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MDORAHDM FOR:  Deputy Nirector of Central Intelligence

FROM 1 Tlarry B. Pitzwater
id rector of Persormel

SUBJECT ¢ Inter-Directorate Fotational Assignrments as a
Preraquisite for Promotion to Supergrade Rank

1. Action Requested: MNome. This memorandim is in response to
your roquest for a2 paper which discusses the feasibility of phasing in
over 8 five-year pjeriod a nrogram requdring employees to serve at least
one rotationsl assigrnment in another Diractorate before being promoted
to mapagement positions at (5-16,

2. g% Recogniging that rotational assignments benefit
both the orpanization and the employee, the Directorates have established
programs of their ovn. The extent of these programs is reflected in
figures from the APP which stow that in FY 78 there were approximately
200 employess (G5-13 and above) on rotation in positions eutside of their
own Career Sorvice, In additien, the Agency inaugurated in FY 1879 a
formal inter-Tirectorate rotational assi t program, the orgenization
and meintenance of which is & current Office of Personnel MBC objective.
In general, however, participation in these various rotational essigrments
has not been specifically linked with career advancement and prorotion as
strongly as the referert proposal would do,

3, Staff Position: Our detailed exmrination of this proposal
resulted In the Tentification of s varisty of arpments in favor of
votational assignaents but also revealed that practical, administrative
obstacles would exist in the implementation of such a program, The five-
year phase-in period has no Impuct on the broad problems we foresee.
These nro's and con's are briefly simmsrized below:

Pro's

a. Pmployse rotations serve an educational purpose,
broadening the worker's umderstanding of the
probless and activities of other organizational
elemants,
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b. A crucinl test of the employee's capabilities can
be conducted by cbserving his or her performance
in 8 new and different work enviromment.

c. The host cormonents beriefit from the fresh
perspectives of the newcomers.

d. The erployee, lmowing the significance of the
rotational assignment for firture advancement, can
assess his or her continued capacity and/or
interest for a career 4t a senior managament lovel.

Con's

The con's are concernad with the mmbers of people and positions .

imvolved and the limitations impacting on both the Agency and the
employes by the imposition of mamdatory roqui rements which ere aduinis-
tered by management and outside the control of the employee.

a. To avold charges of proselection which ceuld be
in conflict with EEOC puidelines, rotational assign-
ments zight have to be made availsble to all
erployees in the supergrade fesder growp {C3-13 -
05-1%) who desire them,

b. The mmber of rotational assigmments which could be
jdentified and which would provide the requived
developmental exposure would probably be excesded
mary times over by the size of the pool of candidates
in the program. This imbalance could well delay the

on to GS-16 of many otherwise qualified
esployees while they waited for an assipgrment to a
yotational position. In the worst cases, certain
ewployves might never receive a rotational assignrent
in the cometition for these scarce positions.

c. It should be noted here that the forecast of the
auccess rate to superprade level per grade ten yesrs
after promotion to GS-13, 14, and 15 is 5%, 10%, axd
20% respectively. This ratio makes a mandatory
requirement, if 1t could be sccommadated, s rotation
for rotation's sake program rather than one desigred
with & fim focus on the utilization of axperience.

4. Discussion: The matter of accosmodsting the large msber of
smployees 11 the feedsr group to the probable 1imited maber of meaningful
mtational assignpents, within a reasonable time frare of suitable grade
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and position, poses serious practical »roblems. Since it is possible
that sere who possess the supergrade mansgement potential, but are
identified late in the development process, would find it difficulr o
obtain the qualifying experience for promotion, the Agency would deprive
i;sig of the cholce of selection by institiing a mandatory requdrement
o $ nature,

An additional factor for conslideration before making 2 deterrdna-
tion 1s that the SES Task Force will be looking at the recomendation for
the identification of positions am! persomnel in three career tracks --
executive/ranagerial, sveautive/professional, and executive/progran, The
results of the review may identify clear career tracks which employees
would or could elect to follow at 2 mid-career level of 7S-12 or (S-14,
Where a rotational experience is dosired for the particular track, the
pool of candidates woiild be defined by employee option and nmamagerent's
selection criteria which would Se hased on the employee'’s proven record.
It is probable the feeder grow for the track would be of 3 size which
could be mrovided with the required davelopmentsl assigmments. It is
also feasible that given a more definad position roster and a mors linited
grouwr of employees, the rotatiomal assignment can be programmed after the
promotion with equally successful results.

5. Recommendations:

8. 3Secause of the corplexity of the proposal and the potential
for creating mandatery limits on choices avnilable to both rmnsgement
and erployces in the arca of expcutive development, it is recormenced
the requirerent not be mandatory, but that rotatien be encouraged.

b. Because the group developing the proposal for the establish-
ment of & senfor exscutive service is also pddressing the issue of an
executive development program for SES mevbers, it is recommended that
the proposal, as modified by the discussion points herein, be included
as part of their overall study.

Harry E. Fiteweter

Harry E, Fitzwater
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