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JOB SECURITY AND REDUCTIOE I FORCE

1. PROBIEM

To deterumine whether gdditional legislation is reguired by the
Agency with reepect to eotgblishing the Jjob security of caveer employees
end to corducting necesasry reductions in force.

2. ASSBRPTIONS

a. It is the Agency's objective to develop and maintais & group
of dedicated pecple who are carefully selected sml prograsaively trained,
who éeslre to devobte thewmselves permencsutly to the needs of the intelligeoce
service of the Y. 8. Govermment, who enjoy the satisfection of & job well
done, who lack forwerd to the emolumente and benefits appropriste to such
service, and who have the expectancy of a permanent cereer in CIA.

. Career ssployees of the Agency will not be affected by reduntions
in force untill all practicsble reductions have been accouplished among
other categories of personnel.

2.  Buch external review of the Agency's persomnel sctivitics as
vonld reveal intelligence methods aod sources is undesirable.

4. The Director would use his authority under section 102{c) of the
Fational Security Act of 1947 to separate any employee when necessary ©o
avold the risk of such cutside review o8 would reveal intelligence sources
sl motheds.

TEG G THE PROBLEM

s. The size of certain career organizetions in the Fadaral structure
{for exsmple, military services, Foreign Service, and permenent civil
service employees) is pericdically established by legisletive limitations.

b Agensy Regulation[ | paragraph 2a(l) states that “the size of
this cereer staff (i.e., the CIA career staff) will be determined by the
iong range neefs of the Agency rather than by its more varlsble temporary
requirenents.”

¢. The provisions of the Veterans Preference Act and 1ts implement-
ing procedures spply to personnel activities of the Ageney.

@. The Director hes suthority under section 102{e} of the Natiocnal
Becurity Act of 1947 to separate any employee of the Agency when he
deternines that such action is in the national interest.

{
L. DISCUSSION

a&. Job security has been considered to mean an employee's expectancy
of a long term career in the Agency. This expectancy should be limited
only by the posslbility of:
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{1) Resignation or desth of the individual;

{2) Failure on the part of the individual to meet Agency
reguirenents for performance, conduct, security or health; or

{3) A necessary reduction in foree.

The concept of job security is inconsistent with t‘retiuent fluctuations in
the size of a caresr group, since they depend in lerge part upon the extent
to which the size of that career grovp conforms to the long range needs of

the organization at eny given ¢ime.

Bo  Although the size of cereer orgenizaticne im the Fedeyral
gtructure is sometimes established by legislative action, such action
requires Congressional review of the manpover plens awd reguiremeuts of
the orgavization end permits the possidble introduction of pelitical con-
siderations in such determinatioms. Further since any charge in the
maximan limitetion established by statute must be effected by arendment
of the statute, the heods of such career organizations have po latitude
with respect to incressing the ststed limitation without submitting appro-
priate Justificetion for Congressional review. The undesirability of sub-
mitting Agency manpower plans and requirements to Congressiopal amd public
serutiny would seem to offset any advantage which might be geined through
the eatablishment of stetutory limitations on the size of the Agency's
career staff. ‘

€. The Agency's objective of retaining dadicated caresr enployees
vonld not be sexved by policies which would retain any individusl who lacks
an active personal interest in an Agency career. Nor would this cbjective
be served if separstions of career employees were arbitrary or frivolous.
The continved associstion of & career exployee with the Agency is of advautage
both to the Agency and to the individusl. A decisicn to terminste thio
assocletion should be of at least as great importance as a decision to
establish such & relationship. Therefore, it should be resched only after
careful consideration of all pertinent facts both by the Agency and by the
inividual concernéd. The decision to terminate a career employee should
be made by = central authority established to meke such decisions or by the
Director. Uoder present Agency practice, this centrel authority is carried
out by the Director in the exercise of hia authority under section 102{c¢) of
P.L. 253 - 80th Congress and in cases within the scope of Executive Oxder
10450, and in all other ceses by the Assistant Divector (Persounal). All
Gecisions to terminate are made with consideration of the edvice of gppro-
priate Agency officials.

d. It follows that internal conmtrol is necessary to insure, at
the Agency level, that all pertinent facte have been impartielly coneidered
before a decision to separate s career employee is mede. Xt has been argued
that such controls are restrictive and burdensome to operating officials by
requiring them to justify their separation proposals to the getisfaction of
a central Agency authority. Nonetheless such controls are essential in a
career gervice. It should not be "easy" to sepsrate a carcer employee.
The Agency's policies and procedures for the separation of employses have
been consolidated and recently coordinated throughout the Agency. Although
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the right of veteran pr ference employees to appeal separations %o the Civil
Service Conmission conf icts with the general principle expressed in
Assumption 2c above, ex erience indicates that undesirgble discleosure of
intelligence sources ar methods cen be avoided through exercise of the
Director's speciel autb rity. (See Anvex A)

e. The special r gatus accorded veteran preference employees in
reductions in force is 'n some conflict with s merit concept. {See Annex B)

f. It would be v isound for the Agency to propoaé legislation to
awend the Veterans Pref wrence Act as it relates to reduction in fowce end
appeals for the followi g reasons:

(1) The limitations imposed by the Act do not seriously
interfere with Agency operations; :

{2) It would be extremely Qifficult, if oot impossible, to
present Justification which would withstand publlie sexrutiny witbhout dis-
closure of clandestine activities; and,

(3) It is impossible that any such request would be favorsbly
received in view of current political consideretions as they might be
expected to influence the Adminietration, the Congress, anﬁ the publie.

5. CONCLUSIONS

8. Legislative action to establish maximum limitations oo the size
of the carecer staff is neither necessary nor desireble.  Sueh limitations
should be administratively imposed by the Director.

. b. The Agency's Regulations governing separations are sdeguate
for all types of separetioms except an extensive and genersl reduction in
force and do not require additional legislation for effective implementation.

c. The Agency should not seek legislative exemption from the
Veterans Preference Act.
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ANNEX A

Qutside Appeals

The Veterans Preference Act establishes the right of Agemcy employees F
with veteran preference to appeal separation actions to the U, S. Civil £
Service Commission. This right conflicts with the principle that external £
review of the Agency’s psrsonnel activities is undesirable., Althoush the :
Directoris special authority might be used to avoid the possiblity of i
external review of all separatiom actioms, it has been the practica of :
the Dirvector to employ this special authority only in theose cases invelving
sensitive information and in certain cases involving persomal wisconduct
or indiscretiom. It appears that this practice has been satisfactory im
avoiding undesirable disclosure of imformation through smployee appeals.
outside the Ageacy.

The Agency has not yet used gemeral reduction in forcs precedures as
prescribed by the Veterans Preference Aet, although it has encowmtered
reduction in force problems, some of them severs, in certain units,
Those scparation cases which have offered the pessibility of appsal te
the Civil Service Comnission have involved consideration only of the :
@mploy@eﬂs performance in his pesition or his conduct. Appeals from re- 3
duction in force actions are not concerned solsly with a particulay
individual but mway involve information concerning other employees and a
range of Agency aetivities. Although selective use of the Director’s
gpscial authority, as described above, would solve the outside appeal
problem in reduction in force actions, the citation of this suthority.
might reflect unfavorable upon the individual so separabted. Nevertheless,
it would seem that the need to protect semsitive imformation must be
gilven primary consideration.
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ANNEX B
Reduction in Foxce

The special status sccorded veteran praference employees in
reduction in force would be in some conflict with a merit aystem in
this Agency or in any other organization, However, it must be recog-
nized that veterans preference was given in recognition of the Nationf®s
obligstion to these iudividusls, It was not designed to further the

‘offectiveness of Govermment operations, Briefly, the Veterans Preference

Act provides that individnals who have performed active military service
in eertain emergency periods and certain members of their immediate
fanllies (widDWSB dependent mothers, or wives of seriously disabled
veterans) will be granted special consideration in reduction in foree,

The rulings of the Civil Service Commiesion which administers the Act
have the force of law and are binding on CIA, This consideration extends
to a prohibition against the retention of a non<veteran preference employee
in any position for which the veteran preference employee is qualified,
unless 1t can be demonstrated to the satisfaction of the Civil Service
Commission that the retention of the non-veteran is justified on the basis
of the "efficigmcy of the service",

Raduction in force regulations under the Veterans Preference Act
provide that employees will compete for retemiion within groups established
by the Agency in consideration of geographle and organizational factors as
woell &8 by occupation and grade. The manner in which the Ageney established
retention groups would be subject to review by the Civil Servica Commission
in connection with its consideration of individual appeals.
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