completion of the ranking process, Penels will submit their
recommended promotion lists or rank order listing to the Head of the

Career Service concerned.

135“
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Promotlon Quotas P~

1. The grade structure of each Career Service (people) should be
kept in slinement with staffing requirements assigned to the Service (jobs).
A system of promotion quotas will provide guidelinea for individual Career
Services in administering competitive promotion programs, will aid in
achieving uniform promotion practices among the Services, and can be used
to essurs that the grade structure of people in a Caresr Service does not
exceed that of the positions which the Cereer Service normally staffs.

2, Competitive promotion systems under the traditionsl Career
Services rely on periodic promotion quotas to econtrol the number of indi-
vidusls in each rank or class., Available promotions in Department of Stale
are fixed in relation to the meximum number of assignments approved and
budgeted for in each class. Milltary Services have their composition by
ranks established by Congress in consideration of but not controlled abso-
lutely by the avallable assignments.

3. During the past several years the variation in Agency overall
promotion rates has not been greal as indicated by: 1953 =« 44.7h;
1954 = 36.3%; 1955 = 37.2%. However, the rates have been higher at’ the
lower grade levels as exemplified by the following table covering promotion
rates for the last six months of 1955:

Mipnimum Time : Composite Rates* for
in Grede Grade of Person ' Career Services Under
Reguirements Before Promotion Agency Rate® /I pp/p pR/s

24 months GS-14 6.9% 5.2% 8.1% 6.8%

18 monthe - - G8-13 9.2% 9.8% 9.95  8.2%

18 months GS.-12 9.2% 7.06  9.6%8 10.7%

12 months GS-11 12.9% 11.7% 10.1% 15.6%

12 months GS-09/10 18.7% 18,1%  21.3% 15.9%

12 months GS-07/08 20.0% 17.9% 12.2% 25.0%
, \ GS-07=~14 inci. 13.9%

12‘.6% 12,45 16.4%

* Promotion rate for a grade = number of promotions of people from the grads

average mumber of pecple st the grade

4. Promotion quotas could be established by the following means:

a. Arbitrary action without considersticn of past
promotion rates or T/0 positions. .

b. Continuation of past promotion rates.

¢. Establishment of quotas based on authorized
positions to which promotion could be made.

d. &4 combination'of the abbve methods. E&gmquw

il
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In selecting the best method to be used, any one of the above will involvs

a command decision and might bte termed "arbitrary". Probably, the best
basis to start from is to consider the use of past Agency average promotion
rates in computing future promotion quotas. This approach will tend %o pro-
vide equity in promotion opportunities throughout the Agency but might
eventually result in a situation wharein more high-graded personnel were in
a Career Service than high-graded pasitions to be filled. Some modifice-
tion of the promotion rate approach will, therefore, bs required to eliminate
this hazard. For this purpose, a table of totel available positions in esch
Career Service for promotion purposss may be approximated by comparing the
grades of the members of the Service with the grades of the positions to
which they are sssigned, and computing promotion potential on this basis.
Then, final promotion quotas for each Career Service and grade level which
would consider both past Agency-wide promotion rates and the avallability
of positions for promotion purposes could be determined by:

Step 1 -~ Computing tentative quotas based on past Agency
promotion rates for each grade level.

Step 2 - Computing tentative quotas based on the availability
of positions for promotion purposes.

Step 3 -~ Establishing final quota for each grade level as
the smaller of the two tentative quotas determined

seperately.

This system is demonstrated in the following example using hypothetical
6 month promotion rates and steffing status:

Prom. Rates Promotion Quotas for Personnel
for Persons in each Grade

Poa. at sach No. of SX at Each Grade Based on Bused on Final
Grade Filled Personnel at (Hypothetical Avail. of Prom. Quote
Grades by SX Persomnnel Esch Grade _Rates) Pog. * Rates *»
GS=15 14 13
G814 23 20 % 1 1 1
GS~13 43 43 10% 4 4 4
GSa-1? 58 54 10% 4 5 4
G811 51 50 1594 8 8 8
GS-09/10 46 40 15% 9 6 &
GS-07/08  _51 _£6 20% i3 13 i3
286 286 41 37 36

*Promotion quota under this alternate for individusls in any grade &
Promotion quots for next higher grade of personnel plus pesitions at the
next higher grade minus people at the next higher grade.

Thus, promotion quota for GS-14 persomnel » O £ 14 « 13 = 1
promotion quota for GS~13 personnel = 1 £ 23 = 20 = 4
promotion quota for GS-12 personnel « 4 £ 43 - 43 = 4, etc.

¥% Promotlon Rete Quote = Number of personnel at a grade multiplied by
promotion rate.
Thus, promotion quota for GS-~14 personnel = 20 x 7% = 1.4

e R
-
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5. The promotion quota system described is believed to be of
practical application in view of the following considerations:

a. No great diffieulty will be encountered in the
computation.

b. Use of average promotion rates in determining the
final quotas will tend to provide uniformity in promotional
opportunities among all Career Services.

c. Quotas computed arithmetically may be adjusted by
the Career Council whenever justification exists for a change
in size es, for example, when a Career Service is being called
upon to staff a large number of vacant positions which did not
enter into the computation of the "availability of position®
gontrol.

d. Past promotion rates for all levels from GS-9 up
have been fairly uniform among the total of Career Services
under each Directorate. Thus, their effect on quotas should
not unduly handicep eny Service. Separate analysils of GS-7/8
rates will be required to decide whether separate or common
rates will provide equitable quotas among the Carser Services.

6. The current status of staffing of each Career
Service is such that the availability of positions for promo-
tion purposes will for the next several years be of little
influence in modifying quotas based on promotion rates. After
that period, the avallability of position control will aid in -
keeping proper alinement between the personnel assets and
requirements for each Career Service.

6. It is concluded that:

8. FPromotion quotas by Career Services and grade
levels should be established to provide guentitative guidelines
for Heads of Career Services to use in administering the com
petitive preomotion program,.

b. The most practical and equitable method availsble

for use in computing promotion quotas to be recommended to the
Career Council by Office of Personnel is to spply past promotion
rates for the entire Agency at sach grade level to the number of
personnel at the respective grade levels within each Career Ser-
vice. The figure so obtained would be used as the recommended
maximum promotion authorization for the grade level provided suffi-
clent positions were availablse for promotion purposes within the
Career Service. If the number of positions avallable for promotion

L

e
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purposes is lower than the quota obtaired by use of promotion
retes, the former fipurs would comprise the maximum authoriza..
tion. Adjustments of the Agency rates at certain grade levels
(probably only GS-7 and 8) could be made in computing quotas if
current analysis revesls justification for continusnce of past
significant variations in promotion rates for these levels among
the Career Services under the separate Directorates.

2. The Career Council should meke the final determination
of promotion quotas in consiceration of recommended quotas computed
as described in paragraph 6b sbove and with due regard to future
budgetary and personnel utilization requirements.

wmlipm
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