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SUBJECT + Fromoticvs to Supergrsde Positions

Is it desirable and feansidls to grani temporsry promctions te ocoupants

of supergreie positions?

s. The Agency will continue iis pollcy of clessifying and establishing
{ts 2ivilimn positions in accordance with the gemeral principles esiabiished by
the Classification Act of 193,

b, There will continue to be ceilings on the mmber of supergrade posi-
tions snd pecple receiving supergradc ratings. These cellings ghell bo determined

by the Director.

a. In mccordsnce with the Clamsification Act of 1949, ell T/0 positions
are clapsified afier evalumtion as to the degres of skill, experience, training,
and responsibility. 'When Individusls are selected to occupy those positioms they
are slso eveluated 1o determine if they meet the criterie. (Teb A)

bs After e trisl period of one yeer a:; employee hes the equlralent of
. & permanent sppointment., Under lsw and Govermment practice a permanent appointee
has ceriain expectations or privileges with respect to h&a grade, and cartievlaely
80, where he s coveredi by the Vetermns Preference fct. One of the expectations

or privileges 1s thst so long as the individual satisfectorily performs his job
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infor mation
m munmmm. Teaporary prowmoticns for vetersns are guidsd
by specific rules which are included in Tab A.
Cs The present supergrade ceiling of the Agency has been asteblished

D5X9A2 by the Director st s total I o=t one authortzec by

statute, (Tab a)

d. Temporary promotions are recognised by statute and utilised in the
- military service. Temporary promotions of military officers generally are utiliged
where there are ingufficien: mmbers of officers eligible for permanest prowotion

to meat the M requiresents of the existing military utublilluent. Almo, in
certaln selected situations there are so-called "spot" promotions, i.e., vastever
individual is sssigned to the position is grented e rank specifies for the pogie
tion and he holds the rank only during the period he iz assigned to thmt position.
{(Tab B)

¢. The Public Health Service Act alse suthorizes temporary promotion
of ‘officers. In gemeral it ~an be said that the concept is similar to “he wilitary.

f. The Foreign Service in 1951 instituted & program of temporery promo-
tion which is no lomger in effect. Some of their difficulties in edministering
such » program are spelled ocut in Tad B.

4. DISCUBSION:

a. There are legal vequirements which could hsve gome effect cn any
temporary promotion program. It is possible that an employse who 18 a veteren
snd who had been granted a temporary promotion which remained in force longer .
than 50 deye could under eertain circumstances asgert that his demotion wvas not
in sccord with procedures provided for under the Veterans Prefersnce Act. Thig
is believed Lo be a technicality whish should not necessarily be an overriding
factor in considering a system of temporary vronctiong in the supergredes 1
othervise the yrogram were thought appropriate. It should be noted, however s
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are vetersns. It f{s boliaved reasonedle to expect that s senior officer of
CIA baving sccepted a supergrads pramotion vwith s clear usdersteanding that it
¥as tomporary vould not raise the technlcalities.

b. The temporary prowotien systems in other parts of the Govermment do
not provide sstisfactory precedents to warrant CIA establishing a similar systenm.
Within the military sywiem their need for temporary promotions ia based on guite
different considerations including the fact that although statutory suthorization
for the various permanent grades vas gesred to a pescetime military establishment,
of necessity under sn emergency sise military establishment, additional sradeswvare
essential. Within the Deparimert of State their temporary promotion program was
alsc based on similar principles snd in practice bogged down bedly siace 1t created
many inequities end in sddition was not extended to its cereer group, 1.¢. Foreign
Serivee Officers. Within the Civil Service thare is no permanent statuiory suthori.
zation for temporary promotions, as such, since promotions are geered (o gradusl
advancement of Civil Service employees and expansion whers necessary hes beed taken
care of through the hiring of indafinites who do pot acquire cereer or Civil Bervice
stetus. In sddition, the Yeterans Prefsrence fct has further discouraged any
tesporary promotion program, even though iaformd, within the various agencies.(Tabd)

c. The potential amdvantages Lo ftemporary promolions sppear to Us Lhe
pogsibility of more flexibility and the desirability of giving the man the pay
applicable to the rating of the Job in vhich he is performing duties. However,

CI2 has s ceiling on supergrade positions snd it mekes no difference for purposes
of that ceiling whether thay are temporary or permanent. Préambly somae flexibile
ity could be achieved in those situations where individusls sre sssigned to higher
rated jobs requiring unique skills or experience. Bowever, siuwdy of swpargrade
positions indicates that such situations wouléd be based mere goeperally on the

greater Gegree of responsibliity in the jJob rather than unique skills and experience
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for s particular position. There appears to be 1ittle flexibility to be gained
in the Senior Repredentative positions since they are classified on a sliding
-, scale, On the other hand, there are certain situations in which en individusl

1

18 to veplace an incumbent of & supergrade position for en extended period (i.e.,

]
K
I

| one yemr or more). It would seem sppropriste thet while accepting the responsi-

" bilities of the position he should alsec have the rating or rank atteched to the
position. Alsc, it has been srgued that when & man is placed in e higher rated
position either permancntly or for an indefinite period be should immeiimtely

. receive the compengntion attached to the higher rating, even though it be on =
tepporary besis, However, it is belmvéé that more important than the compengs-
tion is the aplid recognition and increesed stature accorded the individusl when
he is granted a promotion with no strings sttached. (Tab €)

7 do In thinking of a long range Cercer Service for CI4, 1t cen be mald
with some weight thet an individual should progress maturally from one promotion
10 another and that he ghould receive a promotion only when it is belloved that
he is qualified to hold such s rating in one or more jobs. With a true career
concept 8 pramotion cen be conceived of as & rewvard for prior satisfaciory service
and recognition of demonstrated sbility to perform a job of greater responsibility.
Such a promotion should be viaeved as a milestone in the cereer of the individual
and once having sttaiped the rating 1t should not be Wn svay from him except
for zaupe. For this reason, temporary prowgotion should never b é congidered as
“provationary.” (Tab C)

{1) BRxperience indicates apother disadvantage in that there 1z a
great tendency in s temporary thim progrem for the indlvidusl to remsin in
thet grsde thus in the end defeating the' deslgned purpose of the progren,

(2) In those situstions where there are no clear-cut reasons why
the prasotion should be considered temporary, the demotion when it does came
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hes serious adverse affects on the individual and on his ebility to deal with
others.

(3) 1If we sccept the comparison bLetween the militery snd civilian
with reppect to "flag" ranks and supergrades, it becomes clesr thet s preat deel
of shifiing from the general schedule below grade G8-15 to the supergrade calegory
is undesirable,

5. COBCLUSIONS:

a. Although there are certain techunileslities raised by legal require-
ments 1t is not believed thet they are sufficlent to deter conmsideration of o
temporary promotion program if it is otherwiss deemed desirsble.

b. The temporary promoticn practices of ithe military services, the
cempetitive Civil Service, and the Forelgn Serviee of the Siste Lepartcent do not
provide a setisfactory precedent or basisg upon whicsh to esteblish = terporsry
promotion policy fer a,ppomt-eei to supergrade positions in CI

2, Esteblighment of a program of temporary promoiiens fer all supergrade
positions is undesirsble as having an ndverse effect upon the individusl and being
inconsistent with the CIA Career Service coneapt.

d, BSpecific cases of temporary promotions in the supergrades wwid be
feeagible in those esses where the individual is deemed mm qualified Lo sspune
the grester responsibilities for a position snd where it is known he would be
replaced by the abgent incumbent or pro;séned inoumbent.

&+ RECOMEBNDATICNS ¢
l/‘:’ In selscted cases where individuale sre expected to ccoup; tempor-
arily, for st lesst one year, supergrade posiiions higher than thelr present
ratings, they be grented the rating attaching tc the positions.

: J‘g‘ Prior to any temporary promotion there be a determipaticn that the
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individual 1s fully qualified to assune the duties of the higher ratimg snd in
no event should & temporary pramotion be cousidered probationary.

L=+ The imdividoal comcersed be sdvised that the promotion is temporary
for ihe mrﬁ.oﬁ he holds the position and an ackoovlsdgment be securcd from him.

\/d. In each proposed peracnnel action relating to swergrades chere
be included considerstion of whether or not the promction should be temporary
or permanent and the findings forwarded for the asplstance of the spprooriste

approving suthopity,

L. K. WHITE
Acting Deputy Director
(Admintstration)
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