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OGC HAS REVIEWED.

DDA 76-1907
15 APR 1976

MEMORANDUM FOR: Director of Jeint Computer Support

FRCM :  John N. McMahon, Associate Deputy
Director for Administration

SUBJECT : Inspector General Survey of the
Office of Personnel

During the course of his survey of the Office of
Personnel, the Inspector General made several observa-
tions and recommendations regarding the relationship
of Office of Personnel and 0JCS. We have attached (in
four sections) those observations. Please be prepared
to discuss them during our MAP systems meeting on

19 April 1976.
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Computer Program Development

20. The 13-year history of Agency attempts to develop

a comprehensive human. resources computer program is not a_ ////

,ﬁEEBZ_S??:_MFirSt conceived in 1963, the program was intended e
to amalgamate all the key data elements in a central inter-
locking and mutually supporting system, It was to include
a capability for both the current and historical recall of

~data for the proper management of job-related activities of
our employees. It was a very ambitious undertaking, though

by no means beyond the 1imits of then available compdter

technology or significantly ahead of several other similar

3
-

efforts being undertaken by private industry.

21. In 1973, after nearly ten frustrating years of
effort on this so-called Support Information Processing
System (SIPS), a decision was made to take a new approach--
one that would still weave tqgether the various aspects'of
human resource data management (personne];lfinancia1,
.contract and security) but would be built in step-by-step
féshion, rather than aitogether. The new.effort, called
Managemént Assistance Program (MAPS), was p1aced under the
Office of Joint Computer Services (0JCS) in 1974 where it
continues to be developed. For the Office of Personnel,
the program will culminate in the Persign II system. This
will combine current and historical data from most of the
now-separate systems on a wide range of personnel matters

B-11
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- and will provide managers a readily available means of infor-

mation consolidation and recall.

22. At the present time matters stand thus: An inter-
mediate stage program (Persign‘I) is nearing completion which,
usiﬁg the IBM 360, will permit the accession of personnel
information now being fed~-via paper tapes-~into the obsolete
RCA 501. Persign I will also include, for the first time, a
| consolidation of both staff and contract employee information.
It does not have a memory bank which would permit analysis of
historical trends in personnel matters. This latter feature

will be tackled under a program called GAP {(General Archive

LY
@

Program) which is oh?y now on the drawing board., The
"official". deadline for Persign II (Persign I and GAP and %/

other programs) completion is mid-1977. S

23. Everyone we talked to, both in the 0ffice of Per-

sonnel and 0JCS, were enthusiastic about the goals pTanhed

for Persign II. One analyst, well acquainted with tﬁe pro-
gram, said: "It will be the millenium for personnel

management,f Mo}e-to the point, the same analyst, when

asked whether the new program would work, replied: “That's

the wrong question--it simply has to work, because the old |

programs on RCA 501'wi1] simply not carry the Agency along-- \
they cannot do the job that must be done." We would go E-

even a few.steps further. Without a new computer approach,

Agency initiatives in human resource management will continue

B-12
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“to be hampered by inadequate and often misleading data.

Sy ——

Basic personnel compilations provided by the present com-
puter systems are limited in scope, often out of date, and |
some probably contain significant errors which can neither
be identified nor corrected with the present system.  For
example, both the CIARDS retirement data and the insurance
data for the FEGLI program now filed in the current comﬁuter
system is acknowledged by Chief, Automated Data Resoufces_

- Staff, to be in error. ;Thislsituation has arisen because
~the computer has been unable to handle the workload
‘required for appfopriate updating. Persign II will pick
up much information from the old system and to the extent
jt is in error, it will .continue to be so. However, Chief,
Automated Data Resources Staff, fee]é confident that most:
of the major problem areas-are known and can be corrected
in due course~-given the increased capacity and speed of
the system.

24. Our inspection of the computer issue raised fér us
some disconcerting danger signals. Most persons directly
involved with planning for and managing Persign Il do not .
believe the deadlines wi11 be met {the sole exception of
those we ta]ked to was the qlzgc?or O%E?) Estimates of ’/2&?;\x)
slippage range from a few months, ;;}%E;gy We are in no
position to verify these statements, bt we feel that it is

important to report on the symptoms of possible difficulties

B~13
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winich came to our attention,

25. Persign II has a very high priority in the Office
of Personnel's planning. Likewise, 0JCS, the other major
component involved with Persign 1I, considers it to be a
very important project. 0JCS, however, faces many demanding
customers and must tailor its work program accordingly.
Thus, the original target date set by 0JCS for completion

of the Persign Il project proposal was initially well behind

~ the date set by OP; this discrepancy was resolved through

Joint committee action but even now Persign II, though in
the so-called "Category I" priority on the 0JCS work roster,
is about 20th in priority in a listing of 25 or 26 other:
projects {from all Directorates).

26. There is apparently considerable confusion about

‘how many analysts are actually working on the progfam.

We heard estimates from responsible Office of Personnel
officials ranging from two to eight. We were told that
three persons (the Automated Data Resource Staff} pro-
vided the main Office of Personnel support and liaison
for the effort. We were told, incidentally, that a
prospective move of the Automated Data Resources Staff
later this year‘might cause serious delays. We visited
the Staff, housed in 0JCS working quarters, éhd found the
quarters very'inadeQUate and the work force poorly sup-

ported by 0JCS. The Staff Chief put the best face on her

B-14
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situation, but she could not erase our feeling that she
enjoyed very 1little authority in her position, either with
her own office or with her host, the 0JCS. Further, we
learned that only two of the three persons on her staff

worked on Persign II; the other analyst has been and is at

work on a computerized locater system which is quite
anci11ary to the main system.

27. We learned that there are monthly meetings to chart
the progress of Persign II and other MAPS efforts. Thése
ire inter-Directorate meetings attended by senibr working-
evel officers as well as the Directdrs of several Offices,
actuding OP and OJCS. One senior officer who attends some
¥ these meetings, when asked whether the meetings come to
rips with real issues, replied, "Mostly, they 1ie a lot to
ich other." Again, we can only report symﬁtoms: con~'

icting priorities, working-level concern that things are

it going as planned, organizational confusion, and just

ssibly, a certain amount of self-deception. ' 1l

28. The current concern with Persign Il stems, ?
cording to many, from the many partial personnel data
stems which are being created on request by 0JCS to meet
:cial needs of particular Offices. Some of these are
sbably quite necessary, but we think that each one should

scrutinized very carefully for its possible impact in

scheduling for Persign II.
B-15
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29. The importance of avoiding unnecessary further

delay in the development and implementation of Persign II A

15 difficult to overstate. Both the currently unsatisfiable

need for accurate and complete management information and

the fragilities, inadequacies and costs of the patchwork of

systems now performing vital personnel functions argue for

a very high priority. This? and our concern about the
symptoms we encountered, 1ead to the following recom-

mendations.

/]
{

N

+ arking with the Director of 0JCS, review the priorities )
. ' . . d .‘ ¥
- Persign 11 in terms of manpower assigned and the ; i

— I
(

. / AL
- ysical arrangements allotted to staffs. - 1

Recommendation No. 3. That the Director of Personnei,

Recommendation No. 4. That the Director of Personnel, |l §§‘

. . %ing with other Offices concerned with the MAPS program, )

iew the elements of Persign II and assign subsidiary

cinrities to those which do not represent key elements of

sonnel data urgently needed for managerial decisions or

‘e provisions of personnel services. ILLEGIB

Recommendation No. 5. That the Director of Personne’

~ziyast that the Director, 0JCS obtain his concurrence Z 1

~ “ore_undertaking personnel-related jobs for other 5

i sanizations that are 15ke1y to impact unfavorably on

arly completion of Persign II.

g
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Agency personnel management system and £ the Office's role ih

that system. That role, for more thah twenty years, has een.
primarily one of service and suppgrt--activities for which the
Office generally received high/marks from component/managers.
3.  The Office also h#s various "approval® functions which
‘usually amount to review 6f decisions made elscwhere to insure
their consistency with/general Agency polic guide]ines_and'With

current or threatened restrictions imposed by outside authorities--

CSC and the Tlike. is function undoubtedly

£

Jaw, Congress, OMB
éccounts'for much of the perception that the Office is negative
about personne} initiatives developed elsewhere. It certainly
accounts for the attitude about th _mostfcited recent examplé~-
tﬁe negatijf response to efforts /supported by many to raise the

grades of many senior secretarigs. Our investigation of that

'
It

issue, r7ported in Tab F, led/ s to support what others view as
the Office's "negative" position.

4. The Director of Personnel is also assigned responsibitity
for conducting research, for making statistical and analytical
studies pertinent to Agency personnel management and for developing
and recommending policies, standards and procedures for personnel
management in the Agency. In the light of managers "no innovationf
complaints, we investigated each aspect of this assignment.

5. Our findings on “statistical and analytical studies”

(i.e. management information) are discussed in Tab A. Current

achievements cannot be regarded as impressive, but lack of inno-
H-2
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vation is not a primary cause for the Timited progress. The ‘
real culprit has been the excessively long delay in implementing f; -
computer approaches conceived many years ago--thirteen to be -
exact. '

6; Turning to research, we found a small’but sign%ficant

; . |
i |

research effort underway in the Plans Staff of the Office of
Personnel.| This Staff cons1sts‘of a supergrade ch1ef and three
ana]ysts. It has already. p]ayed a useful role 1n helping the
Career Ser&xces meet the chal]enoe3 posed by the 1ntroductwon of
the DCI's innovations in personnel management. ;515 assistance
has included\written gu1dance, surveys of personne1 pract1ces in
the Directorates as requested, rev1ews of personne] handbooks,
and preparatxgk of status reports dna analyses for tﬁb Management

Committee and the DCI. These efforts cannot be Judged as out-

standingly successful--given the continued lack of Agenc

cwide
,appreciétion for wha the-“New Approaches %0 Personnel Man ‘ement"
is intended to do. But, still, the Staff must be given credit for
playing a useful role J\?ing a difficult tran;\\ﬁ nal period in
its publicizing ‘of new pgzﬁrams and, more partiCQTQFTy, in
backstopping them with usef;;\research.

7. The Staff is presently engaged in gssearch whﬂch should
have excellent payoff ‘for the Agency personhéT\system in\tpe
future. Together with be Staff Personnel Division, the Sgaff
is playing a prominent réﬁg in the newly—createdT§;>eers Committee,
established in response to SEyera] of the policy recommendations

NS

H-3

VMR
LL;%T'?JF‘ ? {

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4

S
4
,./

*




QEBMLT

Approved For Release 2002/11/04 : CIA-RDP79- 00498Agg@qopggoqppi4

y
Office of Personnel. Moreover, the currgnt recognition that the
-/

differences between contract and stafff%mp1oyees are diminishing
supports such conso11dat10n and Headgbarters component managers

were found to f%vor this idea, f1rst/advanced to the Inspect10n

I
Team by the DDA. Therefore, a.reco%mendation (No. 2) that contract /_

personnel] recorSf be so conso]idated\has'been included on
page A-15 of Tab.A.

Employee Personnel Records and Management Information

22. The personnel records system is the child (perhaps
the victim) of the decentralized type of operation that hgs
characterized‘Agency management for over two decades. Thié,:
and the complications infroduced over the years by cover,
compartmentalization, multiple émp]oyment categories and the
1ike, provide ample explanation for the Agenqy'slcurrent patch-
vork of records and record systems, none of which entirely faf]
to do their job but none of which seemﬁyhgljgﬂggggggte. The
Office of Personnel deserves high credit for somehow maintaining

ant satisfying most needs from a mixture of non-interlocking

&F

tind and computer operated records systems, while embarked on a 5

- V3-year long effort (to date) to develop and insert data into

¢ *odern, integrated, computerized replacement. The Inspectors

ey

¢ very favorably impressed with the abilities, attitudes

boes i

accomplishments of the people working at these often un-

cr2ciated tasks.

10
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16.  Considering this background, it is unsurprising that
numerous complaints about records and record compilations were
voiéed 5;;;;§Sihe customer survey. The more serious of these,
concerning official personnel folders, biographic profiles, and
the "skills bank" of data on employee qualifications, were examined
in detail. These are discussed in appropriately labelled portions
of Tab B. A recommendation (No. 1, appearing in Tab A) concerning
official personnel folders has already been mentioned. A1though'
some more minor suggestions about biographic profiles and the
"skills bank" are offered in Tab B, none seem to warrant a formal
recommendatioﬁ. The major issue is not how to make present systems
mere workable, but rather to ensure that the Agency sdccessfu]ly

and soon makes the move to an integrated, computerized personnel

-records management system.

17.  The 13-year history of Agency attempts to develop a
comprehensive human resources computer program is not a happy one.
First conceived in 1963, the program was intended to amalgamate
atl the key data eléments in a centr&] inter]ockiﬁg and mutually
supporting system. In 1973, after nearly ten fﬁustrating years
of effort on this so-called Support Information Processing
System (SIPS), a decisfon was made to take a new approach--one
that would sti}] weave together the various aspeéfs of human
resource data management (personnel, financial, contract and

Security) but would be built in step-by~step fashion, rather

LA
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than altogether. The new effort, called Management Assistance
Program (MAPS), was placed under the Office of Joint Computer
Services (0JCS) in 1974 where it continues to be developed.

For the Office of Personnel, the program will culminate in the
Persign II system. This will combine current and historical data
from most of the now-separate systems on a wide range of personnel
matters and will provide managers a readily available means of
informatioﬁ consolidation and recall.

18. The goals of this new system appear realistic and, as
stated above, we believe the early achievement of these goals
to be essential. The present mix of records systems cannol *
satisfy current needs for accurate and compiéte management in-
formation. Moreover, vital functions, such as gétting paychecks
out on schedule, now depend on slow, costly and redundant befson~
nel records systems which have undergone almost no modernization
while awaiting the advent of a faster, more reliable, more
effective, and cheaper integrated computer system.

19.  HWhile the Inspectors did not attempt to check in detail
the varied efforts of the several offices concerned with the MAPS
program to develop an. independent estimate of its likely completion
date, they found many indications that it, like its predecessor, is
falling behind schedule. These symptoms, discussed in Tab B,
itdicate inconsistent and conflicting priorities among the Offices

cencerned, working-level concern that things are not going as

12
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SECRET

planned, some organization confusion, and, possibly a certain
amount of self-deception. Actions designed to improve the
apparent situation, or at least establish that it is only apparent
and not real, are suggested for the Director of Personnel in
Recommendation.Nos° 3, 4 and 5, on page B-16 of Tab B..

20.  The chorus of comp1aints’by component managers about
the management information reports;initiated by the DCI in 1973
were also not une)jpected° The DCI?S prediction that five years
would pass before |the Annual Perso%ne] Plan (APP)'and the
Personnel DeVe1opnent Program (PDPi were fully deye]oped,‘accepted

and effectively employed appears di%tressing]y trie. OFf the two

reports,‘the ApPp cbuses component m%nagers the grégtest distress;
as a result it beé me a foqus of in@estigationn K

| 21.  The Inspectors found that {the more serio&§ factors
inhibiting earlier. acceptance of the'APP are not th&§e of report
content and complexilty. Although sim 1ificétion of éhe report
and its preparation procedures would help, é more impértant barrier
to overcoming natural inergjg; seems tj\be inadequate communica-
tions between Office J& Personnel and other pfopbnents of the con-
cept and component manggizs wﬁo must do the work of this
Hanagement-by-Objectives ‘effort. This problem ha§ been rec ggized

by the Office of Personnel \and efforts have been made to exp]dﬁt

available opportunities to ;;brove communication.

-

13
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is a product of ﬁﬁy/aecentralizei/ﬁgégﬁy

system. That rgle, for more than

plug of many effort

one of service/and suppart--activities for whiclf the Office
generally recgived high marks fyom component fanagers.

52.  The Director of Personnel is also assigned responsi-
bility for conducting reséarch,.for making statistical and
analytical studies pertinent to Agency personnel management and
for developing and recommending policies, standards and procedures

for personnel management in the Agency. In the light of tomplaints

that the Office of Personnel was not innovative, we investigated
each aspect of this assignment. We found a small but ambitious,
~important and innovative research effort. Although current

achievements in statistical and analytical studies cannot be

»

N A

regarded as impressive, delays in computer program development
rather than lack of innovations appears to bear the principal
blame.

93. Development and implementation of innovations in

versonneld management within CIA has\been and must ‘be a joint

vffort of managemeht at many levels End of the experts from the

~

*fice of Personnef? This approach iégrequired by the complexi- -

LIRS
s

e, variabi]ities;_and unique aspects of the mény~sided

',‘._.‘]ﬁ ., o . :
- -t1igence profession. It .is also a product of the Agency's
“ienization dinto semi-autonomous Directorates. We therefore

AN

",
\,
A\,
N,

27
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g0 MAR 1976

MEMORANDUM FOR: Deputy Director for Administration

SUBJECT - Office of Personnel Survey Report

1. Two copies of the subject report are attached; one for your
information and another for forwarding to the Director of Personnel.
1 have also attached copies of my memorandum to the pcl about this
report. : ‘ .

2. 1 would appreciate receiving within 60 days your comments on
this report and word of your concurrence--or reasons for non-concurrence--
with its recommendations. ' _ .

25X1A

Donald F, Chamoertarm
Inspector General

Attachments:
As Stated

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4
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" Review and Comments on Recommendations
Contained in IG Survey. of the Office of Personnel

L)
nwe LI ]

1. " Recommeridation No. 1. (Tab A - Page. A-12)

""That the Office of Personnel implement a 'means by
which the condition of active Official Personnel
Folders can be assessed in terms of the presence
of misfiled or unauthorized documents and the . -
absence of documents that should be included. . If
widespread serious inadequacies are found to exist,
review and correction of all active folders should
be undertaken, : B

Comment :

The Office of Personnel has long had procedures for continuous
sampling of the Official Personnel Folders to identify the presence of
misfiled or unauthorized documents. On the basis of the statements
and recommendation of the Inspector General, we will develop and
institute additional surveys by inviting an appropriate number of
employees from various components to personally review their own Official
Personnel Folders to detcrmine the presence (and extent) of misfiled or
wauthorized documents and the absence of documents that should be
included in accord with Agency policy. The results of this survey will
. be studied to determine the nced for a review and correction of all
active Folders. The Office of Persomnel Central File Room receives and
: files some 112,000 documents in an average year. Under improved pro-

. cedures instituted in March 1975 and the addition of two part-time
employees in January 1976, filing backlogs were eliminated. All docu-
ments received in a current week are filed in the OPF prior to the end
of the following week. S -,

2. Recommendation No. 2 (Tab A - Page A-15)

""That the Director of Personnel assume custody and
responsibility for all Official Persomnel Records on
contract employeces."

- Comment :
The Office of Personnel supports this recommendation. We
propose that the IG should recommend to the DCI that he issue instructions

to the Deputy Directors that this program will be implemented. There
are space and manpower problems, however, which must be resolved in

b-&_’lii-h
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order to do so. At present there are approximately[:::::]active contract
employee files for full-time permanent, part-time and intermittent
employees, requiring 41 cubic feet of storage space. At least twice that
amount of space will be required to accommodate the records which make

up official personnel files. This would include the redesign of the

files with dividers and the inclusion of new material such as PHS forms
and Fitness Reports which will soon be required for all contract employees
in any case. The establishment of these official files and the day to

day maintenance thercafter will require the services of additional file

clerks.

3. Recommendation No. 3 (Tab B - Page B-16)

"That the Director of Personnel, working with the
Director of 0OJCS, review the priorities for PERSIGN
II in terms of manpower assigned and the physical
arrangements allotted to staffs."

Comment :

We concur with this recommendation. The DDA has recently
established a MAPS Review Committee, made up of representatives from
cach of the primary user offices who are meeting to reaffirm the rclative
priorities of all of the MAPS related projects to assure adequate OJCS
manpower coverage on first priority tasks. The number of OJCS personnel
repoyted as "assigned" to PERSIGN tended to create impressions of fuller
coverage than was in fact the case. Other priorities imposed on 0JCS
continuously tended to drain manpower resources from PERSIGN and other
related MAPS projects. Maintenance of PERSIGN I, the RCA 501 system
and the PERCON program, the enlargement of the data base to permit inter-
face of PERSIGN with CENBAD, CENCO, the PAYROLL system, etc. have all
contributed to the staffing problems. The physical work space of the OP
staff (i.e., ADRS) analysts had been very poor in the Headquarters :
location but is much improved in their new location with OJCS in
Building but still leaves something to be desired in terms of ''quie
areas necessary to further design of specifications for the PERSIGN II

system.
STATINTL

4. Recommendation No. 4  (Tab B - Page B-16)

"That the Director of Personnel, working with other
Offices concerned with the MAPS program, review the
elecments of PERSIGN II and assign subsidiary priorities
to those which do not represent key elements of personnel
data urgently needed for managerial decisions or for
provisions of personnel services." '

2
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© Comment:

This is a valid recommendation., Priorities, emphasis, statu-
tory requirements and.Agen¢y'policies have and will continue to change
as PERSIGN II is developed, requiring continuous updating of the system
to assure its future responsiveness to Agency requirements when fully
implemented. Basically,. the elements in PERSIGN II are those appearing
on the Notification of Personnel Action which conform with Civil Service
standards and Payroll system requirements plus a certain amount of ]
Fitness Report and overseas service data for CIARDS. Some items peculiar
to the Agency were added, such as. PRA, development complement and sub-
category data, but these are necessary to service reporting requircments
levied by Agency regulation on the Director of Personnel to support
Heads of Carcer Services and operating components. Questionnaires were
sent to all users of reports several years ago requesting suggestions
- for changes and additions. Some of the suggested additions were included
in the design of PERSIGN II but most were rejected as being too specialized
or inapplicable to the Agency as a whole; for example, health problems
of wife or children, projected rotational assignments or training, special
work related skills, etc. It Has always been envisioned that PERSIGN II
would provide the basic personnel data for subsidiary systems which could
be tailored to meet individual Office and Career Service specialized

requirements.’

5. Recommendation No. 5  (Tab B - Page B-16)

"That the Director of Persomnel request that the
Dircctor, OJCS obtain his concurrence before under-
taking personnel-related jobs for other organizations
that are likely to impact unfavorably on early com-
pletion of PERSIGN II." :

Y

_Cdmment:

We concur. There is a mutual understanding that OJCS will not
amndertake personncl-related projects without the approval of the
Director of Persomnel but this point should be recmphasized because
pressure is building up again for individual manning tables for all of
the Offices in the DDO. Many of the Agency's component managers are not
fully appreciative of the current state of development of the MAPS
systems and the limited resources. that OJCS has available to bring up
the primary project (PERSIGN II). Diversion of OJCS resources
immediately creates slippage in progress toward completion.of PERSIGN II.

6. Recommendation No. 6  (Tab D - Page D-8)

"That the Director of Persomnel find means as soon
as possible of conveying to component managers a more
accurate view of the capabilities and achievements of

RAD's outplacement assistance program.'

3
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" Comment :

. We support this recommendation and will take the following
actions to effect accomplishment:. , .

‘a. - Include appropriate information on the official bulletin
boards under the category ''Did You Know."

b. " Prepare an article on this subject for the DDA publi-
" cation,. ""The Exchange."

C. Consider the issuance of a Headquarters Notice.
--d., Have C/RAD contact the various Carecer Services and
- offer a briefing to their staffs concerning the
services of RAD.- :

e. Insure that OP officials in addressing various groups
4; include comments regardlng outplacement act1v1t1es.

7. Recommendation No. 10 (Tab H - Page H-9)

"That the Dlrector of Personnel, in collaboratwn

with the Director of Training, develop a one-week
" training course for Office-level managers and their
deputies on CIA Personnel Administration and Manage-

' . ment and that the Director of Personnel join with .
the Inspector General in recommending to the Manage-

- ment Committee that all Washington-area Office-level
managers and their deputies be required to attend a
running of this course within a year of its initiation."
Comment: ’

-

In our comments relative to the IG's Recommendation No. 7,

"~ we included the proposal that the Office of Personnel establish a

position management and classification orientation program to educate
Agency managers on the objectives and responsibilities of these
managerial elements. In addition to that proposal, we concur with: the

. intent of Recommendation No. 10 and will explore the matter with the

Director of Training. We propose, however, the following alternative
recommendations: o . .

a. That required attendance at this course be directed
at all current Division and Branch-level managers
and in the future, all newly assigned officers at
these levels within three months of their assignments.

4
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b. That the Inspector Ceneral recommend to the DCI that
he issue implementing instructions to the Deputy
Dircctors stressing mandatory attendance at this
course by their appropriate level managers.

c. That pertinent subject material be covered in a three-
day course rather than a full week-long program.

The Office of Persomnel presently has an hour at the IWA, an
hour, plus an cvening session shared with EEO and the Office of Security,
at the Midcareer, and two hours at the Management Seminar to cover ‘
certain aspects of the Agency's personnel management system. The time
allotted in these courses is barely sufficient to cover the specific
topic and allows no time to review the finctions and the responsibilities
of OP as a whole. We have been discussing within OP- the nced for a
greater segment of time in these courses to pemmit a 'whole picture'

‘presentation, and will be taking the matter up with the Director of

Training. We feel that understanding and comprehension”of OP's role
in the Agency's management system is cssential for supervisors and
managers at all levels, and belicve, in addition to the course for
"Office-level managers," improvement can be made by expanding the cur-

rent presentations.

5
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Response to the Inspector General
Survey Report as Related to the Position
Management and Classification Functions
" of the Office of Personnel

1. ~ TIntroduction

a. The Agency's position management and classification
finction is sufficiently important to warrant a separate response and
specific recommendations by the Office of Persomnel.

b. The position management and classification function of
CIA, other Federal agencics and organizations in private industry is
acknowledged by managerial "experts' as one of the most vital and
significant élements of any large and complex organization's personnel
finction that permits top management of an organization to translate
raw personncl ceiling and manpower budgetary allocations into organi-
zational and graded position structures as a basis for the recruitment,
assignment, retention, and promotion of the workforce to accomplish
the missions of the Agency. Inherent in the position management and
classification program is the nced to maintain pay equity for comparable
positions throughout the total organization, recasonable comparability
with similar jobs outside the organization (to assure competitive status
in the recruitment of qualified applicants and the retention of the
onboard workforce), permit Agency control over average grade lcvels
and preclude unjustifiable upward creep in payroll costs. It is essential
that a centralized control mechanism be maintained overseeing and ful-
filling Agency position management and classification functions so as to
provide the Director with an effective means to carry out his responsi-
bilities in this vital area of Agency management.

c. We believe that the Inspector General team was seriously
limited in terms of the time available to research fully such a techni-
cally complicated professional function and, therefore, based many of
their conclusions on "customer' reactions, some quite valid but many
quite superficial and parochial. Nevertheless, the IG team did explore
the PMCD function and developed a number of conclusions and recommenda-
tions worthy of consideration and action.

2. Background

a. One of the dynamic factors central to the evolving scope
and structure of the Federal Compensation System has been the changing
nature of the workforce needed by the Federal Government to perform its
mission. The growing complexity of the Federal mission has led to a
parallel growth in the variety of skills required in the Federal work-
force, as reflected in the great number of distinct occupations and
jobs found today in the Federal Government. It is the task of the
classification and pay system to keep pace with these developments in
order to establish fair and cquitable salary distinctions among the
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myriad occupations and jobs in the Federal service. The need to estab-
lish and maintain this apprcpriate internal alignment of pay rates within
the Federal service has been a continuing problem for Congress and the
Executive Branch.

b. Over the years, the Federal compensation system has
developed from a simple, almost ad hoc, process to the current highly
structured and intricate system. According to legislation passed by
Congress in 1795, agency hecads could use their own discretion to deter-
mine how many clerks to hire and how much to pay them, provided that
the agencies did not exceed either their appropriations for salaries
or the maximum salaries established by Congress. From 1818 to 1830,
Congress used what came to be called the ''Statutory Role" system of
appropriating money for Federal salaries. A specific number of clerks
was allocated to each agency, and a ceiling was placed on salaries paid
to "principal clerks." Such wide discretion on the part of agency heads
to manipulate salaries was the seed of inequity in Federal salaries, not
only among but within agencies. With the growth of Federal service and
proliferation of agencies, Federal employees began voicing concern
about the lack of systematic internal alignment in the Federal service.
For almost a hundred years, Congress recognized the need for some means
of attaining this goal but it was not until the Classification Act of
1923 that Congress established a formal policy of systematic internal
alignment. Such a policy was expressed in that Act as requiring ""equal
pay for equal work" for all employees subject to the Act. This policy
was reaffirmed in the Classification Act of 1949 which created the
present General Schedule (GS) system. Although CIA was exempted from
the Classification Act of 1949, the Agency is on record that it would
follow the basic philosophy and principles of the Act.

c. During the past eighteen months there have been woiced
a number of additional concemns regarding the rising costs of Federal
compensation and particular concern over the escalation of position
grade levels. Emphasis toward curbing this escalation is focusing an
increased centralization of responsibility with top Agency management.
In early 1975, President Ford expressed his concern over rising personmnel
costs and asked the help of heads of Departments and Agencies in slowing
the upward trend. CIA's support for these efforts was reaffirmed in
May 1975 in a letter from Director William E. Colby to the Director of
OMB in which the Agency's scheduled position management and classifi-
cation surveys were listed as a significant means of insuring maximm
efficiency and economy in the use of personmel. The Civil Service
Commission, in its "Report to the President on Cost Reduction Initiatives
in Persomnel Management’ in November 1975, listed position management
and classification as one of the areas offering significant cost reduc-
tion opportunities. Additionally, the Comptroller General submitted
a "Report to Congress" in December 1975 expressing in the strongest
terms that the classification of Federal white-collar jobs should be
better controlled. Specifically, the report stated that "Maintaining
the integrity of the classification system is agency management's direct
responsibility. But some manager's attitudes are not conducive to

SEGRET
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making the classification process work: managers have inflated position
descriptions, pressured classifiers to overgrade positions and have
been reluctant to downgrade overgraded positions," and ""because of some
agencies! weak controls and pressures exerted on classification, the
problem warrants considerably more managcement attention.". Finally, the
recent institution of a new Scnate Oversight Committee on Intelligence
makes it imperative that the Director be supported and protected by a
strong personnel management system assuring maximum effectiveness in the
manpower resources area.

3. Genéral

a., The IG Report identificd many of the problems encountered

" in the current operation of PMCD's position management and classification

program. As noted in the IG Report, PMCD has recognized these problems
and has been taking a number of corrective measures to improve ' PMCD
staffing and develop clearer, more precise position standards and
evaluation systems. Unfortumately, the IG Report contained what we
consider to be a mumber of misconceptions concerning the operations,
methodology, and goals of PMCD's position management and classification
program. The Report relies heavily on Agency component customer reaction
and interpretation of PMCD'$ program, and it is possible that this

factor led to many of the apparent inconsistencies and misunderstandings
which we find in the Report. The lack of a clear definition of authori-
ties and an appeal and cnforcement system jdentified in the Report are
certainly valid and critical elements relating to the improvement of
performance of the program.  However,- the recommendations and conclusions
made by the IG in its Report do not fully address the resolution of
these problem areas within the context of job/pay equality.

b. As cited in the IG Report, there is a fundamental require-
ment to establish and maintain an Agency job/pay cquality system, and
PMCD is now the heart of the Agency system which represcnts to OMB and
CSC an active, demonstrable effort to enforce CIA's policy of general
conformance to the concepts and principles of the Classification Act of
1949, PMCD performs these functions through a program which includes
a combination of periodic entire component surveys; surveys and reviews
of component partial reorganizations as required; and individual position
reviews requested by components. All of these methods involve similar
elements of evaluation such as comparisons with established CSC and
Agency standards, comparisons with other organizations and positions
within the Agency, and comparisons with organizations and positions
in other Government agencies and, in some cases, private industry.

Since the Agency is committed to follow the basic philosophy and prin-
ciples of the Classification Act of 1949, any departure from these
norms would make the Agency vulnerable to external questions .concerning
the validity and cquity of its position and pay structure.

c. Although CSC position standards are utilized as an inter-
gral part of the Agency classification system, PMCD has . long recognized
That these standards cannot be applied rigidly in evaluating Agency
positions. The mission of the Agency and the environment in which it

3
SEGHL

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



Q?ﬂﬁzm
TR

w s !

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4

operates necessitate the consideration of unique functions in many CIA
positions that are not found in positions elscwhere in Government.
Because of this, PMCD has used the CSC standards only as general guide-
lines in evaluating occupations and positions according to such factors
as the skills, knowledges, and responsibilities incorporated at various
grade levels, and as a basis from which to evaluate the additional
unique functions found in many Agency positions. - In addition to these .
general guidelines, position audits are conducted to clarify the specific
responsibilities, functions and peculiarities of the positions being
‘reviewed, as well as the incunbent's involvement in the component's
programs. Position evaluations based on comparisons without detailed
knowledge of the functions, responsibilities, and program involvement
would result in a superficial and unacccptable allocation by title

and pattern.

_ d. The classification of positions camnot involve merely
the review of the specific position in question without some under-
standing of its relation to other positions within the organization in
which it functions. Many organizations can effectively utilize the
traditional hierarchial structure, while others can more effectively
utilize a less structured or team concept. The type, level, and
fluctuations of workload requirements must be considered to insure .
that the position allocations not only meet the principles of proper
job/pay equality, but are also responsive to the needs of the organiza-
tion concerned. Because the methodology of PMCD's position management
and classification program incorporates all of these factors in the
allocation process, it is difficult to understand the IG comment that
"PMCD considers only hierarchial organizational structures, makes
position comparisons by title and grade rather than by specific factors
and responsibilities, and does not consider workloads when recommending
professional-to-clerical ratios." It is precisely the manager's constant.
need to restructure his resources and adapt positions to the talents of

available personnel that underlies the basic function of position manage-
ment and classification as performed by PMCD. For these reasons, the
role of PMCD has for several years included not only classifying, or
pricing positions, but also the function of position management which
“incorporates considerations of organizational structure and position
relationships.

e. An important part of PMCD's position management and -
classification program is the periodic survey program instituted
approximately five ycars ago. This program was designed to include a
complete organizational and position review of each Agency component
by PMCD once every three years. It was instituted to address many of
the arcas in which the IG noted component criticisms and does in fact
provide feedback to component management concerning the overall structure
and organization of the component. This feedback usually involves com-
ments regarding under-utilized manpower, duplication of work effort,
unclear supervisory channels and other related items. It is provided
with the full recognition that it is the manager's prerogative to accept
or reject the organizational and management related recommendations.

4

eraTo.

LI f&i-‘?

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



SECRET

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4

Such recommendations, however, are based on total component survey

audits in which the ecmployées thémselves have provided much of the
information concerning the problem areas., The conduct of these surveys,

- cither in temms .of cvaluating position levels and structures or in
terms of providing feedback to management concerning apparent organiza-
tional ancmalies, is entirely within the capabilities of a professionally
trained GS-12 or GS-13 Position Management Officer who functions as a
specialist in evaluating positions and position structures.

. £, Criticisms relating to the delays in obtaining and com-~

pleting PMCD reviews are valid in many cases. In terms of workload,

the Position Management Officers in PMCD are presently responsible for
approximately three times the number of positions handled by classifiers
in most other Government organizations. This workload has been further
compounded by the need to allocate considerable time and resources to
develop an Agency variation of the new Federal Factor Evaluation system,
Additionally the unexpected and extensive revisions of the Federal
guidelines and rules for implementation of the Fair Labor Standards Act
imposed severe workload pressures on the Division. To meet these prob-
lems, PMCD has increased its staffing through the recent assigmment of
several trainces and is attempting to retailor its component survey
program to reduce the number of surveys to those in particularly critical
areas. : S

g. In addition to these suggested areas of possible improve-
ment in the current position management and classification program in
the Agency, the IG Report has validly identified several fundamental
issues which greatly impact on the effectiveness of the program. The
issues of unclear control authorities, and the need for an effective
formal appeal and enforcement system, have a direct bearing on PMCD's
‘effectiveness, and therefore on the Agency's position management and
. classification program. However, the IG recommendation that these
issues be resolved by delegating to Deputy Directors the authority to
establish positions and to hear and decide classification appeals would
likely result in a large sacrifice of position/grade equality and overall .
- program quality. In addition to a loss of equity, experience has shown
that a decentralized system usually requires greater manpower to accom-
plish the same tasks than would a centralized system. Decentralized
classification systems have already been tried in the State Department

. and other Governmental organizations with distressing results. The

State Department's experiment with decentralized classification is
particularly worth noting, as summarized in a Department of State
Newsletter (May 73):

"The Deﬁartment is implementing recommendations that

resulted from a worldwide classification study of all
Foreign Service officer positions.

5
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This study, which is the outgrowth of Management Reform
Recommendations and work of Task Force 1 in September-
October 1970, has sought to establish a valid position
classification structure for the Foreign Service.

A1l officer, positions, regardless of their location
(U.S. or abroad) and pay plan (FSO, FSR, ESRU, FSSO),
were individually reviewed by a professional staff

of classification analysts.to determine their appro-
priate level,

To recount briefly the reasons for this study, it
will be recalled that from June 1962 until February
1971 position classification authority was delegated
to major organizations of the Department, -

A general escalation of grade/class levels took
place during this period. This is attributable to
several causes, primarily (a) pressures by manage-
ment within the bureaus, (b) in some cases, the
inexperience of the personnel technician responsible
for position classification, (c) a tendency to pro-
‘ject future programs or shifts in program emphasis
which later failed to materialize, and/or (d) the
competition between the bureaus to obtain and retain
the best qualified officers which sometimes involved
placing artificially higher grades on positions to

) induce an officer to take an assignment."

"The following illustrates the overall changes
resulting from this study:

FSO - 1 and 2 Reduced by 23%
FSO - 3 Reduced by 6%"

To insure that the Agency is not subject to such criticism, the principle
of equal pay for equal work must be assured. Such equity must be main-
tained not only within individual components, but also within the
Agency as a whole with an additional relationship to Government-wide
pay patterns. Unfortunately, experiments with decentralized classifi-
cation have demonstrated that managers are much too close to their
programs and their personnel to maintain an objective approach to

~ classification. The results generally have been the creation of dis-
paritics and a massive escalation in grade levels followed by a return
to a centralized classification system in those cases where position
classification systems were subsequently audited by an authoritative
and objective body. The damage is not casily or quickly corrected,
however. Nevertheless, there is indeed a critical nced for more direct
participation and substantive contributions by operating component
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representatives, clearly defined authorities, and the institution of a
definitive appeal and cnforccment system in the Agency, Although it
has been stated that appeal mechanisms outside the Directorate involved
would be umworkable because of the lack of subject expertise of the
appeal body, such a system under the Fxecutive Director was successful
in the 1960's and similar mechanisms are broadly and satisfactorily
applied in other areas of our socicty such as those involving judges
and arbitrators where the prime requirement is the weighing of the
presentations of opposing substantive experts. There is no reason to
believe that it could not again work in Agency classification, :

4, ° Specific Responsé to IG Tntroductory Remarks Concerning:
PMCD (Tab G)

a.” Page G-3, para 4d.

“PMCD's contributions toward establishing and
" monitoring job/pay cquity are relatively ineffec-
tive at grades GS-14 and above . . . its down-
~grading recommendations sometimes restrict future
headroom but have little effect in the sense of
causing transfers or demotions of incumbents,
As one senior manager puts it,“the-outcome
depends on how well the Office 'spows! PMCD,Y

Comment:

: Concern for establishing appropriate and equitable
position grade levels must be a joint responsibility of component managers
and PMCD. It is not PMCD's intent to cause a demotion nor require the
transfer of incunbents when positions are downgraded. The flexibility
of the Agency's staffing system (flexible positions, PRA's etc.) could
easily preclude such results in any cvent. The PMCD objective is to
properly grade cach position; in terms of managing the Agency's
resources, there is reason to expect that managers should have the same
objective. The phrase 'how well the Office Ysnows'! PMCD" implies that

" managers do not want positions properly graded.

b. Page G-4, para 5.

n, . . it is important to note that upward grade

creep in CIA is not significantly different from
that experienced in most other Federal agencies."

Comment:

A more dramatic and costly increase in the position grade
pattern of the Agency has not been experienced only as a result of con-
tinuous and positive monitoring by the Office of Personnel whereby
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unjustifiable increases in position grades have not been authorized.

In recent months, the President, the Director of OMB and the Comptroller
General of the United States have expressed concern over the need for
Agency top management to institute measures to reduce the escalation

of manpower costs and can be expected to take direct action if the
upward grade creep is not contained. Some time ago the Secretary of

the Navy decentralized authority to Navy and Marine commands for position
classification of civilian positions at the grade GS-15.1evel, In

July 1975, Navy withdrew this delegation of authority because of the
unjustified continual increase in the mmber of positions graded at the
GS-15 level. 1In 1973, the Department of State discontinued its decen-
tralized classification system when internal audits confirmed massive
escalation in the mmber of FSO-1 and FSO-2 positions. From June 74 to
June 75, the Agency's position average grade increased from 10,53 to
10.58, an increase of 1/20 of a grade point

STAT

c. Pages G-5 through G-7, paras 6, 7 and 9.

"Agency managers . . . allege that PMCD personnel
do not understand Agency functions and positions,
" much less their importance and uniqueness, and
insist on using Civil Service standards of position
- classification which many think are not applicable
to the Agency."

"CIA follows the Civil Service wage and grade struc-
ture, but the dynamic nature of the Agency's unique
role has resulted in management innovations which
are not typical of the Civil Service tradition,"

"In reviewing a mmber of PMCD surveys, we find
some validity to the frequently voiced assertion
that DMCD bases its judgment too closely on Civil
Service precepts . . . It goes to some lengths to
correlate CIA positions (which are frequently
unique to CIA) with positions elsewhere in the
Government, e.g., ‘an NSA journeyman computer pro-
grammer is a GS5-12; therefore, a CIA programmer,
who may in actuality work with a much more complex
system and set of problems, should be comparably
graded. We find many examples where PMCD used
comparisons which we judge to be invalid, e.g.,

we do not think a DCD contact officer should be
compared with a DDO case officer to establish
grade cquity."

8
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Comment :

: Whlle we Lecognlze the need to contlnuously strive to
nnprove our knowledge and understanding, we do not agree with the
allegation that PMCD does not understand Agency functions and positions.
‘Regardless of the classifier's 'level of experiénce or the extent of
prior knowledge of a component, he can call upon the knowledge and
experience of a nunber of other PMCD officers who have previously sur-
veyed the component, and he also has at his disposal. a wealth of pre-
viously acquired mission and function data together with specific

- position information which is maintained by PMCD relative to the particu-,

lar component. There is little chance that the PMCD officer, in con-
ducting a complete component survey, will not have a clear understanding
of the component's mission and fUnctions. : :

' PMCD does not rely on CSC standards for alloratlng positions.
Although PMCD utilizes CSC standards. and external comparlsons as applicable,
grade allocations in general arec made on the basis of comparisons with
other positions within the CIA. - If, in fact, PMCD evaluated positions
strictly by CSC standards, many of the Agency s positions would be found
to be overgraded by one to three grades. By the same token, it is
doubtful that GAO auditor$s would accept the view that standards which
apply t (ly 2 million civil employees have little or no application
to the employees in CIA. While there are positions and functions

~ in the Agency which are unique to the Federal structure, the uniqueness

is not all- encomp3551ng of all p051t10ns and . functions.

The Office of Peérsomel recognlzes the value and need
for greater substantive participation by representatives for the operating
components in the position classification function and strongly recom-
mends formal representation, both as rotating members of the PMCD team
organization and within the- component under classification survey. The
validity of judgments in position grade adjudication actlons can only be

a -

d. 'Page G-7, para 8.

"There is an 1nherent 1ncompat1b111ty between PMCD's -
preoccupatlon with fixed, unchanging positions and
managers' preoccupations w1th adjusting p051t10ns

to fit changing people."

Comment:

The inherent nature of the PMCD function precludes pre-
occupation with fixed, unchanging positions. Indeed, one of the primary
objectives in conducting position management and classification surveys
is that of determining whether position duties and responsibilities have
changed and making any necessary adjustments in the position grades (upward
or downward) to maintain grade equity within the Agency.

9
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e. Page G-8, para 10,

"We feel there is sohe confusion in PMCD as to its

appropriate role, i.e., whether to ensure job/pay

" equity or to control the rise in average grade and

the like."
Comment :

The primafy orientation of PMCD in its classifica

tion

role is to objectively evaluate positions so-as to establish proper-

position/grade structures and levels throughout the Agency. The Agency's.

average position grade limitations, like authorized ceiling, is
reality externally imposed by OMB and must be considered in the

a
classi-

fication process. We do not feel that job/pay equity and control of

average grade are contradictory concepts. :
f. Page G-10, para 14.

", i the initiation of the OIG survey,
aretired employee, was given a
contract to conduct a study of PMCD and to make
recomnendations designed to improve position
management and classification in CIA. The
Inspection Team found |study. of
considerable value in its own deliberations."

. .Comment: . -

‘ Prior to the recent Inspector General survey, the
position management and classification function, historically a

_ 25X1A.

Agency's
cen-

tralized responsibility and authority of the Director of Personnel, had

subject of an extcnsive and in-depth study (Report of Survey by
ated September 1975). The primary purpose of this study

was To determine the feasibility of some decentralization of responsi-
bility and authority for these important and essential functions to the”
Deputy Directors. The IG's statement as presented could lead to the
impression that the conclusions and recommendations contained in the )
paralleled those put forward by the Tnspector -General. ~
Nothing could be further from fact. Entirely opposite conclusions on

centralization were reached in the two surveys.
g. Pages G-11 and G-12, para 17.

"We suggest that the [PMCD] permanent staff be
given periodic personnel officer rotational
assignments to other Agency components (perhaps
two or three during a career) to obtain a dif-
ferent perspective and to gain more experience
with the problems of other components.'

10
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Comment ;

Approximately 70% of the current PMCD staff has served
“in other Agency components for one or more tours and more than one-
third have served tours overseas, The Office of Personnel (as stated
before) strongly recommends augmentation of the regular PMCD staff by
rotations of substantive carcer officers form each of the Directorates,

h, Pages G-12 and G-13, paras 18 and 19,

"Some managers argue for decentralized position
management and classification, They suggest that
professional job classifiers be assigned to Director-
ates, or cven to largé components, and that job :
classification be done wholly within such units,
They feel that existing constraints on nhumbers of
positions, scnior slots and average grade are ade-
quate to prevent empire building and that, within
these constraints, they are best able to decide
how to organize their components and assign grade
values to positions."

nSuch a decentralized system is in cffect at the
Energy Research and Development Administration (ERDA)
and it reportedly works effectively. However LRDA
uses a standardized system for cvaluating its
‘relatively homogencous positions and managers have
been trained in and are involved in the application
of this system, thus cnsuring a certain amount of
job/pay equity within ERDA. Irom this and other
examples, it appears that a decentralized system can
work satisfactorily in some organizations if system-
atic position standards have been developed and
managers understand those standards and are willing

to devote time to their application."
Comment ¢

As noted earlier, the results of decentralization in other
agencies have ranged from unsatisfactory to disastrous in terms of main-
taining agency-wide grade cquity and controlling grade escalation. With
reference to ERDA, it is correct that their classification system is
decentralized and utilizes a Benchmark/Factor Evaluation and Standards
program in their position classification process, ERDA's system was
last revised in 1958, does not include benchmarks for all occupations
and is considered by their management to neced updating, At this time
Benchmark/Factor Evaluation and Standards systems are valuable in
facilitating the classification process and assure participation by

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4
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substantive component officials in their formulation and application.
The system by itself, however, by no means assures job/pay equity .
within an agency at large and requires a formal oversight mechanism to
monitor its proper application in all elements of an organization.
ERDA does not have such an oversight control element and no certainty
that internal grade equity prevails. Although supervisors classify
‘their own positions, there is no formalized manager training in
classification. ERDA is currently plamning to develop a five-day

". course for supervisors which will be-administered by a training team
visiting the field offices. The effectiveness of the ERDA system in
terms of job/pay equity for comparable positions within the organization
is questionable. We do not share the IG's view that "From this and other. -
examples, it appears that a deccentralized system can work satisfactorily.™
We are not cognizant of the "other examples' that they are referring
to. We do agree, however, that the establishment of valid standards and
management participation are necessary. ' :

i. .Pages G-13 and G-14, paras 20 and 21

"The Civil Service Commission is developing a
position classification methodology called the
Factor Ranking/Benchmark System . . . Those who
‘are familiar with the system are enthusiastic over
its potential and cite as its advantages that it
is easy to understand (and) . . . is a more accurate
way to grade positions . . . PMCD has established a
separate Branch to develop this system for Agency

. use. " . _ o oo . :

"The Inspection Team was impressed with the potential
- of this system and urges the early development and
‘use of an Agency version to improve both position
 classification and conmunication on that subject
between PMCD and components.' .

" Comment :

As noted, PMCD has already realigned its organization
and staff assignments to develop the Federal Factor Ranking/Benchmark
System for application within the Agency. The Civil Service Commission
is charged with developing the primary guidance for this Government-
wide system through the Job Evaluation Policy Act of 1970, In this
statute it is stated that "Title II - Statement of Policy, Sec 201:

It is the sense of Congress that -

) '"(1) the executive branch shall, in the interest
of equity, efficiency, and good administration, operate under a coordi-
nated job evaluation and ranking system for all civilian positions, to
the greatest extent practicable;

12
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1(2) the system shall be designed so as to utilize |
such methods of job evaluation and ranking as are appropriate for use in
the executive branch, taking into account the various occupational cate-
gories of positions therein; and )
. _ "(3) the United States Civil Service Commission shall
be authorized to exercise general supcrvision and control over such a
system." ' :

. We support the IG's views that our efforts on this
system be continued. - :

je. Pagé G-14, page 14.

"Although most authority in CIA is delegated to the
Deputy Directors who supervise. the four semi- :
autonomous Directorates, the Agency must operate
as a single organization in its relations with the
rest of Government, including its conformance with
manning and staffing rules and restrictions. These
require that job/pay equity be maintained and

. monitored throughout the Agency, not just within
the Directorates . . . We question, however, whether
the Director of Personnel needs to retain authenti-
“cation control of official Staffing Complememts."

Comment: = - : : .
- .~ The "authentication control' of the Director of Personnel
is synonymous with final approving authority for an action. The
monitoring function to assure that job/pay equity is maintained through-
out the Agency would require some form of final "authentication"
authority if it is to.be meaningful. ' ;

k. Page G-17, para 25. _ - _ .

", . . We also question the infallibility of PMCD's

judgment. This is not intended as criticism of

PMCD or its personnel. They are not and cannot be

specialists in all the organizations or position

fields they are analyzing; therefore, they will

make errors in judgment and their decisions should

be subject to review and; if necessary, reversal."

Comment::

PMCD has never claimed infallibility in its judgments.
They are, however, professionally accountable in terms of developing

the best possible data on which they render judgments. More participation

13
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and input by knowledgeable substantive officials is essential and
necessary in the position adjudication effort. A formal appeal mecha-
nism for final review and decision of unresolved disagreements should
be installed. L

1. Pages G-18 through G:21, paras 27, 20 and 31,

_ "The main problem with the Director of Personnel/

DDA appeal route lies in the' number and complexities
of the disputes. Effective and equitable resolution
of them all would require amowunts of job knowledge,
position classification knowledge and study time-
that are simply not available to those with the high
level of authority and respect necded to impose .an.
undesired solution on a Deputy Director. Creation
of an appeal authority outside the four Directorates
. . . would face the same set of problems."

'"We conclude that there are only two solutions
available. The present system, lacking real enforce-
ment authority, can be continued and probably be
improved . . . but . . .most of the fundamental pro-
blems would remain.. The other choice is . . . to

make the Deputy Directors the appeal and decision. . -
authority, while preserving the Director of Personnel's
capability and responsibility for monitoring their
actions." ~ , '

No proof can be offered that the outcome of the

shift in authority described above will be good,

bad or indifferent. We are pursuaded, however,

that the risks of serious degradation are not :

great . . . and return to the present system-

should bepossible if we are proven wrong." B

Comment:

In the course of any given year,. several hundreds of
positions are surveyed and adjudicated without serious disagreement
between PMCD and - the operating officials concerned. There are nonethe-
less, some honest differences of opinion which cannot easily be resolved.
Many such "issues" originate from the operating manager's view that
PMCD is intruding in his area of authority and has no "right" to render
opinions let alone judgments on these matters. These managers are
strong advocates of decentralization of classification authority to
their jurisdiction.. ' -

¥
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The IG maintains that "creation of an appeal authority
outside the four Directorates' would not resolve the inherent problems,
and concludes that 'there are only two solutions available.'" It is
worth noting that the Executive Director in the 1960's acted as just

such an outside appeal authority and decided on solutions to any problems

with great success. In any case, the Office of Personnel believes a
nthird" alternative must be established that will assure maximum
objectivity for the Agency's position management and classification:
function; provide for more extensive substantive office participation
in arriving at judgments, and finally, provide a formal and impartial
appeal mechanism to resolve differences.

Organizations that have experimented with decentralization

of the position classification function have experienced serious problems

as regards deteriorating job/pay equity and grade escalation. A return
to the present system does not easily or quickly correct the damage done.

m. Pagos G-21 and G-22, paras 32, 34, and 35.

'"Headquarters Notice 7 January 1972,
established the Positionm survey Program with the
aim of scheduling and conducting position and
manpower utilization surveys in all components
with the objective of achieving complete coverage
of the Agency cach three years. PMCD is charged
with conducting the Position Survey Program.'

"Most component managers are extremely critical
of the PMCD periodic survey program, however..'

"One often-mentioned problem is that PMCD's man-
ning and priority systcm does not permit an early
response to a request for a reorganization-
generated survey, or rapid accomplishment of the
survey after it starts."

Comment :

The criticism cited by the IG are valid in terms of
early response or rapid accomplishment of the surveys after they have
been started. PMCD staffing authorization simply has been inadequate
in terms of the scope of requirements imposed. Additional allowances
have been reallocated within the Office of Persomnel's limited ceiling

to permit additional staffing in PMCD. Augmentation from the Directorate

would further assist to rcmedy this and other concerns.
n. Pages G-24 and G-25, para 38a.

"Unrcsolved differences with PMCD periodic survey
findings are sometimes never formally settled . . .

15
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Thercfore, we belicve the expenditure of three-six
months of component and PMCD efforts at three year
intervals for periodic position surveys to be
excessive when compared with the specific end
results achicved."

"fe belicve that static organizations should be
subject to . . . reviews . . . but at intervals
considerably longer than three years.'"

"~ Conment:

' It is true that unrcsolved differences are sometimes
never scttled. llere again, a formal appeals mechanism would eliminate
unresolved differences. Nevertheless, in almost every survey the large
majority of existing grade allocations are reaffirmed by PMCD. This,
to a considerable degree, insures that position grade equity is being
maintained throughout the Agency. We agree, however, that certain
organizations need not be surveyed as frequently as others.

5. Specific Response to IG Coriclusions (Tab'G, ?ages G-26
through G-30)

The conclusions (Conclusions G-1 through G-7) are incorporated
in the IG's Recommendations Nos. 7, 8 and 9. Our comments will be
addressed to the recommendations.

6. Recommendation No. 7 (Tab G - Page G-30)

"That the DCI delegate to the Deputy Directors
authority to authenticate staffing complements,
requiring them to consider PMCD recommendations
on position grades before effecting changes and
to exercise this authority within their alloca-
tions of staff manpower ceilings, senior slots
and average grade."

Comment: -

In their survey of the PMCD function, the Inspection Team
reached a conclusion that only two viable solutions are available -
reaffimation of the current system (with continued effort to improve
effectiveness) - an option which they reject as lacking real enforcement
authority, and the option contained in this specific recommendation that
the authority to approve position structures and grade levels be
delegated to the Deputy Directors within only the constraints of their
manpower ceilings, senior slots and average grade. It is worth noting
that| lafter an extensive and in-depth study of
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the PMCD role and finction, arrived at quite different conclusions.
and recommendations. (Sec attached copy of the summary of this report
submitted by | lin September 1975.- Attachment #1) - .,

" We believe that reaffirmation of the present system, as
currently constituted - even with some improvement - is not the solution

~ in meeting the necds of the Agency in today's environment but we also

LI EGIB

foresee different but comparable problems were the Agency to adopt the
IG's preferred option cited in their Recommendation No, 7. We have
strong convictions that the needs and best intercsts of the Agency at
large would be best served in a third alternative approach and propose
the following recommendations:

a. That the Director of Personnel continue to retain
~responsibility for conducting the position management
‘and classification function and basic authentication
‘authority for staffing complements. ' o

b.. -That the Deputy-Directors and Heads of Independent’.

. Offices, or a designated senior officer within their
components, meet with and jointly review and discuss
with the Director of Personnel any unresolved differences
pertinent to PMCD findings and/or recommendations prior
to final authentication of those portions of the staffing
complements involved. .

. c. That any unresolved differences between a Deputy Director
o ‘or Head of Independent Office and the Director of Personnel
.. 'be fully documented and referred by the Director of
L Personnel, together with all pertinent documents, to the
' Deputy Director of Central Intelligence for final decision.

d. That the regular staff of PMCD be augmented with the
.+ “yotation of an officer, grade GS-13/14 level, selected
by each of the four Deputy Directors and a representative "
~ from the DCI Group, for a two-year tour with PMCD to
participate in position management and classification
surveys of.components. within his parent Directorate.

e. That the Director of Personnel establish an Agency
position management and classification orientation
program to educate management at all levels as to the
objectives and responsibilities of this essential
element of personnel management. (NOTE: This is in
addition to our concurrence relative to the IG's
Recommendation No. 10.) ’

A
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7.  Recommendation No. 8  (Tab G - Page G-31)

"That the Director of Personnel monitor Directorate
and DCI Area adherence to their allocations and to
job/pay equity and recommend appropriate DCI. action
in cases where he cannot resolve differences with
the Deputy Director concerned."

Comment s

. We agree that the Director of Personnel retain monitoring
responsibility but in the context of the alternative rccommendations we
have made in our response to Recommendation No. 7,

8. Reéommendation'No; 9 V(Tab G - Page G-31)

"That the Director of Personnel revise PMCD procedures,
position surveys, scheduling, and manpower as indicated
in Conclusions G-3 through G-7 above."

a. Conclusion G-3:
In the area of position grade evaluations, PMCD should:

(a) Develop and maintain standards for position
evaluation use. :

(b) Participate in and advise on all position
"~ evaluation use.

(c) Insure that unresolved differences with component
managers over position evaluations are brought
to the responsible Deputy Directors for decision.

(d) Inform the Director of Personnel in cases when,
in the opinion of PMCD, decisions made by Deputy
Directors conflict significantly with equal pay
for equal work principles or cstablished pay
policies, e.g., pay scales for senior secretaries.

Comment:

Conclusions (a), (b) and (d) are consistent with current
responsibilities of PMCD. As regards G-3(c), the recommendations pro-
posed by the Director of Persomel in response to the IG's Recommendation
No. 7 would insure that the Deputy Directors had the opportunity to
discuss unresolved differences dirtectly with the Director of Personnel
and the institution of formal appeal to the DDCI for final decisions
if necessary.

18
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b. Conclusion G-4:

With regard to staffing complements, PMCD, in collabora-
tion with other Office of Personnel components, should:

(a) Establish staffing complement formats.

(b) Compile, produce and disseminate staffing
complements authenticated by the Deputy Directors
and produce and disseminate related management
information reports.

(c) Report to the Deputy Director concerned and to
the Director of Persomnel any non-trivial con-
tinuing instances when the totals of a
Directorate's staffing complements exceed that
Directorate's allocations of manning, senior
slots or average grade. _ : '

* Conment:

These conclusions csscntially reflect current .responsibility
and procedures with the exception that staffing complements are not
authenticated nor implemented without the prior approval of the
component concerned.

c. Conclusion G-5:

PMCD's responsiblity for conducting periodic'position |
surveys should be modified. . In this area: '

(a) PMCD should conduct periodic position surveys
in components that have received little attention
in conjunction with reorganizations for a period
of about five years.

(b) The Director of Personnel should initiate special
PMCD position surveys in other cases where he
has reason to believe that position classifications
need revisiomn.

(c) Neither periodic nor special position surveys
should be allowed to interfere with prompt and
rapid service or reorganization or other more
immediate necds for PMCD assistance.

(d) During all surveys, PMCD should restrict its recom-
mendations rcgarding the organization and management

19
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of component personnel to €ascs where organization
or management is the dominant consideration in
cvaluating position grades.

(e) PMCD should be permitted on its own initiative
to audit positions in any component in order to
obtain data neceded to establish, maintain or
improve position evaluation standards.

© Comment @

We agree with conclusions (b), () and (e). As regards con-
clusion (a), retention of the current three year survey cycle is pre-
ferred over a_five year cycle in terms of more timely recognition of the
need for adjustments to the position structures, etc. The continuing press
of ad hoc and priority special surveys and the neced to -address other
priorities with a limited number of staffers in PMCD may temporarily
require adaptation of the five year cycle as proposcd by the IG.. We are
not in agrecment with concluson (d). In their surveys, PMCD's observa-
tions and recommendations relative to the organization and management
within a component are directed at manpower resource considerations such
as effoctive utilization of persomnel, skill mix, duplication of work
effort, clarification of supcrvisory channels, internal commmications,
and the like. This information is provided to component managers as
oedback! for his consideration in carrying out his managerial responsi-
bilities. Fecdback from the majority of managers of surveyed components
last year indicated affirmative attitudes toward the usefulness of this

type of information.
d. Conclusion G-6:

_ PMCD should accelerate the development and trial imple-
mentation of improved position evaluation standards and methods similar
to the Factor/Benchmark system now being developed by CSC for Government-
wide implementation by 1980. Tull CSC development of its system should
not be a prerequisite to development and trial implementation of an

Agency version,
Comment:
We are in full agreement with this conclusion.
e. Conclusion G-7:

The Director of Persomnel should review and alter the
organization of and manpower authorized for PMCD as necessary to meet
its revised mission.
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(a) It is important to note that PMCD manning must
permit prompt and rapid service of component
needs.- :

A program of rotating Office of Persomnel pecople

®) wil’zh' gxperiente as Cgﬂlponcnt,SUPport offlc;ers
through 3-5 year PMCD tours, and of rotating
PMCD professionals through componcnt suppprt .
officer tours, would provide a valuable cxperl-
ence base,

tati ersonnel from other Agency components
© ggf‘iﬁg?lgPﬁCD tours would contribute more.spfamflc
component knowledge and would be useful if the )
tours can be long enough for t}}e rotating personne
to develop and use job classification expertise.

Comment:

We agrece that PMCD manning must permit prompt and rapid o
service. With respect to the rotation of Office of Personnel peop (13: 12
~and out of PMCD, this practice is already being followed to some extent. .
The rotation of officers from other Agency components 1s strongly
supported by the Office of Personnel.

21
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OFFICE OF PERSONNEL SURVEY REPORT
MARCH 1976

Office of Personnel

1. The Office of Personnel is one of the Agency's 1argest

25X1A '
organizations though only about two-thirds of its careerists work in

the centra}ioffice itself. Its FY 1976 budget amounts to a little

over As of late last year the Office had a staffing 25X9
complement of[  Jull-time employees and some[ pdditional full

25X9

and part-time workers assigned main]y'to budgetary functioné and
related duties such as Insurance Program Management and the Credit

Union. Twelve of the Office of Personnel staffers served'[::::::::j

6X1A | | while 18 were in some form of training 25X1A

and as such were charged to the so-called Development Complement.
2. The remaining one-third of Office careerists serve

mainly as personnel offic rs detailed to other components fn the
y as pers ice ile _comp din 2BX1A

Agency. As of late last year some were so assigned within

the Agency, with an additional six at NPIC. These Office of
‘Personnel careerists are assigned to and paid'by the components

they serve. The DDO makes by far the moét use of such employees.
The Directorate of Administration also makes much use of Office

of Personnel staffers. They are also placed through the Directorate
of Inte1ligence’and the Direétorate of Science and Technology,

though not in such large numbers.
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- 3. The Office is organized in standard pyramidal fashion,
so far as the main personnel functions are concerned. A chart of
its brganization and key personnel appears on the‘next page. The
Director, Frederick Janney, has a broad intelligence and manage—

25X1A
ment background, having served at various times in his career

in three of CIA's four Directorates. His Deputy,| }

has served in a number of key positions in the Office of Personnel
for many years, and through his work has been associated with
most important peréonne]_activities of the Agency. Because of -
the particular §ensitivity of adverse personnel actions on the
well-being of the Agency there is a senior officer assigned di?ect]y
to the Director'of Personnel (Special Activities Staff) who
serves as an advisor and manager of difficult personnel problems.
“His work cuts across all Branches within OP and, in fact, serves
to support the personnel work of most offices throughout the
Agency. |
Survey Objectives and Methodology
25X1A "
25X1A

This survey was accomplished by a team headed by

| | The survey was an issue-oriented

inspection rather than a general study‘of managémgnt aspects of
the Office. The objective was to develop, for the'Director of
Personnel and higher authority, information on the effectiveness
of the major services provided by his Office and on the extent,

if any, to which Office of Personnel activities could raise
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questions regarding CIA involvement in illegal or inappropriate
domestic actions; to identify the sources of problems thus
raised and to make recommendations for solutions wherever feasi-
ble. It was intended that the 1nspection develop answers to
the following questions:
a. How well does the Office of Personnel meet its
customers' principal needs for personneT services?
b. Why are major customer—perceivéd,needs for Office
of Personne1.services 1ess-than fully satisfied? o |
c. What shouid be done to reduce or eliminate customer's
problems with services of the Office of Personnel? =
d. Could any Office of Personné] domestic activities
be regarded as illegal or inconsistent with CIA's charter
and, if so, what should be done to reduce or eliminate the
possfbi]ity that they might be so regarded?

5. The inspection was guided throughout by these key
questions. As a first step,‘the Inspection Team received briefings
on the functions of the Office of Personnel by its senior
exécutives. This provided a brief introductory look inside the
Office as well as a chance to become éonversant with the programs
now underway, the players involved and the'termianOQy used. We
“then reviewed the grievance files in the Offide o% the Inspector
General and, concurrent with this, carried out extensivé intér—

views with nearly all the key Agency executives in the Washington
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area. In all, the heads or deputies of 40 Offices, or the
equivalent, were interviewed. The objéctive of . this phase--
which wé feel was realized--was to become oriented with thé
Office of Personnel aé perceived by others.

6. Having cata]qgued the problems-~and the kudo's--which
arose in the initial investigation, a set of hypotﬁeses were
developed which were to be tested through an in-depth survey of
the Office of Personné] iise]f. At this point eight areas of
speciai concern had been.identified--eifhér because they figured
irequent]y in custoher complaints, or because recommendétions
set forth in the Rockefeller report identified these as areas, of
spec1a1 pubiic concern. Some of the work‘duties represented by
these areas of concern are handled entirely within a single
component of Office of Personnel--for example, outplacement service.
Other areas, however, not only cut across components within the
Office of Personnel but also required further study outside that

Office--for example, the human resources computer program. Once

25X9

underway, the Inspection Team interviewed over members

of the Office of Personnel, studied the files in most major
components of these Offices and, in many cases; studied collateral
academic and professional research on sucﬁ‘issues és the trends
in personnel research in.private'industry, the scope and duties
of the modern personnel office, and so on. |

7. It must be emphasizéd that the inspection did not make

a major effort to examine, report or recommend on the internal
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organization and management of the Office of Personnel ftself.
Nor did it delve deeply into services provided by the Office
which are generally perceived by Agency maha ers | .k ly /

e e

satisfactory. Most of the activities of Benefits and Services
’B;;;;;;;j—;;e Credit Union, the Special Activities Staff (adverse
personnel actions), and the Contract Personne1 Division came
" in that category. In genefal, the survey did not attempt to
interview all personnel. in any unit, nor sub-éombonents beiow
the Branch level. The fact of the survey‘was widely known
throughout the Office of’Personhe1,‘howeVer, and Inspectors were
avdilab]e for consultation with anyone. P
8. Several areas were initially thought by the Team to

require extensive>study but were later dropped as not having the /

EEQEISWS origina11y thought. In that category was the CIA

Retirement System (CIARDS) which is generally regarded as well

manéged and serving Agency needs in an appropriate fashion.

ConQersely, initially we considered that the Position Manage-

ment and Compensat1on Division (PMCD), hav1ng Jjust undergone a

review conducted under contract by a very senior former employee,

should not be scrutinized 1ntens1ve1y However, a rather

un1versa] chorus of complaints by Agency managers about PMCD l I () /
compelled us to . revise this decision. Wh11e we by no means

found evidence that all such comp]aints were valid, some of

the more significant recommendations of the survey concern that

component.
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9. This report offers a number of suggestions for enhancing
the value of the Office of Personnel's services to the rest of
the Agenéy and a few specific recommendations fbr effecting what
we believe to be necessary.changes. .It also refiects throughout
our judgment that the Office of Personnel is made up of highly
dedicated employees who carry out their work in a professional
manner in less than ideal circumstances. It is a good organization
and one which is carrying its weight with the rest of the Agency.

10.  The balanée of this paper is divided into two major
parts: summary sections and supporting Tabs, both akranged
according to the key topics. Specific recommendatioﬁs are mentioned

in the summaries, but are spelled out only in the Tabs.

Legality and Propriety

11.  An important part bf this survey was the examination
of practices followed.in the Office of Personnel to.ascertain
their compatibility with the CIA charter and with U.S. law ahd
custom. ActiQities that might be construed by oﬁtsiders as

lacking such compatibility were scrutinized very carefully. The

| Office of the General Counsel was consulted in the few cases

where the Inspectors had any misgivings on questions of legality.

A more detailed discussion of these investigations is provided
in Tab A. In all cases the charter and 1ega1_jusiificat16ns for
Office of Personnel activities were found to be valid. In

addition, the financia] practices followed by the Office were

7
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found to include all the normal precautions against misuse of
such funds.

12.  The Inspectors had particular misgivings about the —
permanent retention of reCOrds on job applicants for reference <;?
and use, primarily by the Operations Directorate, after staff "
employment efforts are abandoned. These.records, under nominal
Office .of Pefsonnel sponsorship, are not needed by the Office
of Personnel for its own uses. This practice was determined to
be legal by fhe Office of the General Counsel, to be technica?]y
compatible with the published description of CIA retention policy
for such fi]es; and to be justifiable under the unusuai require-

ments of the CIA mission. These conclusions do not eliminate

the possibility of_ggxfrse public reaction to the practice if its

- existence becomes known, however. Many CIA activities necessarily

involve risk of adverse publicity and the value of this one may
Jjustify the fisk. The Inspector General will bring the probTem
to the attention of the DDO and request a specific examination of
the current usefulness of this practice. A recommendétion con-

cerning its continuation or termination will be made after

- consideration of the DDO response.

13.  The Inspectors found that some official personnel folders

contain misfiled or unauthorized materials, or fail to include

S mm————

——

some documents that are supposed to be there. Determination of
the frequency and importance of such problems was not possible

during this survey. Current efforts to review and improve folder

SEGRET,
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tats Ao

contents were found to be very limited and no means exists to s.—w *\
Wéo‘*“‘f “j‘

assess the comp1eteness and accuracy of CIA folders in general.
14, It is not'clear that inadequacies in official personnel
folders, even if widespread, constitute a legal prob]em for the How q BT

— MM&W?A/ T
Agency. If, however, a s1gn1f1cant proport1on were found to

contain unauthorized advérse information or to exclude jmportant
favbrable materials, and Agency éfforts-to improve the situation
remain very limited, accusations of unfair pfactices might
receive favorable consideration by a court. In any case, even
" without legal incentives the Agency would want to gofrect such kay
a situation. Therefore, a suggestion as to how the condition of
the files might be asseséed and a recommendation (No. 1) that
the‘Director of Personnel take action to obtain such an assess-
ment, followed by correction of the fo]ders'if found necessary,
has been included on page A-12 of Tab A. '

- 15, Official personnel records on contract employees are
now divided between the Office of Persdnneliand Qperating Components.
Although inspection of the component portions of these files was
not aitemptéd in this survey, there is reason to believe that
fhey suffer from at least as many inadequacies in content as do
some of the staff employee records. As discussedrabove, it is not
clear that such inadequacies constitute a legal problem, but o
they should be corrected if widespread and important. This could

best be accomplished if the files were consojidated in the
9
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Office of Personnel. " Moreover, the current recognition that the
differences between contract and staff employees are diminishing
supports such consolidation and Headquarters component managers

were found to favor this idea, first advanced to the Inspection

P

Team by the DDA. Therefore, a recommendation (No. 2) that contract /
personnel records be so consolidated has been included on

&

page A-15 of Tab A;

Employee Personnel Records and Management Information

22. The personnel records system is the child (perhaps
the victim) of the decentralized type of operation that has
characterized'Agency management for over two decades. Thié,:
and the complications introduced over the years by cover,
compartmenta1ization, multiple émp]oyment categories and the
like, provide ample.explanation for the Agency's‘current patch-
work of records and record systems, none of which entirely fail
to do their job but none of which seem wholly adequate. The

Office of Personnel deserves high credit for somehow maintaining
¥

,){Lc)j e -
hand and computer operated records systems, while embarked on a LELHL//
. /’

and satisfying most needs from a mixture of non-interlocking

13-year Tong effort (to date) to develop and insert data into

a modern, integrated, computerized replacement. The Inspectors
were very favorably impressed with the abilities; attitudes

and accomplishments of the people working at these often un-

appreciated fasks.

10
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16.  Considering this background, it is unsurprising that
numerous complaints about records and record compilations were
;;;ZEE_EEF?EE\Ehe customer survey. The more serious of these,
concerning official personnel folders, biographic profiles, and
the "skills bank" of data on employee qué]ifications, were examined
in detail. These are discussed in approbriate]y labelled portions
of Tab B. A recommendation (No. 1, appearing in Tab A) concerning
official personnel folders has already been mentioned. ATfhoughA
some more minor suggestions about biographic profiles and the
"skills bank" are offered in Tab B, none seem to warrant a formal
recommendatioﬁa The major issue is not how to make present systems
| moré workable, but rather to ensure that the Agency s&ccessfu]]y
and soon makes the move to an integrated, computerized personnel
records management system.

17.  The 13-year history of Agency attempts to develop a
comprehensive human resources computer prbgram is not a'happy-one.
First conceived in 1963, the program was intended to amalgamate
all the kéy data e]éments in a centré] interlocking and mutually
sﬁpporting system. In 1973, after nearly ten-frustrating'years
of effort on fhis so-called Support Information Processing
System (SIPS), a decision was made to take a new approach--one
that would still weave together the various.aSpeéfs of human
resource data management (personnel, financial, contract and

security) but would be built in step-by-step fashion, rather

SECRET
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than altogether. The new effort, called Management Assistance
Program- (MAPS), was placed under the Office of Joint Cdmputer
Services (0JCS) in 1974 where it continues to be’deve1oped.
For the Office of Personnel, the program will culminate in the
Persign IT system. This will combine current and historical data
from most of the now-separate systems on a wide range of personnel
matters and will provide managers a readily évai]ab]e means of
informatioﬁ consolidation and recall. o

18.  The goals of this new system appear realistic and, as
stated above, we believe the early achievement of'these’goals
to be essential. fhe present mix of records systems cannot *
satisfy current needs for accurate and}comp]éte management 1in-
formation.. Moredver, vital functions, such as geftihg paychecks
out on schedule, now depend on slow, costly and redundant person-
nel records systems which have undergone almost no modernization
while awaiting'the advent of a faster, more reliable, more
effective, and cheaper integrated computer system.

19.  While the Inspectors did not attempt to check in detail

the varied efforts of the several offices concerhed with the MAPS

‘program to develop an.independent estimate of its 1ikely completion

date, they found many indications that it, like its predecessor, is

- falling behind schedule. These symptoms, discussed in Tab B,

indicate inconsistent and conflicting priorities among the Offices

concerned, working-level concern that things are not going as
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planned, some organization confusion, and, possibly a certain
amount of self-deception. Actions designed to improve the
apparent situation, or at least establish that it is only apparent
and not real, are suggested for the Director of Personné] in
Recommendation-Nos. 3, 4 and 5, on page B-16 of Tab B..
20.  The chorus of complaints by component managers about

the management information reports initiated by the DCI in 1973
wére also not unexpected. The DCi's prediction that five years
would pass before the Annual Personnel Plan (APP) and the
Personnel Development Program (PDP) were fully developed, accepted
and effectively employed appears distressingly true. OF the two
reports, the APP causes component managers the greatest distress;
as a result it beéame a foqus of investigation.

| 21. The_Inspectors'fbund that the more serious factors
inhibiting earlier acceptance of the APP are not those of report
content and cbmp]exity. Although simplification of the report
and its preparation procedﬁres would help, é more importanf barrier

to overcoming natural inertia. seems to be inadequate communica-

tions between Office of Personnel and other proponents of the con-

cept and component managers who must do the work of this

Management-by-Objectives effort. This problem has been recognized

by the Office of Personnel and efforts have been made to exploit

f

[

-~
available opportunities to improve communication. (} \GAX

13
SEGRET,

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



o WW m& ‘{ “‘é‘@u
Approved For Release 2_002/155@5 3 DP?\?W;EE/ 090005-4 i

22. Some of the APP's negative jmage comes from data base
inadequacies and statistical/discrepancies, the results of which
are obvious to Tine managers. They must themselves gather
considerable data they know to exist in the Office of Personnel;
they do not realize, however, that it is not readily accessible
there. Moreover, their organizations simply differ from the way
they are made to appear from the data that is provided by the
Offiée 6f Personnel. Data base difficulties will continde to
1mpede acéeptance of the APP and, to a 1esserlextent the PDP,
until the new human resources computer programs become available.
| 23. By definition, communications involve two or more -
pafties and all share the blame for failures. Discussion of
Office of Personnel actions and attitudes(re1ated to improving
their side of the problem are provided in Tab B. A]though'some
minor suggestions for change are included, the discussion reflects
a general endorsement of efforts now underway. Therefore, no
specific recommendations have been made.

Internal Placement and Movement of Personné]

24.  Many aspects of CIA functions and activitiés 1nhibitv'
“internal movement of personnel. Some, such as cover considera-
tions and the lengthy training and experience required for success
in many activities, create inherent limits on movement opportuni-
ties that can be overcome in only a very.few cases. It has long
been recognized, however, that some inhibitions are the unnecessary

product of Agency culture.

14
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25.  Because the need for improved means for effecting
personnel movements--particularly between Directorates--was
expressed in principle by many managers during the customer
survey, this topic became an issue for examination. A more |
detailed descrfption of this investigation is provided in Tab C.

26. We found the problem, although serious, to be 1ess
severe thaﬁ perceived by some managers. Encouraging trends exist,
particularly in the movement of senior personnel and of relatively ti?“'
junior personnel with outstanding talents. Office of Personnel ytzq
activities to fhrther these trends are well-conceived and uséfu1. Ao e ia

The sincere and extensive efforts by the Office to so]ve.diff?cu]tézgiyﬂ
c:

relocation problems are less effective than one would 1ike, but ‘ i g

-

-y

we believe there is Tittle more that the Office could do. We

believe the prime responsibility and action for improvement must

remain with 1ine management, including the Career Services. "The |

commendable Office of Personnel activity is about as it should _k
: —

be.

OQutplacement

27. Outplacement is a key element among those services

‘designed to reduce the uncertainties, income interruptions, and

other financial and emotional disturbances associated with
Teaving Agency employment. It is useful as a service for re-
tirees, but could have greater value as a means of encouraging

and expediting the departure of those employees who are no
15
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longer needed by the Agency because of manning reductions, less
than complete suitability for available positions, irreparable
'stagnation in place, or combinations of these factors.

28. During our investigation of this issue, discussed in
greater detail in Tab D, we found general agreement among combonent
managers that the Agency needs an effective outplacement service.

Almost all component managers believe the present services to be fd(xki(ifi)

essentially ineffective; however, although more could be accomp]ished
with/;ﬁ;;;;;;_EJEEEE—;;;';taff, we found the success rate of
present jobfpiacement assistance efforts to be qﬁite respectab]eﬁ
29, MWe Beliéve outplacement to be a valuable and necessary
part of the Agency's personnellprogram. We found disturbing
_remarks by‘Office of Personnel officials suggesting that the
funﬁtion of outplacement might be the first effort cut if Office
resources are cuftai]ed further. We question the validity of
thinking behind this attitude, judging the activity as én
1htegra1 part of modern management in a changing Agency. Our
éuggestions in Tab D envision some improvement at little cost;
. they do not reflect the judgment that‘significant improvement
- is required, but only that some is possible. |

30. Probably our most important finding is that. the out-
placement effort is apparently having few of the desired effects &7A§:1/ )
on Agency staffing because managers, and undoubtedly their Ql:\

subordinates, are unaware of its success. We have recommended
16
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(No. 6, page D-8, Tab D), therefore that the Director of
- RPN \/
Personnel take prompt steps to correct this mlsunderstandwng Eéij?fff”"

Recruitment and Applicant Processing

31. Office of Personnel recruiters are located in certain
principal cities throughout the éountry. As in the past, the
thrust of their recruitment activities is geared to the academic

dommunity. We have been advised that in the future more time Lk)fl{-z\Z

and effort will be spent recruiting in a non-academic environ-

ment. In years gone by, recruiters have served asprb1ib spokes-
' men for the Agency in the areas where they are:; however, morek
recent]y they have maintained a Tow profile and only on rare )
occas1ons w111 they officially represent or speak for the Agency.
32. The current quality of work by the recruiters 15'h1gh°
This can be.attrfbuted to, among other things, their professional-
"ism and their supervision. The adverse pub]icity which the Agency
has received during the past year has actually stimulated interest
and applications. The buyers market created by the state of the
" national economy has also helped. Regardless of‘the cause, the
recruiters are coming up with many truly outstanding candidates.
33. A1l personnel, both in the field and at Headquarters,
who are involved in recruitment and applicant processing, were
keenly aware of the inordinate amount of time that it takes for
an applicant to enter on duty; Some of this time is irreducible;

some, however, is of questionable necessity. We believe that
17
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requirements for field administration of the Professional
Aptitude Test Battery (PATB) is a principal cause of processing
delays. Another cause is the time required at Headquarters for
the components to decide whether‘or not to request'proceséing for
an applicant. This is a particularly bad probliem in the case of

some minority applicants, where the conflict between their some-

times inferior qualifications and the need to imggggg‘yhe.Agencyf§
EEO record leads to protracted indecision.

34. We believe the Office of Personnel is taking all steps
open to it to hold applicant processing time tola minimum.
Action relating to PATB and component review delays is the régponsi-
bility of the Agency components seeking new employees. Some
suggestions abouf conveying the need for action on these questions
to component manageré have been included in Tab E. That Tab afso

includes discussion of the apparently excessive level of re-

(;)od

| 4T
cruiting effort expended in obtaining a few tens of people for (Zwtéfki”/

-

the Agency's Career Training Program (CTP). The problem, which
involves the components whose requirements generate.the'recruiting

effort and the Office of Training (OTR), which manages the CTP,

‘Wi11 be investigated further during an 0IG survey of OTR

scheduled to start in two to three months. Recommendations for
corrective action, if still indicated, will be included in the

report of that survey.

18
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Clerical Career Management

35. The Office of Persohne]'s responsibility in c]erical.
career ﬁanagement is focused on establishing clerical General
Schedule (GS) pay standards. The topic, discussed in more detail
in Tab F, is treated separately from the Position Management and
Compensation Division (PMCD) discussion in the following Tab
because managers express considerable concern over Agency clerical,
particularly senior secrétary, grade policies.

36. The senior secretary grade subject was the topic of
.several Management Committee discussions in 1974/75. At Manage-
ment Committee difection, PMCD surveyed 62 senior secvetéry .

posftions for possible upgrading. PMCD concluded that CIA secretaries

receive sa]aries_ggmparab]e to or better than secretaries in | ,{2»{6;%j i

private industry and other government_agqujggwmbgmgggfgfg_~\
éimi1ar duties. The PMCD survey a]so‘highTighted other prob]ems,'
unrelated to salary, which cause secretarial dissatisfaction, '
e.g., underutilization, management attitudes, etc.

37. The IG Survey Team concurs in the PMCD findﬁngs‘and
suggests that the management course recommended in Tab H include
- section on clerical career management to better inform mahagers
about the rationale behind clerical pay $Cé1es and about work-
related problems which céuée clerical dfssétisfactions unre1ated

to salaries.

19
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Position Management and Compensation

39.  There should be no question of the need for some
system to establish and monitor job/pay equity-~the equal pay
for equal work prinéip]e, The Position Management and Compensation
Division_(PMCﬁ), which represents to OMB and CSC an active,
demonstrable effortuto enforce CIA's policy of general conformance
with the Classification Act, is now the heart of that syétem.
In a broad sense, the systeh is fairly effective in achieving
jts objective; hgﬂgxgrj_ﬂmcnls_contributions_ygry-by“gfgdewéﬂé_gxgg;f/4l(J
of position. It is very effective in its influeﬁce on secretarial

\_________,
and clerical positions, but relatively ineffective on positions

—

at grade GS-14 and above. This does not mean_that job/pay equity

is necessarily out of balance at higher grades, but only that

PMCD, despite determined and sometimes irritating efforts, has {

8 —

‘Tittle real voice in such determinations.

[E——————

40. The Agency is also required by OMB to prevent escalation
in its average grade and in its numbers of senior and supefgrade
positions. PMCD's respbnsibi1ities and authority in enforcing

adherence to 1imits on average grade, senior slots (i.e. positions

~at grades of GS-14 and above)rand supergrade positions_are-unc]ear.

The Director of Personnel monitors the Directorates' adherence to
these limits and tries to prevent excesses through use of PMCD
and his formal authority to refuse authentication of Directorate-

developed staffing complements--sometimes called Tables of

ECRET
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Organization (T/0's). His real authority is somewhat ambiguous,
however. He is empowered to monitor Directorate adherence to
average grade limits, for example, but only to advise on where
compensating changes may be made. Deputy Directors bear the
primary reSponsibi]ity for adherence to this and other 1im1ts.and
have most of the decision authority involved. PMCD's influence
on their decisions is limited and its share of blame or Credit
for Agency performance is uncertain. It is important to hote,

however, that upward grade creep in CIA has not been significantly

different from that experiehced in most other Fgﬁgrglﬂggencies.-
41. - The fact that PMCD is, among Agency managers, the least
popular organization in the Office of Personnel shou]d‘be no
surprise; PMCD's functions and its influence on official staffing
compiementé tend to restrict a manager's flexibility in organizing
his component and providing incenti&es and rewards for his
people. The nature and consistency of comments about PMCD by
‘compoﬁent managers point up, howeVer, the existence 6f more
fundamental problems than thbse éreated by this adversary fe]ation-
ship. These problems are discussed and analyzed in more deiafl
:in Tab G. They include managers reservations, which we share,
~ about the comparisons used by PMCD to classify positions, PMCD's
ability to understand the unique character of some component
positions, the time spent in negotiating differences in how‘a

few positions should be classified and the fact that unresolved

21
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differences are apt to stay unresolved. Moreover, PMCD's
manpower is limited--at least in relation to its assigned
responsibilities--and its schedu1ing is relatively inflexible.
This‘1eads to long delays-~sometimes a year or.more--in obtaining
PMCD reviews of component reorganizations. These delays, and the
unresolved differences mentioned above, lead to thé existence
of numerous conflicting de facto and official T/0's.

- 42.  PMCD conducts se]f-initiatéd periodic surveys of Agency
components to review position classifications and to advise
managers on how their organizational structures could be improved.

.

Component managers are usually unimpressed with such advice

from reviewers lacking both managerial experience and substantive g
knowledge of the component. Our investigations of several recent
periodic surveys indicated that few changes were really effected

in individual position grades_and few important PMCD-origindted
improvements'in organization structures occurred. .we concluded

that the fime and effort required by the surveys, at least on the

s

three-year cycle now .being attempted, is not justified by their
———
results. We also believe that PMCD should restrict its

recommendations regarding the organization and management of

component personnel to cases whére organizatiqn or management

is the dominant considerétion in eva]uating'position grades.
43. In practicé, managers are not now unduly restricfed

by PMCD's recommendations or by its influence on their staffing
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compTements. Undesired recommendations are frequently negotia-
ted away or ignored. No effective system of enforcement or
appeal has been formalized to deal with outstanding differences,
and various mechanisms, necessary for other reasons, provide
means of avoiding many of the restrictions in an unsatisfactory
Table of Organization. If a controversy attracts the attention
and support of a Deputy Director, his decision usually govefns
the actual outcome, although not necessarily the official staffing
complement. | |

44, It has been argued that PMCD,‘as a component of the
Office of Persbnnél, is buried in the Agency management hierarchy
and does not have enough clout to operate effect1ve1y and to

enforce its decisions (gggg@lgg,_i_has come to rat1ona1 dec1s1ons 1%“9 ~

which should be enforced). It has been suggested that the
yhich sh

. function be attached to the 0ffice of the Comptroller. We do not
~think the placement of the function is a significant factor in

improving its accomplishment. If the function were performed , [ [
competently with a greater degree of management understanding, { o
——-\—\\ﬂ :

if PMCD's authority were understood and spelled out in Agency‘

_regulations, and if its decisions could be_appea]ed and reviewed

by higher authority, then we believe it could function effectively

where it fis.
45,  The main problem with the present Director of Personnel/

DDA appeal route lies in the number and comp]exities'of the dis-
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putes. Effective and equitable resolution of them all would
réquire»amounts of job knowledge, position classification knowledge
and study time that are simply not available to those with the |
high level of authority and respect needed to impose an undesired
solution on a‘Deputy‘Director. Creation of an appeal authority
outside the four Directorates--e.g., the Comptroller or ihe |
Inspector General--would face the same set of problems.
-46.‘ Efforts are being made, as they have been for years,

~to reduce the number of differences by improvfng the quality of
PMCD's judgments, improving managers.confidence in those‘judgments
and, through negofiations at various levels, to reduce unresclved
differences to those few critical cases perhaps worthy of
Manégement Committee action. We applaud the efforts to imprové
the quality, and thereby the acceptability of PMCD judgments.
We find 1ittle new in these efforts, however, and little in the
outcome of similar efforts in the past to justify an expectation
that achievable {mprovemént, however desirable, will solve the
_probTems by itself.

| 47. We-conclude-that.there are gglz_;wg%ﬁg]utigns_ayailﬁble.
The present system, lacking real enforcement authority, can be
continued‘and probably be improved by better, semi-rotational |
PMCD staffing and development and imp]ementatfonrof better,\moré
understandable classification étandards{ wé believe these $teps

would help, but that most of the fundamental problems would remain.
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The other choice is--in addition to these steps--to make the
'Deputy Directors the appeal and decision authority, while
preserving the Director of Personnel's capability and responsi-
bility for monitoring their actions.

48. Whefher transfer of staffing complement authenticating
authority to the Deputy Directors would degrade, improve or
leave unchangedvthe Agency's performance in job/pay equity and
adherence to average grade and other ménning restrictions»is bound
to be a controversial question. Some would reéard'it as setting -
the fox to guard the chickens. Otherswould conténd that this,
in many cases, describes the present system, and, if coupled with
active and adequate monitoring by the Director of Personnel,
degradation in pérformance is by no means an inevitable result.
The more optimistic would even contend that providing control of
staffing complements to those now responsible for holding aQerage
grade, senior slots and supergrades within théir allocations
would remove any ambiguities that may now exist as to whefé that
fesponsibi1ity lies; would provide them uﬁambiguous decision
authority over a t001 1mportant in carrying out these résponsi—
bilities, and would improve the re]ationship‘between staffing
complements and reality by insuring that dispute§ are decided.
PMCD influence on component managers during negotiated settle-
ments might even be increased and managers might become a Tittle
less defensive and a Tittle less inclined to employ “snow"

tactics.
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49.  No proof can be offered that the outcome of the shift
in authority described above will be good, bad or indifferent.
We are pursuaded, however, that the risks of serious degradation
are not great--and return to the present system would be possible
if w?-are proven wrong. - The shift could be an improvement, per- | qﬁAL
haps an important one, over the present system. We believe AV
other possible changes in the system, such as total decentraliza-
tion or creation of a supra Directorate appeal authority to be ' \

. _ ! !
undesirable, impracticable, or both. We therefore 0n( \ )

.that the transfer of authority'shou1d be made. The details of our

proposals are}provided in the Conclusions and Recommendétions'
(Nos. 7, 8 and 9) starting on page G-26 of Tab G.

Customer Perceptions'of Agency Personnel Policy Development

50.  There is a widespread pgrception among Agency managers
that the O0ffice of Persohne], although a very responsive and
generally efféctive service organization, lacks initiatfve and
innovation in developing solutions to 10ng—standing_Agency
persqnne] problems. The more important of these.perceived
problems were selected as issues for examinafion in this survéy

_and have been discussed in preceding sections of this report. |
It is evident, however, that the fact of the perception, itself,
is a serioué problem. _-

51.  The perception is neither without validity nor wholly

accurate. That the Office is not the initial, apparent spark-
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plug of many efforts is a product of the decentralized Agency
personnel management.system and of the Office's role in that
system. That role, for more than twenty years, has been primarily
one of service and suppart--activities for which the Office
generally received high marks from component managers.

52. The Director of Personnel is also éssigned responsi-
bility for conducting research, for making statistical and
analytical studies pertinent to Agency personnel management and
for developing and recommending policies, standards and procedures
for personnel management in the Agency. In the light of complaints
that the Offiée of Personne] was not innovative, we investigated
each aspect of this assignment.. We found a small but ambitious,
important and innovafive research effort. Although éurrent
-achievements in statistical and analytical studies cannot be
regarded as impressive, delays in computer program deve]opmént _Vﬁf\kz
rather than lack of innovations appears tb bear the principal
blame. |

53. Development and implementation of innovations in
personnel mahagement within CIA has been and must be a joint
effort of management at many levels and of the experts from_the
Office of Personnel. This approach is required by the complexi- -
tieé, variabilities, and unique aspects of the mény-sided
intelligence profession. It . is also a product of the Agencyfs

organization into semi-autonomous Directorates. We therefore
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found it laudable, not blameworthy, that the Office works
through and with others in its innovative efforts to improve
CIA personnel administration. |
54.  Office of.Personne] histories proved to be invaluable

source documehts, some eminently readable. One in particular,
entitled "How We Got Where We Are;...," which digests a period
ending in 1968, but from a current prospective--it was published
in January 1975-~should be required reading for all component .
managers. We believe that an understanding of how and why the
Agency personnel management system developed as ft did, and a
- resulting comprehension of how it operates today, would have:‘
stilled many; perhaps most of the "no innovation® comménts. |

| 55.  Another important point emergfng from the history is
the length of time typically required for Agency-wide adoption
of and adaptionAto important personnel po]icyvdevelopments.: Six
yéars appears to be a typical, perhaps even minimum time. .
Mr. Colby, as a strong and powerful proponent of one such effort,
estimdted a lead time of five years before the progrém would |
be fuf]y accepted and implemented. | |

56. We beTievé that_]ead times such as these can.and must

be shortened. We share the view of component mégagers that our '
personnel management could and probably shou]d become more .
innovative--but we place responsibility hore.on them than on

the Office of Personnel for such shortcomings as exist. We
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find their misconceptions about the role and activities of the
Office of Personnel to be strong evidence that they-dd not
understand, and are therefore neg]ecting, their own responsi-
bi]ifies in the joint efforts required. The problem is primarily
one of communication, compounded by the difficulty of attracting
the attention of managers, busy with problems needing answers
today, to equally importaht but more abstract issues. This
communication problem involves many more personne]—re]aﬁed
éubjects than that discussed in this section .of our report.

57. We. propose that communication be improved through a

compulsory, short, one-week training course for Washington-area

Office-level managers and their deputies. The course could be

" presented fairly frequently, over perhaps a year, to speed the

~communication flow and permit attendance by all Without unduly

disrupting other activities. A recommendation for action in this

regard is presehted on page H-9 of Tab H.
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LEGALITY AND PROPRIETY

1. The legality and charter compatibility aspect of
the survey addressed particuTar1y those Office of Personnel
activities that\invo]ve the creation and maintenance of
files on American citiiens, that involve Ameriéan'organi-
zations‘and Americans wﬁo are not CIA employees in CIA
activities,'that involve personnel policies or actions that
differ significantly from normal Federal Government practice,
and that invo]Ve-financia] transactions. These activities
are discussed under suitable headings in the quTowing :
paragraphs. | '

Files on American Citizens

2. The Office of.Personnel maintains files or records
on Americans who are or have been employed by the Agency énd
on many applicants who are seeking or have sought such employ-
ment. These records fall within the four categories of such
files for which the Director of Personnel is responsibie.

‘These file categories dre numbered and described in the

Federal Register of August 28, 1975. The Office of Personnel
also maintains "soft" files on its own personne1; which are
part of the CIA-26, DDA "soft" personnel records system.

3. Manpower Files. File CIA-29, Manpower Control

System, includes various computer and hand-maintained
A-1
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compilations of data about CIA personnel. Retention of

these files is listed as permanent for currently operating

subsystems. The Federal Register indicates that a record

system, including disposal, will be implemented wheh the
system is fully operational. The Director of Personne]Iis
aware of this obligation. This system, designed to meet
internal managemeht needs, presents no problems from a
legality or charter compatibility viewpdint. '

4. Applicant Files. Retention of File CIA-30,

Applicant Files, is limited to two years in the case of
applicant files “piaced in process for employment but
subsequently cancelled." The practjces actually fo]]owed:
vary, depending 6n.the'stage at which the app]ication
becomes inactive. If a security investigation has been
requested, the Office-df Security will retain information

on the applicant indefinitely in its security investigation

file. 1In such cases Office of Personnel files are destroyed
within the two year Tlimit.* After such.destrﬁction the |
Office of Personne1.wi11 also, in most cases, destroy the
file cards used to identify an applicant and locate his file.
File cards are retained by the Office of Personnel only on
those applicants who were "panel cases" or were rejected for

security or medical reasons.

*At present, OP in response to Congressional requests, is
destroying no files.

A-2
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5. The retention policy for the CIA-30 file system
includes a statement that "Files on applicants who may be of

interest at a later date are retained indefinitely." 1In
fact, essentially a}] applicant files reaching Headquarters
which are not put in process are stored for three years
under Office of Personnel auspices and then are microfilmed
for indefinité retention, still under nominél Office of
Personnel confroj,-in-an.ISG/DDO microfilm copy file. This
practice was initiated many years ago in response to a CI
Staff requirement and, according to the General Counsel, is
justified as needed to verify possible reports from outsi@e
sources of attempts to penetrate CiA.

6. The ISG/DDO applicant system is separate from other
DDO-maintained files on personalities and individual files
can be located only if the applicant's name is known. The
number- of files in this system is approaching 200,000.
Dufing most of the last half of 1975 about six queries a
month were addressed to this system by various DDO Divisions.

The records immediately available in ISG do not indicate

- either the reasons for the requests or the frequency with

which the system was able to provide positive information in
response to them. This rate doubled in December 1975. The
reason for the increase is unknown, but the time of occurrence
suggests it relates to Privacy Act searches. A memorandum

fromvthe Chief, Counterintelligence Staff, states that
A-3
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“. . .there has been a substantial increase in the use of _

these files in the past two years, although we are not aware b

<

whether this use has resulted in significant information
being derived from the files." |

7. The permanent retention of a very large number of

- applicant files is within the letter but not the implications

of CIA's stéted file retention pfactice; Pub]ic exposure of
this practice (perhaps through FOIA or Pri?acy Act requests)
could generate adverse redctions and perhaps challenge of
the stated file retention policy. Although CIA must be pre-
pared to risk adverse publicity if necessary to filfill the
requirements of its mission, it is desirable that such risis
be justified by the value of the potentially unpopu]af

activity The Inspector Genera] w111 bring the risks of

S

adverse pub11c1ty 1nherent in the ISG/DDO retention of
app11cant f11es to the attent10n of the DDO and request a

vmore spec1f1c exam1nat1on of the current usefu]ness of the

C e e s s .

pract1ce. The Inspector Genera] s recommendation concerning

' continuation or termination of the practice will be made

after consideration of  the. DDO response.

8. Certain applicants who are unsuited for available

~staff employment vacancies have contacts or capabilities

A-4
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11. Many records on applicants received by field
recruiters are never furnished to Headquarters. These
records. range from notes made by the recruiter during a
single telephone confact to almost complete sets of
application forms. They pertain to applicéntS‘rejected
by tbe recruiter and to-appiicants with desirable
qua1ificafions_wh0 cancel their application or fail for

- other reasons to complete the paperwork or teéting required
for consideration by Headquarters components. Most
recruiters also maintain fi]e-cards on applicants they have

been concerned with. Except for the file cards, the
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recruiter-held records are destroyed, usually six months to
a year after the application has become inactive. Practices:
on file card preparation,_content‘and retention have varied
-widely among recruiters. A few retain the cards indefinitely
while some do not prepare such cards at all. Recently the
Office of Personhel has obtained copies of existing file
“cards for use in researching Privacy Act and FOIA requests
in Headquarters. Policy is still being evolved in the
0ffice with regard to whether or not future deve]épment and
retention of such cards or other records is needed tb
respond to such requests. .
- 12. In summary, no problems involving legality or pr6=
priety were found with the applicant fiies maintained by
recruiters at their Field Offices. There may be a need
to standardize somewhat the record-keeping practices of the
several recruiters and a retention policy for file cards
will also be needed. These problems are under active con-
siderafion in the Office of Personnel now. |
13. There are some minor exceptions to normal Office
of Personnel practices in dea]fng with app]icant files.
Certain'applicants are "crank". cases in that they reapply
very frequently, attempt repetitively to obtain employment
by the use of outside pressures, or take other actions
requiring fairly frequent reference to their file. Records

on such applicants are maintained separately until it is

A-7
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cfgar that the files have become inactive.

14. A special applicant file exists in the

'Qualifications Branch of the Office of Personnel. This

file, which contains only about names, resulted from

a short-Tived attemptlto code the records of rejected
app?icantsraccording to their skills for use if unantici-
pated needs for these skills develop. The coding practice
has been abandoned and presumably the file will be dfs—
carded when it has outlived its usefulness.

15. Files on Current and Former Employees. Official

Personnel Folders are maintained in general accordance
with the Federal Personne1.Manua1 (FPM). In some cases °
CIA practices differ from those specified in the Manual,
however. For éxampTe,.photographs of employees are
included fn their folders although this practice is for-

bidden by the FPM. Some types of documentation, such as

requests for personnel actions, are permanently maintained

in CIA employee folders after retirement when the usual
government practice is to discard such papers. In each
such case there has been a positive management decision to
depart from the FPM procedures. The CIA is not required
either by law or the Civil Service Commissioq to follow
.those procedures in detail.

16. Various additional changes in the contents of

folders are being developed and authorized as a fesu]t of

A-8
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suggestions from employees who have reviewed their own

records. One such change, for example, is the removal

of a cross reference in the folder that indicated, without
explanation, the existence of additional records in the:
Special Activity Staff, an organization normally concerned

25X9 with disciplinary actions. Effec_ting these changes is

nearly| ctive folders is a very slow process which

is carried out only during summer months when temporary
employees are available for the job. At present there are 25X9
no efforts to modify.the rough]y[:::::] inactive folders

to reflect these changes in view as to what -information

Ve

such records should contain.
17. The contents of these folders also suffer
occasionally from misfiling by ihexperienced clerical
personnel in the Transactions and Records Branch and by
the occasional unauthorized addition of-matérials.to thé
folders by components during times the components are
‘using the files. The Inspectors were unable to assess the
magnitude of\thesé problems, however. They lacked the knowledge
to judge whether all required information pertaining to an |
individual employee was included and the time to examine a
suffiéient number of files to determine the frequency with
which unauthorized or misfiled materials were present. They
similarly lacked a means of telling whether most misfilings

were relatively unimportant or involved career-damaging
A-9
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omissions or commissions. The sampling done by the
Inspectors confirmed the existence, if not the prevalence
and significance, of filing problems, however. —\

18. -1t is not clear that inadequacies in Official
Personnel Folders constitute a legal problem for the Agency i
and it is unlikely fhat feasible actions could correct all
such inadequacies. If, however, a significant proportion

of folders were foundito contain unauthorized or inappropriate
damaging material, Or.to exclude important positive materia],‘

.and if Agency activity to improve the situation were to
remain as limited as it now appears to be, accusations of
unfair practices might receive favorable consideration by.a
court. In any case, even without legal incentives the Agency
would want to correct such a condition. | |

19. Review by an employee of his own Official Persqhne]

Folder has been authorized since 1955 but was rarely done

until the recent publication of a 25X1A

of 26 September 1975) calling attention to this

authority. The system developed for handling the resu]ting

influx of emp]oyees.wishing to review their folders could be

used oﬁ a sampling basis to obtain measures of how fre-

quently filing inaccuracies exist and how frequently
~inclusions and omissions are of-a career-damaging nature.

As a side benefit, the sampling could also provide employee

suggestions regarding document inclusion policies.
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Personnel could be randomly selected from the various major

components in_numbers sufficient to provide a reasonable.
statistical sample of their'orgahization. "Soft" component
files on these people could be borrowed. Such files can con-
tain important information not duplicated in official folders.
The selected personnel could then be required to review their
own records in the bresence of an Office of Personnel repre-
sentative (as is now done for employee-initiated reviéws),
The employee could determine the presence of misfiled records,
if any, and the abéence, if true, of documents he knows to exist
that should be included. The personnel specialﬁst could deter-
mine whether unauthorized material is present ahd whether additional
~ documents in "éoft? files should be included in official folders.
. He could also grade the importance of the misfiled or missing
- material. Tabulation and statistical analysis of these results
could provide a reliable indication of the-condition'qf active
Agency Official Peréonne] Folders and a compilation of employee
.suggestions about changes in file policy. The Difector of
- Personnel wduld then be in a position to make well-informed
judgments about whether and when a major effort to improve the
folders should be undertaken.

20. The suggestion above is only one appfpach'to the
pkob1em. Whether this or an alternative effective method is
used is unimportant. The Inspectors be]iéve, however, that a

reliable measure of the condition of CIA Official Personné]

A-11
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Folders is needed and they found no evidence that an
effective system now exists to provide this information.

L]

Therefore:

Recommendation No, 1. That the Director of Personnel

implement a means by which the condition of active Official

Personnel Folders can be assessed in terms of the presence

of misfiled or unauthorized documents and the absence'of

- documents that should be included. If widespread serious

. inadequacies are found to exist, review and correction of

‘all active folders should be undertaken.

21. The recently published retention‘policy.for CIA

Official Personnel Folders specified destruction 25X1

75 years after the birth of the employee or 60 years after

the date of the earliest document. This FPB-based policy

has not been followed during the time that records |
destruction has been restricted at‘the-requeét of Con-
’gressiona1’investigators and, in fact, was not practiced
before that restriction. It is also understood that some con-
sideration is now being given to permanent retention of
Official Personnel Folders on former Directors and other |
senior officials, perhaps including all supergradeﬁ.

Decisions on such proposals, changes as necessary in published
policy, and implementation of the published destruction

_'criteria will be required in the near future when the pro-

A-12
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hibition against records destruction is 1ifted. The Director
of Personnel is aware of this question.

22. The Chief of the Special Activity Staff maintains some

records on personnel with whom he has dealt in adverse or un-

~favorable personnel actions. The content and retention periods

for these records varies widely, depending on the nature of

the action and whether'or not the SAS records are the primary
source of information on the case. The rule of reason
apparently followed in maintaining this system appears appro-
priate and does not appear to conflict with the rules Taid

down for the Officfal Personnel Folders of whichlthese SAS:records

are sometimes a separated part.

24. Contract Personnel Files. The CIA%31 Officia]‘Per~

- sonnel Records system.fncludes contract as well as staff

emp1oyees, Files maintained by the Office of Personnel on con-~
tract employees include 1ittle more than contract and

financial information, however. The Qperating Components have -

A-13
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traditionally maintained the principal parts of the personnel
records--the career and performance evaluation data. The
portions of the records maintained in the Office of Personnel
present no problems from a legality or charter compatibility
viewpoint.

25. Examination of the contract personnel records main-
tained by Operating Components was nof attempted during this
survey. The Inspectors did obtain general “information to the
effect that the quality of these records and even the file
content policies and practices vary significantly ambng the
responsible components. The Inspectors believe that this .
inconsistency might generate future proB]ems in somewhat the
same sense as discussed above for staff employee records.

26. The change to a single personﬁe] ceiling for con-
tract and staff personnel, ‘and the resulting conversions of
many contract personnel to staff employee status, expressed
the Agency's recognition of the fact that these employment
categories are increasing1y'simf1ar to each other. Therefore
there seems to be 1itt1e_justification for continuing the
very different handling of Official Personnel Records.

Inclusion of such records in Office of Personnel holdings

would permit greater standardization of the records, probably

improve the‘qua]ity of some of them, and give the Office of
Personnel better access to data needed to generate information

compilations for managément use. At the request of the DDA,

A-14
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the Inspectors, during their customer survey, sought the

reactions of component heads to such consolidation. Many
welcomed the suggestion and the very Timited opposition dealt
with specﬁa] schrity situations which, if necessary, could

be handled specially.

Recommendation No. 2. That the Director of Personnel

assume custody and résponsibility‘fdr all Official Per-

sonnel Records on contract employees.

27. Consultant and Independent Contractor: Records.

These records,-iné1uded in File CIA-32, are also

divided between the Office of Personnel and responsible
Operating Components. Few of thé reasons for con-
solidation mentioned above apply in this case. Improved
definitions of the distinct differences between personnel
in these categories and staff and contract employees are |
now being developed jointly by the Office of Personnel and
the Office of the General Counsel. The objective is to
'prevent misuse of these categories to evade single-ceiling
restrictions on staff and contract personnel manning. Con-
tinuing Office of Personnel participation in Consultant and
"Independent Contractor activities is necessary, for a variety
of reasons, including honitoring potentials for misuse, but
no changes in present systems appeared to be needed. The

Office of Personnel activities appear to be completely

A-15
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consistent with legal and charter requirements.

b - 28. Privacy Act Conformance. The Inspectors were very i
favorably impressed with the atfention given by all Office \év
of Personnel components to privacy profection.- Procedures !
for handling requests from outside thé Agency for infor-
mation on CIA personnel are well understood and followed, as are
the rules restricting inside access to private information.

29. PRecruitment. A1l field recruiters were visited during
this survey and the investigations included practices followed
in dealing with applicants and with governmental and private

organizations. Although dealings with applicants are not . 'f>
4

always completely frankn—a.fejected applicant may be given an :
~— : .

erroneous impression of the rejection cause if the real one

is uncomplimentary, for example--recruiters were found to be

-
as specific and forthcoming with applicants as possible
under restrictions imposed by security and common sense.

25X1A
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32.  Upon review of these various activities, the
Inspectors found no reason to suspect illegality. The
activities appear_to be well justified by the unusual
characteristics of CIA's mission.

33. Other External Relations. The Inspectors examined

‘the Office of Pérsonne]'s employment assistance for
departing employees, and its assistance in employee
emergencies, to determine if these activities involve

inappropriate re]ationships'with organizations such as CIA
A-18
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contractors, proprietary firms or police departments. No

such problems were found.

34. Financial Transactions. The Office of Personnel

participates in many activities where significant amounts of
money are involved. The Inspectors confined their investi-
gations of these activities to examination of the auditing
practices and financial controls employed. Similarly,

the Inspectors investigated the methods by which trans-
portation arrangements are made to insure that the systéms,
used preclude favoritism in vendor selection or opportunities
fdr i1licit financial gain by Agency employees. No evidence
was found in any case to raise concerns. The Inspectors :

believe that the Office of Personnel's financial trans-

actions are well managed and thoroughly audited.

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4
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EMPLOYEE PERSONNEL RECORDS

AND MANAGEMENT INFORMATION

Introduction

1. A comprehensive investigation of this subject
would take in virtually every Office in the Agency. This
is not only a fair statement of the magnitude of the

subject--it also highlights a fundamenta1 Agency-wide

| problem which transcends the scope of this survey, that of

scattered data and duplicated filing resources.

2. Within the Office of Personnel the Deputy :

" Director for Plans and Control bears the major responsi-

bility for personnel records management--though both of
the other Office Depufy Directors also have important
records-intensive duties to perform in verifying personnet
actions, maintaining records on contractual relationships
both within and outside the Agency, managing the insurance
program and recording the extensive financial transactions
centering on the Credit Union. The Agency repository for
central personnel records resides in three units: the
Qualifications Analysis Branch, the Statistic§1 Reporting
Branch and the Transactions and Records Branch. Somewhat
oversimplifying, the Qualifications Analysis Branch main-

tains the biographic profile listing and the skills

B-1
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inventory. The Statistical Reporting Branch is on call for

any type of statistical compilations on Agency personnel
matters, and is the managing authority for the monthly Staffing
Complement (who is working for us and where). It also provides
an important OP interface with the computer programs devoted

to personnel listings. The Transactionsland Records Branch
manages the file room where are kept all current Official Per-
sonnel Folders, it maintains a current locate roster of Agency
personnel, and, central to all of this, has the responsibility
for ensuring that personnel actions are properly recofded in

the various information repositories, including the computer

-

banks.
3. Because our customer survey, as well as some of the

remarks which follow, have a negative cast, it is important

to say at the outset that the personnel records management

system is the child (perhaps, the v1ct1m) of the decentra11zed

e e — e

type of operat1on which has character1zed Agéncy management i j\ \\

for over two decades. That it is not a neat unitary system
{E‘GBEE?EEEHE;E;;:—%ér it was pieced together over the years,
sometimes in response to genuine needs but more than once out
of the duplicative efforts of a bureaucracy highly compart-
mentalized for security reasons. Add to thisrthe security
problems associated with complicated cover arrangements énd

the many different types of employment categories and one

has no difficulty in understanding why the Agency is faced
B-2
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with a patchwork of systems, none of which entirely fails to

do its job, but none of which seems wholly adequate. :
\\ 25X1A

4. Given this background, we have nothing but praise \
' - 125X1A

for the records managers in the Office of Personnel for their

work attitudes and their enthusiasm under much less than ideal

circumstances. We were impressed by the key people we met in

the Control Division, including its Chief;: ﬁ;ch of their

- work, however essentia1, is by its nature routine and potentially

enervating. They appear to approach it with a positive attitude,
have been able to maintain é good perspective on the importance
of what they do--neither downgrading it or attaching unrealistic
value to it--and they face a processing workload comparab{e-to
that in many of the Agency's busiest production offices.

5. The faults and difficu]tieé of the present patchwork
system are well recognized by all who work with it. They

equally recognize that computerization, now in the planning

stage, has the potential for'making major--some say even

quantum--improvements. The issue is not so much how to make
the present system more workable, but rather to ensure that ;ég
we, as an Agency, successfully and soon make the mové to an Q;yi§5,

Official Personnel Records . \ov

. . | - A\
lgfggrated computerized personnel records management system. \j’~\
-\
\

6. A number of customers are critical of the Official
Personnel Folders maintained by the Office of Personnel.

The customers refer to the presence of misfiled materials,

B-3
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to incomplete contents, slow inclusion of new material,

and ta fhe presence of multiple copies ahd trivia. It is
important to note that in many cases these complaints appear
to reflect irritétions more than very fundamental problems.
Supervisors have learned to locate the items usually of
Jinterest to them in the overly thick folders and to skip the
excessive and redundant materials. Misfiling and incomplete
contents can be a serfous problem, however, since these
folders serve as the source reference for an individual's
career record. As discussed in Tab A, the Inspectors con-

firmed the existence of these problems but were unable to

W
-

obtain a reliable measure of their prevalence. Recom-

mendation No. 1 that the prevalence be measured and cor-

rective action be taken if indicated is included in Tab A.
7. Official Personnel Folders are maintained by the

Transactions and Records Branch, a lafge unit with a staff

varying from The Branch Chief manages

her unit with dedication, enthusiasm and 1ohg hours of hard
work. Because every Office of Personnel staffer must spend
a few weeks orientation in the Branch, she has a heavy
training responsibi]ity; She is also responsible for main-
taining the Agency locater file and performs various
important ad hoc duties as well.

8. Chief, TRB acknowledges that in years gone by

Official Personnel Folders were often incorrectly maintained

B-4
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and out-of-date. She claims that the folders are now kept

current within a very few days of receipt of any new infor-
mation. She says that the chief culprits in the misfiled
information problem are the components who borrow the
folders, then frequently misfile or add material which
doesn't belong and, on more than one occasion, lose files.
We doubt that the blame rests entirely or even primarily
with the customers, but are satisfied thaf they are
important contributors to the problem. |

9. TRB processes all Agency personnel actions.. This
means sihp1y that these actions, originating in cohponents,
come to the Branch for verification (as5to3accuracy) and *
are then filed in several repositories, including current
and forthcoming computer systems. There are means for
cross-checking these procedures within TRB and we were told
that they are-adequate to the purpose.  However, Chief,
"TRB faces a rather continual problem of monitoring errors.
- She acknowledges that her own junior clerks make many mis-
takes, which she must be ever alert to correct. She also
~ feels that there are entirely too many mistakes being made
by Office of Personnel assignees to the compongnts. According
to a recent memo she directed to the Chjef, Control Division,
during a_single week she received 209 p sonnel actions with
ove ”ibo rrors in them. Thesé errors have to be corrected

before the information can be accepted by and recorded in

B-5
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the computer. All personne] actions must be correct and
up-to-date in the computer bank before the pay program

will operate--there is more at stake here than most of us

‘realized!

10. The TRB staff consists almost entirely of Tow-

graded clerks, some from other

Offices. Such manning contrasts with the heavy amount of
responsibility represehted by its many tasks, the Branch
Chief takes much of this on her own shoulders--perhaps more
than she would 1like to'ideaily—-but she also has very junior

clerks engaged in tasks important to Agency management that

must be done right. We had the uncomfortable impression
that a great number of information activities were tacked
together within the Branch and that, except for the

unusual energies of its chief, things could easily go awry.

We feel that even now she probably needs more senior

reeearmerr =T

assistance in her ~management taska--she comp1a1ned that hev 6/

et ANt o 250 e TN 2 T I

Deputy was not carrying h1s we1ght Considering her key

‘,»ww-

role, it is obv1ous1y important that a well- qua11f1ed

-successor be available..

11. Whether or not individual personnel shifts are
needed is a problem best left for decision by Office of
Personnel management. A more significant reorganization of
TRB seems unnecessary and inappropriate at this time,

however. The advent of new computer systemé; Persign I,

B-6
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now nearing completion, and Persign II, "officially®™

scheduled for completion by mid-1977, will to many
changes in Offfce of Personnel procedures and organization,
including changes in TRB. It is probably best to defer all
essential changes until then. But until new information
storage technology is developed to a form acceptable to
government Archivists the basic hard-fi]e personnel record
‘wi11 remain a standard repository of such information in
the Agency. |

Biographic Profiles

12. The Qualifications Analysis Branch maintains
employee biographic profiles for managemeht use. Almost :
all of the component managers interviewed were critical of
these profi]és, considering them too incomplete and out
of date for their needs. A widely perceived need for such
summary information is apparently less than fully
satisfied.

13. Three analysts now work full time on these Agency
biographic profiles. According tO'Chfef, Control Division,
it is impossible under the present system to keep all files
current. The staff will update files on request, and works
on a rotational system for routine updating of all others.

There continues to be a steady demand for biographic pro-

- files--as many as 1,000 have been requested in one week

(though usual demand averages oh1y about 150). It would
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seem, therefore, that despite customer complaints this
service is found useful. - |
- 14. An MBO for the Control Division calls for a

feasibility study on producing the biographic profiles by com-
puter. This evidently is possible, but not with the present
system. As with so much of what waS observed in OP data
management, progress must await the advanced Persign II com- |
_puter system. |

15. We think that the present effort is SUfficientTy
worthwhile to continue without much change. We doubt that
additional personnél would return benefits comparable to

t

their cost. We would, however, suggést that Tine managers

— s
be made more fully aware of their part in ma1nta1n1ng current)nb/
) - T

——
T ————

profiles. If their need for current information is an
%mportant one, they should specify to the Control Division
that they desire an updating. Also they should urge thaf
their personnel officers never return to the Office of Per-
sonnel a requested biographic préfi1e without themselves
bringing it up-to-date on the basis of "soft" files and
other data available only in the components. |

Qualifications Files ("Skills Bank"*)

16. The Qualifications Analysis Branch maintains a

data bank of the skills and training backgrounds of Agency

*Not to be confused with the recruitment 1isting, with
the same nickname, of applicants for CIA employment.

B-8
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employees. The‘file is maintained in accordance with
criteria established by the Civil Service Commiésion. In
most.government agencies such a file is required to insure
that qualified aspirants are considered for appointment (and

subsequent mandatory promotion) to vacancies in higher ranked

" positions. In CIA, where promotions are decided in the com-

petitive career services with more attention to overall head-
room than to vacancie§ in positions involving specifically
defined qua1ifications, this "skills bank" is intended pri- |
marily for use in locating employees with qua1ificafions
appropriate to specia]ized jobs. It also provides compiigtions
useful for planning personnel acquisitidn and training.. '

17. Seven employees are engaged in maintaining the
Agency's qualification files. The work is tedious--te
insure vé]idity, entries must be supported'by-dafa fn
O0fficial Personnel Folders or by other documentary
evidence. Although these people and their supervisors
believe that the files are kept up-to-date, their assess-
ment is not shared by most of the component managers inter-
viewed, who cite incompleteness in the files, pafticuTar]y
with regard to training accomplished, and slow inclusion of
recent data as reasons for discontent.

18. Resolution of this apparent contradiction becomes
relatively unimportant in the Tight of general cuétomer

reactions that the maintenance of the "skills bank", at™

- B-9
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least in its current state, is a waste of time. Most com-
ponent supervisors do not feel a need-fof general qualifi-
cations data. Where specific needs exist, such as the need
for data on foreign 1§nguage capabilities in the DDO,-organi— |
- zations tend to maintain their own data banks. More senior
Agency managers do make use of compilations drawn from the
qualifications data banks, and wider use would be made of
the system if movement of people within and between
Directorates becomes more common. We believe, therefore, -
that the capability should be maintained. We question,

however, whether an urgent need exists for its improvement.

i
-

We é1so suépect that, in modeling the system on Civil
Service Commission practices, complexities and verification
requirements superfTudus to CIA needs have been included.
19. As in many Office of Personnel activities, the
Qualifications Aﬁa]ysis people‘are Tooking forward to |
“improved computerization. At the present time a program
called CENQUAL is being deve]opéd.which would produce 5x8
cards containing an employee's name and job qualifications.
This program is a subsidiary of Persfgn II and Chief,
Control Division is not optimistic about its completion
date. We suggest that completion of CENQUAL .could be
delayed without serious loss, particu]ar]y if s&ch a delay
could free significant program resources for the more

important Persign II effort.

B-10

CONFIDENTIAL

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



. ¥ ] ’
Approved For Release ZOOZI'EIQNE @im-OMQSAOO%OOOQOOOSA

Computer Program Development

20. The 13-year history of Agency attempts to develop
a comprehensive human. resources computer program is not a |
'happy oqgiﬂﬂfjrst conceived in 1963, the program was intended
to amalgamate all the key data elements in a central inter-
locking and mutually supporting system. It was to include
a‘capabi1ity for both the current and historical recall of
~data for the proper ménagement of job-related activities of
our employees. It was a very ambitious undertaking, though
by no means beyond the limits of then available computer |

technology or significantly ahead of several other similar

W
-

efforts being undertaken by private industry.

21. 1In 1973, after near1y ten frustrating years of
effort on this so-called Support Information Processing
System (SIPS), a decision was made to take a new approach--
one that would still weave together the various aspects'of
human resource data management (personnel;'financia1,

~contract and security) but would be built in step-by-step
fashion,vrather than altogether. The new effort, called
Management Assistance Program (MAPS), was placed under the
Office‘of'Joini Computer Services (0JCS) in 1974 where it
continues to be developed. For the Office of Personnel,
the program will culminate in the Persign II system. This
will combine current and historical data from most of the

now-separate systems on a wide range of personnel matters
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and will provide managers a readily available means of infor-

mation consolidation and recall.

22. At the present‘time matters stand thus: An iﬁter—
mediate stage program (Persign I) is nearing completion which,
usiﬁg the IBM 360, will permit the accession of personnel
information now being Fed~-via”paper tapes--into the obsolete
RCA 501.. Persign I will also include, for the first time, a

| consolidation of both staff and contract employee information.
It does not have a memory bank which would periwit analysis of
historical trends in personnel matters. This latter feature

‘will be tackled under a program called GAP (General Archive

b
-

- Program) which is onTy now on the drawing board. The

"official” deadline for Persign II (Persign I and GAP and %kyé%‘

other programs) completion is mid-1977. R 1 63C4'

23. Everyone we talked to, both in the OFfice of Per-
sonnel and 0JCS, were enthuSiaQtic about the goals p?anﬁed
for Persign II. One analyst, well acquaiﬁted with the pro-
gram, said: "It will be the millenium for personnel
management. " Mofe-to the point, the same analyst, when
asked whether the new program would work, repliied: "“That's
the wrong question~-it simply has to work, because the old _
proérams bn RCA 501-w111 simply not carry the Agéncy_a]ong-~
they cannot do the job thét must be done.” _We wou]d_go @-
even a few steps further.. Without a new computer approach,

Agency initiatives in human resource management will continue
B-12
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to be hampered by inadequate and often misleading data.

Basic personnel compilations provided by the preseﬁt com-
puter systems are limited in scope, often out of date, and
some probably contain significant errors which can heither.
be identified nor corfected with the present system. For
example, both the CIARDS retirement data and the insurance
data for the FEGLI program now filed in the current computer
system is acknowledged by Chief, Automated Data Resdu?ces

| Staff, to be in error. This'situation has arisen because
the computer Has been unable to handle the workload
'required for appropriate updating. Persign II will pick

up much information from the old system and to the extent
it is in error, it will continue to be so. ‘However, Chief,
Automated Data Resources Staff, fee]é confident that most
of the major problem areas.are known and can be corrected

- in due course--given the increased capacity and‘speed of
the system.

| 24. Our inspection of the computer issue raised for us

: some diséoncerting danger signals. Most persons directly
involved with planning for and managing Persign II do not
believe the deadlines will be met (the sole exception of

~ i
those we talked to was the Director, 0JCS). _Estimates of ’/Z Q\\@>

— "
slippage range from a few months, to @) We are in no
S
position to verify these statements, but we feel that it is

important to report on the symptoms of possible difficulties
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Jﬂ1ch came to our attention.

25, Persign II has a very high priority in the Office

of Personne]'s'p]anning. Likewise, 0JCS, the other major

component involved with Persign II, considers it to be a

very important project. 0JCS, however, faces many demanding

customers and must tailor its work program-accardingly.

Thus, the ofiginaT target date set by 0JCS for completion

of the Persign II broject proposal was initially well behind
~ the daté set by OP; this discrepancy was resolved through

joint committee action but even now Persign II, though in

‘the so-called "Category Ifﬂpriority”dnhthe 0JCS work roster,

. . e e

s about 20th in priority in a Tisting of 25 or 26 other: _
}ngggggiwifggmma]] Directorates).
26. There is apparehtly considerable confusion about
how many analysts are actually working on the progkam.
We heard estimates from responsible O0ffice of Personnel
officials ranging from two to eight: We were told that
‘three persons (the Automated Data Resource’Staff) pro-
vided the main Office of Personnel support and liaison
fdr the‘efforf, We were told, incidentally, that a |
prospettive move. of. the Adtomated Data Resources Staff
later this year might cause serious delays. We visited
the Staff, housed in 0JCS working quarters, éﬁd found thé
quarters. very inadequate and the work force poorly sup-.

“ported by 0JCS. The Staff Chief put the best face on her
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situation, but she could not erase our feeling that she

enjoyed very little authority in her position, either with
her own office or with her host, the 0JCS. Further, wé.
learned that only two of the three persons on her staff
worked on Persign II; the other analyst has been and is at
work on a computerized locater system which is quite |
ancillary to the main system.

27. We learned that there are monthly meetings to chart
the progress of Persign II and other MAPS efforts. Thése
are inter-Directorate meetings attended by senior working-
Tevel officers as well as the Directdrs of several Offices,
including OP and 0JCS. One senior officer who attends some
of these meetings, when asked whether the meetings come to
.grips with real issues, replied, "Mostly, they 1ie a lot to
each other.f Again, we can only report sympfoms: con—‘
flicting priorities, working-level concern that things are
not going as planned, organizational confusion, and just
possibly, a certain amount of self-deception.

28. :The current concern with Persign II‘stems,
according to many, from the many partial personnel data
systems which are being created on request by 0JCS to meet
special needs of particular Offices. Some of these are
probably quite necessary, but we thihk that each one should
be scrutinized very carefully for its possible impact in

the scheduling for Persign II.
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29. The importance of avoiding unnecessary further

delay in the development and implementation of Persign II

is difficult to overstate. Both the currently unsatisfiable
need for accurate and complete management information and

- the fragilities, inadequacies and costs of the patchwork of
systems now}performing vital personnel functions argue for

a very high priority, This? and our concern about the
symptoms we encountered, lead to.the following recom-

mendations.

Recommendation No. 3. That the Director of Personnel,

working with the Director of 0JCS, review the priorities

”

for Persign II in terms of manpower assigned and the

physical arrangements allotted to staffs. | ' ¢/////

Recommendation No. 4. That the Director of Personnel,

working with other Offices concerned with the MAPS program,

review the'e1ements-of Persign IT and assign Subsidiary

‘priorities to those which do.not represent key eclements of

personnel data urgently needed for managerial decisions or

for provisions of personnel services. - I .

jRecommendétion No. 5. That the Director of Personnel = \Sg\«

request that the Director, 0JCS obtain his concurrence k?ﬁg\\

‘before undertaking personnel-related jobs for other

- organizations that are'Tike]y to impact uhfavorab?y on

"~ early completion of Persign II.
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30. Increased top-level awareness of the importance

of understanding and guiding the development of Agency human
resources, coupled with adoption of the Management-by-
Objective technique, have generated needs for compilations
and analyses of historical, current and projected personnel
data. The Annual Personnel Plan (APP) and Personnel Develop-
ment Program (PDP) are major vehicles designed to meet these
needs. Other conso]idations, such as OTR projections,
Recruitment Division projections, and a few séparate coiti-
ponent compilations and projections also exist. Compilations
’of current information are also needed for day-to-day
management decisions. Chief among such is the Staffing :
Complemeﬁt,.Which combines information on authorized Table
of Organization.positions and_the names and some data about
incumbents. Comments on this Tlast cbmpi]ation are included
in Tab Gf |
31. Both the Annual Personnel Plan {APP) and the Per-

sonnel Development Program'(PDP) were launched in early

._1973. They provide a common structured system for Deputy
Directors and Senior Operation Officials to present their

~ personnel management plans in a format which permits top
management to review these p]ané, monitor patterns of
progress and finally to evaluate the effectiveness of
implementation. In terms of Agency culture, these efforts,

principally inspired by the then DCI's own views of what was
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needed, are an attempt to make the Agency's guided but

delegated system of management more effective. The APP
provides for the forward planning and reporting on a
numbér of personnel management goals (e.g., inter-
Directorate transfers, training? EEQ). The PDP places
special eﬁphasis on the responsibility of‘managers to
develop paop]e—-mdst.especia11y focusing on the
~employees in grades GS-13 through GS-15 who have been
selected as having the poteniia] for assignment to
executive level ppsitions.' In instituting these

innovations, the DCI predicted that five years would pass

<
-

before the concepts were. fully deve]ope&, accepted, and
effectively employed. His prediction appears tone‘dis«
tressingly va]id. _ |

32. The kindest reactions to the.APP found durin :

o _ S

our customer survey describe it as a good idea(igééi;f;;;g;/>
Some customers understand the need for the report-at the
highest Agency Tevel, but essentially none make use therm-
-selves of the compilations they develop for the APP. Many
describe the effort required to assemble the APP as
excessive and complicated by late delivery of instructions
for its preparation and by still 1ater changes 1in these
instructions. Moreover, they believe, with reason, that
the accuracy of the compilations is subject to serious

doubt. For example, an effort to use the document to

B-18

CONFIDENTIAL

A R AL S TR S s L S e oA et aAt o e et e e e g g T e v e s e

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



Approved For Release 200ZI‘EWHQEMALOMQSAOOO300090005-4 { ’/ Lj
\

provide gross historical and projected Agency manning i o
information to OMB was abandoned recently because only in \\&\)\¥% ‘
the DDI submissinn did the historical data prove to be
correct.
33. In contrast to‘the APP, the PDP is liked by some com-
ponents and seriously dis]ikéd by féw.- it‘is simpler to pre-
pare. Some customers make direct use of the product. They
consider the effect of‘being compelled to consider and f0110w~
up on specific plans for development of replacements for
senior people beneficial. Many other managens are neutral in
their views of the PDR. A few:component chiefs believe tnat
both personnel and needs change too rapidly to permit 1055- |
term planning to. meet future needs; and that the PDP is
therefore unnea]istic. _ |
34. After listening to the choru§ of complaints about
the APP during the customer survey, the Inspection Team was
prepared to be mystified by its comp]exit%es and to find it
well beyond the simple understanding of laymen. We'actualiy Ry
found the APP to be far less formidable, less complicated -\£'
and less statistically demanding than represented by its Y.
critics.. This is not to say that customer perceptions are p
without merit-—crititisms were far too prevalent to be (3(\>v

ignored. What we do believe, howeven, is that some |

relatively Tow-cost adjustments, some further publicity

~ and training efforts and some very serious attention to the
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data base problem (and associated computer support), will

go far toward improving general Agency acceptance of this
new management tool, and its companion‘the PDP.

'35, OQur investigations of this subject were focused

primarily on the APP. There were relatively few adverse com-

ments about the PDP e1icited during our customer survey.

Thus, we studied it only briefly--mainly to acquaint ouf—
selves with its format and suitability to the tasks it is
-to accomplish. . In our mofe ihtensive look at the APP, we
were concerned primarily with how the Office of Personnel

figures in its development, preparation, dissemination and

W

Cem

use. _

 36. As mentioned above, DCI Colby was the |
principal instigator of the APP. His staff for this effort
has been provided in considerable part by thé Office of
Personne], specifica]]y; by the Review Staff. This
Staff, consisting of a supervisof and three analysts, has
| other‘functions, but clearly considers its support for APP
- to be most important. Both the Chief, Review Staff and
her supervisor, the Deputy for Plans and Control, are
ariicu1ate.and knoWledgeab]e pfoponents. Both give -
periodic lectures on APP to managehent seminars and the mid-
career course. 'They‘believe these ta]ks_are useful--they
emphasize that thérelhas‘been~considerab1e'improvement in

managerial acceptance during the past year and look to
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- further progress.

37. Neverthéiess, there is still much misunderstanding

- of what APP is all about and the publicity given it has been

inadequate to the need. Moreover, the Office of Personnel
has contributed to poor acceptance of the report through
inadequacies in its early presentations of:the plan to
senior management, with excessively complicated preparation
guidelines, belated modifications of instructions and
faiiures.td provide adequate briefing to the middie and

lower-level line managers who must fill in the forms. Some

of the phenomenon of poor acceptance is the understandable .

“
-

.result of a new program being imposed on a fairly static

personnel System Some of it, in our'opinion,'is-the
result of communications gap between 11ne management and
Office of Personnel staff.

- 38. 'We believe that the Office of Personnel should
continue to exploit available opportunities for briefing
Agency managers on the APP and PDP. One senior officer has
said that the wrong people are'being briefed on the

report; the Deputy Directors know about it but they make
,,// \\

"%é%rib]e spok%%ﬁéﬁyifor it. Seldom do Office chiefs
bec involved except through their own contributions--
and it is the impression of Chief, Review Staff that

feedback seldom filters back to them. We think there is

need for these briefings to include both Office chiefs
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and their principal administrative officers. Such

briefings should include concrete suggestions for the use
of APP compilations by component management in addition to
emphasizing the positive values to top Agency management
which have been realized from the programbthus far.

39. We found. the detailed analysis done on the cﬁrrent
APP for the Director unnecessarily prelix and‘compiicated;
We.suspect that instructions to Tine management for the com-
pletion of the forms from which this ana]ysis was done could
be simplified and thus made more palatable. Mareoverg we
perceive a view of 1ine management, in our d1scuss1on with
fﬁﬁfg?”ng;;ew Staff that is not conducive to solving the -
commun1cat10n.prob1em--name1y,?her-v1ew that line managers
. are unnecessari1y sloppy, 1ack logic, and exhibit general
1nd1fference, a]] of which works aga1nstw£;:f;rdgram .
success. We think a more positive approach to the com-
mun1cat1on problems wou]d come from a recognition that
Tine managers are often overwaorked and beset with a plethora
of current déad]ines. They,aré best‘breparéd for innavation
if it is made quite clear how it wi]]%heTp make their:
activity become more effective (and easier to manage}. They
are not prepafed to be confronted with comp1icg£ed instﬁuctions
for filling out elaborate forms, the purpose of which seems to

have nothing to do with solving today's problems today. With

these thoughts in mind, we feel that a more successful approach
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.can be made by the Review Staff and others in the Office

of Personnel toward gaining acceptance for the program.

40. We did not find the number of categories of infor-
mation in the APP to be a dominant problem, although some
appear re]ative]y unimportant. We understand that the DDA
and the Office of Personnel plan to review with the ﬁew
Director just what categories have proved of worth and_which

ones have not been very useful. This could lead to some

LA

worthwhile simplification. ' : -

41. Finally, we think th me of the program's
negative image comes fro data base inadequacies and

._statistical discrepancies, the results of which are obvioué
to Tine mahagers. Thefr organizations simply don't look

~ like they appear to Took from data provided by the O0ffice
of Personnel. We feel this to be a strong element in the
credibility problem which seems to surround the program. :
Data base difficulties will continue to impede acceptance of
the APP and, to a lesser extent, the PDP, until the Persign
I and IT human resources computer programs become available.
We expect these programs to ease significantly the line
manager's data accumulation and presentation problems, to
improve the quality and uniformity of the resh]t, and,
hence, to improve present negative attitudes toward the APP.
This is itself a worthy reason for providing impetus to the

’time1y completion of these computer programs.

B-23

CONFIDENTIAL

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4

177



LUNFIBENTIAL

A d Fpr Release 2002/11/04 : CIA-RDP79-00498A000300090005-4
ppr%ﬁ?. K{though we nave provided suggestions about Office

of Personnel attitudes and actions on this problem, most
reflect our endorsement of actions now underway. We, there-
fore, are not including specific numbered recommendations.
We suggest, however, that the personnel management

training course recommended (No. 10) in Tab H be used as

one vehicle to establish better communications with Agenéy

managers about the APP and the PDP.

Ve
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TAB C

INTERNAL PLACEMENT AND MOVEMENT

1. There is a widely perceived need for greater freedom of
personnel movement within, and particularly between Directorates.
Some of these perceptions are simply wishful thinking. From
interviews conducted during the survey, it is apparent that many
. employees would 1like a means of job~shopping around the Agency
to seek a more varied career or higher pay--but many would not |
risk the uncertainties of an actual transfer. Managers would
like their poor-performers to find another career--but would :
like to retain and add to their stock of outstanding people.

There are more legitimate needs for increased personnel movements,
but progress toward meeting them is hamperéd by these attitudes

of employees and managers. Moreover, the increasing specia1iéation
required of Agency personnel is making the difficulties greater
with passing time.

2. During the customer survey, the Inspectors heard many
managers express the view that the 0ffice of Personnel should
somehow provide a means for more transfers to take place. Offén
the motivation appeared selfish--the manager had or expected to
have a disposal problem. A number of more general bénefits
potentially realizeable through increased movement were cited,

however, including:
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a. Acquisition of broadervexperience and knowledge
by front-funning personnel deemed to be candidates for senior
positions in the Agency.
b. Improvement in understanding, communication, and
cooperation among components and Directorates. |
c. More consideration of total Agency personnel
resources when deciding how to fill vacancies.
d. Deve}opment of a broader spectrum of positions
available to employees which would allow for advancement
.opportunities for those with abilities that exceed grade®
Timits available in their present components and would
make for more varied and interesting careers.
3. Despite the views of many managers, we fbrmed the
impression from our own observations and from the statistics
in the Aﬁnua] Personnel Plan that internal movement of people
is increasing both within_and between Directorates, The movement
of supervisors is much more common than it used to be. Energetic
and able younger employees are now often able to find and move
to a.new position on their own initiative. This is true of some
older very capable employees, but to a lesser extent. They
often have acquired too much specia]izatiqn and too high a
grade to make them attractive to a different component.

4. There is still 1ittle movement among the people who
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really make the Agency work--the competent, hardworking, average
employees. These people often lack marketable skills--or initiative
and desire--to find different positions--but it is not clear
that the benefits acquired'by attempting to develop such skills
or initiatives and desires would exceed the costs of retraining
or, in many cases, of creating unsatisfiable expectations.

Among this group, however, there are some who are semi-elliptical
people in semi-rectangular holes. Their performance and job
outlook would be improvéd througﬁ a move that achieved d better
match between their capabilities and duties. Movement of a fgw
others who are stagnating or becoming outmoded in their prése;t
position could also benefit both employee and Agency. And in
some cases employees are compelled by limited opportunity in
théir cohponent to work below their real potential.

5. Assuming that.present healthy trends for-movement of
supervisors and outstanding younger employees continue, the
problem is how, and by whom, movement can be fostered, when
desirab]e, of older outstanding employees and of specific
employees with average, competent performance records. There
seems 1ittle point in encoUraging general movement withdut
specific individual objectives in mind. And there is no point
in moving incompetent individuals to new positions unless there

is good reason.to hope that the limitation will be -cured by
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the move.

6. The Office of Personnel role in this effort must
necessarily be one of establishing mechanisms, providing assis-
tance to individuals and encouraging action by the Career
Services and component managers. Individuals, component managers
or Career Services hust provide the-initiative for individual
actions, since only they are in a position to know when such
actions are desirable. -

7. Given this background, the Inspection Team was gratified
by the efforts found underway in the Office of Personnel to :
meet these needs. The Plans Staff has taken the lead in encouragiﬁg
the formation of a Careers Committee, and participates in the
Committee's efforts. This group is made up of representatives
of the varidus\ggrggr Services. It is now working on the develop-
ment of career patterns that, where appropriate, will involve

the assignment bf personnel outside their components and, in
| some cases, their Directorates. It is too early to assess the
Committee's performance, but the concept is one that can contribute
to solving this and other problems that are the children of the
decentralized Agency personnel management system.

8. The Professional Staffing Branch (PSB) of Staff
Personnel Division (SPD) participates in the placement of

incoming professional personnel, although component managers
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really exercise decision power in these cases. After initial
assignment, internal movements of professionals are handled
within the 0ffice of Personnel by the Professional Placement
Branch (PPB) of SPD. PPB records ratifies and often assists
the-many personnel movements arranged by the managers and
individuals concerned. In addition, PPB attempts to solve mare
difficult placement probTems. Such cases are generally initiated
by the individual or By managers arising from such developments
as alien marriages or.surp1us situations. Some involve pedple
in the lower gfadeélwho haﬁe obtained and wish to exploit a new
academic degree--often in a subject 1ittle needed by the Agenéy.
Still others are people ill-suited to their preéent positions
and sometimes lacking in skills that are needed e?éewhere,

9. During 1975 fewer than 120 employees sought out or
were referred to PPB for job counselling. PPB succeeded in.
placing only about 10% of these problem cases, an unsurprising
outcome considering that PPB amounted to a court of last resort
after efforts by the component and Directorate failed to solve
the problem. We found, however, that when a person comes, or
is sent; to Office of Personnel for job counselling, a sincere
effort is made to help the individual. On occasion, testing
will be recommended in an attempt to better evaluate the type

of work that he or she would be suited for. The Vacancy Notices,
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which PPB is responsible for, serve as a source of leads for
placement as do the Recruitment Requisitions which come into
SPD. PPB also maintains and exploits contacts with the Personnel
Officers assigned throughout the Agency. In some cases PPB
enters the person's qualifications in the 1listing (sometimes
called the skills bank*) of applicants under consideration for
employment, |

10. The Inspectors examined the Vacancy Notice system
administered by PPB and found that it works as well as can be
expected, which in some cases is very well indeed. Component§
and Directorates in general fill their vacancies from within';nd
are apt to seek outside applicants through the Vacancy Notice
system only in those cases where they lack qualified people.
While this resiricts access to oppdftunity, it also prevents‘
the proliferation of Vacancy Notices that are unreal because
the managef concerned has already made his decision. The Vacancy
Notice system works well for some senior secretarial positions

and for some types of professional positions such as editors

at least in the sense of broadening the number of qualified

*Not to be confused with the data on qualifications of Agency

" employees sometimes given the same nickname.
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applicants. Senior secretary Vacancy Notices often impose a
much greater-interview load on busy managers than is justified
by the slight differences among the many qualified applicants.
This inherent problem probably causes some managers to avoid
uée of Vacancy Notices, but we are unable to suggest a so]utidn.
11. PPB's modest achievement in placing employees for whom
. change is required is, as indicated above, a product of its
becoming involved on]y‘after a personnel problem has become
almost hopeless. The Inspection Team has sought, without success,
to conceive a useful mechanism within the Office of Personne1't
that would permit earlier solution of developing problems, and
have concluded that tﬁe final responsib11ity rests’with line
management. A more ambitious program by PPB would tend to
interfere with manégement‘s responsibility; be more costly to'
operate and become overburdened by employees curious about
opportunities elsewhere but not to the extent that they would
be 1ike1y to transfer. We‘believe, therefore, that the prime
responsibility and action must remain with management, including
the Career Services, and that the Office of Personnel activity
is about as it should be. This does not mean that the problem
does not remain a serious one. It only indicates that there‘
is relatively Tittle the Office of Personnel can do about it
beyond the efforts, especially by the Career Committee, now

being pursued.
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QUTPLACEMENT

1. Outplacement is a key element among services designed
to reduce the uncertaintiés, income interruptions, and other
financial and emotional disturbances associated with Teaving
Agency emp]oyment._ It is useful as a compassionate service
- for retirees, but could have greater value as a means of encour-
aging and expediting the departure of those employees wha are
no longer needed by the Agency because of manning‘reductions,
less than complete suitability for avaflab]e positions, irrep:
arable stagnation in p1acé, or often combinations of these
factors.

2. We found general agreement among-éomponent managews'
that the Agency needs an effective outplacement service. The
importance attached to the need varies, with the strongest
advoqates being leaders of components with significant recent
or projected force reduction problems and/or those least able
to establish an employee's suitability for a job during the
probationary period before binding job commitments are made fn

the employee. The most surprising finding from the customer

survey--in the light of the real situation--is that almost all
“component managers believe the present services to be essentially \\
ineffective.
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3. The Agency's outplacement service is carried out by
the Retirement Affairs Division (RAD), a small organization
which also provides a variety of other retirement-related
benefits and services. These include administering the CIA
retirement program, processing requests for retirement under
the Civil Service system, and providing guidance on retirement
programs for proprietary organizations. The Division is also
responsible. for counselling employees contemplating retirement
or former employees who require assistance related to their
retirement situation. | _ 3

4. There are two central features of the Agency's out-
placement service which bear noting at the outset. First, it
is a service, not a guarantee of a job. The very exce]]ent
‘brochure provided all persons who retire from the Agency makes
this point: "The counselors have a modest capability for
identifying and contacting likely employers to whom retirees
might make application. While the counselors might be able to
give some job leads, and do extend every assistance within their
means,rthe retiree is made to realize that they cannot get a
Jjob for him--getting the job is up to the retiree.” Secondly,
by no means everyone who retires avails themse]ve; of the |
outplacement service. Of the several hundred employees who
retire from the Agency each year, less than half request anything

more from RAD than routine information on insurance and annuity
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benefits and, perhaps, assistance in preparing a job resume
suitably reflecting their years of employment with CIA. Buring
FY 1975, 356 employees sought assistance from the Division.

In addition, 124 who approached the Division for assistance

in FY 1974 are still considered active cases. Of the 1974/75

‘total, 133 requested counselling and resumes only and 126

evinced no further interest after receiving an initial briefing
from one of the retirement counselors. Approximately 200
requested active assistance in job hunting..

5. We did not find support for the perception held by =
many in the Agency‘that the outplacement service is at best
ineffective or, at worst, non-existent. Undoubtedly more jobs
could be found with a larger budget and a larger staff. But, \ \\ ‘

\ \

even now the success rate must be considered Egiggfpespectahlg,

e

Of those prospective retirees who actively work with the Division,»
complete their resumes, follow up leads provided and make some
efforts on their own, one out of three obtain the job of their

choice. In FY-1975, 55 such retirees left the Agency with a

‘new career already settled upon. The remaining job seekers,

some 140 in number, continue to be considered as active cases
by the Division and, presumably, many of that number will, in
the course of the next year or so, find the employment they

seek through a combination of their own efforts and support
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from the Division,

6. At the present time the Division.has three professional
employees in the oQtp]acement function, a modest allocation of
manpower when one considers tﬁe potential scope'bf the job. Even
so, the Agency_is undoubtedly one of the leaders in this field.

Several years ago a study in the journal Administrative Management

indicated that 86% of the 200 major U.S. companies provided no
pre-retirement programs at all, much 1éss an active aptplacement
function. Acéording fo the Chief of RAD, Tittle outplacement
service is provided elsewhere in government. -NSA has a contract
with a private employment agency; the Department of State has a
small unit of about four persons hénd]ing all types of retirement
counselling; but most old-Tine agencies depend«soieTy on the
Federal and State ehp]oyment bureaus.

7. The question of why CIA provides outplacement éervice
at all, and whether we should do so in the future, can be approached
several ways.‘ The present service apparently grew'out of decisions
made in the 1950's regarding a proposal to estabTish.the function
with a private employment agency. This proposal was overruled,
apparently on grounds of security, and the present system evolved.
In subsequent years demands for the service have v;ried considerably.
During the Schlesinger cutbacks, RAD was flooded witﬁ applicants

for assistance and put in long hours of overtime. More recently,
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the pace of work has become steadier and more routine, though

the decrease in average retirement age in the last several years
has meant that the number of retirees seriously Tooking for a

b

post—ret1rement job is proport1onately greater
é The §a1ue of an effect1ve outplacement serv1ce as a means’
of encouraging and easing the departure of emp]oyees who are
of diminishing use to the Agency has already been mentioned.
A consistent stream of outgoing personnel must be maintained if

only to provide, during a'1ong period of zero or negative growth,

for the infusion of new people needed to maintain Agency viability

~ and strength in a raptdly changing world. Outplacement assistance

could help by éncouraging voluntary early retirement. But some
of this room may have to be created by surplus actions against
people in the bottom rénking percentiles, not all of whom will
be eligible for retirement. Provision of effective outplacement
assistance in such cases--and many CIA castoffs are likely to be
more than competitive with average job seekers from other
organ1zat1ons—-wou1d do-much to ease the potential problems for
both the individual and the Agency that are inherent in
involuntary separations.

9. Another reason for maintaining an Agency outplacement
activity is that we might soon be required to do so. Pending

legislation, introduced by Congressman Edwards and Senator Mondale,
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calls for all Federal employers to provide some form of pre-
retirement counselling and job-finding assistance, followed by
post-retirement ihterviews with former employees to determine
their degree of well being in their new situation. Chief, RAD
points out that the Agency is already engaged in a11<of these
activities and therefore can take some pride and comfort in
knowing that we are ahead of the pack.

10. We believe outplacement to be a valuable and necessany
part of the Agency's personnel program. We were d1sturbed by -
remarks by Office of Personnel officials suggesting that eut-:
placement mighf be the first effort cut if 0ffice resources are
further curtailed. We hope that this would not be the decision
in such aﬁ event. |

11. We consider the basic thrust of current outp]acemeﬁt -

services to be correct. It is neither feasible nor desirable

to provide more than counselling, job contact assistance, and

other support to a departing emp]oyee‘s efforts to obtain
employment. We consider the success record of the pkésent
effort to be very reasonable and are not certain that more is
required, although still better achievements at Tittle additional
cost would be even more uéeful.' Some suggestions that might
help are listed below: |

a. The capabilities of the counselors to find job

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4
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possibilities outside the Washington area is very limited

at present, according to Chief, RAD. We believe this might

- 25X1A

Agency sources. However, we think that RAD.might explore

. - for some low-key means of alerting Agenéy ménagers who
typically deal with employers in industry and elsewhere to
the job needs of prospective departees. Perhaps this could
take the form of a beriodic listing, keyed by number not
name, of resumes of such job seekers. Such a Tisting could

be sent to Agency managers who indicate a willingness and

capability to help)] | 25X1

25X1

b. We were not aware in our discussions with RAD that o,
any very serious effort is being made to enlist the

assistance of former Agency employees now successfully

D-7
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employed elsewhere. A Tow-key apbroach to such employees

with offers to provide information similar to that circulated

within the Agency might prove helpful in generating new

job leads. |

12. Probably the most important conclusion of this study
js that the successful 6utp1acement éffort is apparently having
few of the desired.effects of reducing Agency manning, because
managers, and undoubtedly their subordinates, are unaware of its
success. Indeed, the efforts of RAD and the Office of Personnel
" to avert the development of false expectations about their 2
capabilities-~such as the quotation in paragraph 4, above--may

contribute to this misconception. Therefore:

Recommendation No. 6. That the Director of Personnel find means

as soon as possible of conveying to component managers a more

accurate view of the capabilities and achievements of RAD's

outplacement assistance program.

D-8
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25X1A | RECRULTMENT AND APPLICANT PROCESSING

ages of the recruiters vary, but generally they arc on the upper
side of middle age. During the course of our pre-inspection djis-
cussions, there was concern that because of the generation gap

between the recruiters and student applicants (one recruiter is 60},

| - they would not be able to relate to each other. 'On the other hand,

when an app]ﬁcant, many of whom are students, wants to talk about a

career in government, he or she would probably prefer to talk to a

"father figure" than to a recruiter who is just two or three years

out of school. This is even more so with female applicants. On

balance, we did not see it as a problem that many of.the recruiters

are middle-aged and beyond. ' _ 2
2. Some of the recruiters have absoluteiy‘no Headquarters (Q‘Qf\*\

experience and others have had limited exposure.IVWhiTe this does i

not make their task impossible, it most assuredly cannot make it

easier. The recruiters seemed knowledgeable enough about the Agency

in generalities, but there is no question that recruiters without

~ E-1
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reasonably extensive experience elsewhere in the Agency are

Timited in their ability to convey the flavor of Agency employment

to some applicants. We found evidence of this during our field

visits. We would suggest that all new recruiters assigned to the

field possess somewhat more Agency experience. IE_1§M§150 suggested .
that dur1ng the1r slack season, usua]]y the summers, present ;& b 7

e B \g oy
recruiters be brought to Headquarters and assigned to and work with

i T

e, e £ S

th%~ESTEEEE?E§ﬂf0r WhICh they recruit. It is fe]t that this would \
give them a better appreciation for the needs of the components
than, for instance, attending or mon1tor1ng courses at Headquarters.
3. with-ohe or two very minor exceptioné,'we found that the
recruiters are maintaining very low profiles and it is, indeed,
rare when any of them will make a sbeech or officially represent
the Agency except in a recruiting environment. In those rare
instances where they have generated publicity in the recent past,

it was more often a s1tuat1on not instigated by the recru1ter Thus

they do perform a representat1ona1 function in their field areas,

. but not to the public at large. ‘ ~ﬁfu_~___‘;ﬁ“w_”
| 4. One of the most noticeable aspects of recruitment was the
heavy, almost exclusive, emphasis placed on recruitment in the
academic environment. This has been traditional with the Agency in
the past and, according to the Chief of the Recruitment Division,
efforts will be made to develop more non-academic'sources in the

.

CORFIDENTIL
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future. The Inspection Team believes that this would be a most
worthwhile development because of the Agency's need to incorporate
views based on different perspectives and experience which can
be achieved through lateral introductions of middle and high
graded personnel. | | |

5. Most of the recruiters made mention of the fact that
pressures are being placed on them to improve their records in
minarity recruitment, especia]Ty with Blacks and Hispanics. All
évidenced a sincere desire to comply, pointed to.their extra-
academic efforts to attract qualified B]acks,.including contact
witﬁ the Urban League. One recruiter pointed out that on one
occasion he mailed letters to 145 Blacks at a local university,
soliciting their interest, got back 11 resumes, interviewed five
and gave four of them applications, two or three of which were
returned. This example is consistent with general activity which

shows a sincere,. concerted and very difficult effort to recruit

‘Blacks and Hispanics is being made by all recruiters.

6. All of the feéruiters acknowledge that one of their main
objectives is to get their recommended cases to Headquarters as
soon as possible and their fondest hope is that e;peditious action
will be taken on their cases. . All bemoaned the fact-that it

——
doesn't work that way. The inspection examined the various steps

taken in the field and at OP Headquarters in the processing of an

E-3
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applicant for employment. It is unquestionably a time consuming
process at both ends. The prospective applicants complete a short

form resume before they are interviewed by a recruiter. At the

~completion of the interview and if the recruiter thinks there is

a reasonable chance of placement, the applicant is provided a

rathef comprehensive set of application forms and scheduled,

in most cases, to take the Professional Aptitude Test Battery (PATB).
This test is administered on certain Séturdays in the general
vicinity of, but not necessarily in the same city, where the
applicant resides. The recruiter cannot submit the case to Head-
quarters until all of the forms have been completed and the test
taken. Once the case is received at OP Headquarters, it is processed
in a most expeditious manner, even being hand-carried in many

instances in order to save time. While this was not always the

case in the past, the inspection concluded that the Staff Personnel

Division is doing everything possible at Headquarters to get
applicant cases into the hands of the customers as quickly as
possible. Much of the criticism about the amount of time that it

takes to process an application was centered around the administration

—
e

~
of t%;;ifi?\lit takes a minimum average 0§£Zive weeks for the
custolks 0 get the results of the test in the field) and the
time that it takes a customer to decide whether or not to put a

case in process.

E-4
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7. We question whether the value of early administration of
the PATB 1is sufficient in most cases, to justify the loss of good

L

applicants probably generated by the delay entailed. We note that;\f}ﬁ
some Offices now request that the PATB not be administered. Q\;ﬁ
Another Office, which insists on its use, last validated its use-
fulness in 1958 on the basis of examining forty cases. Other

Offices might find that adminiﬁtration and prompt evaluation of

the test during an applicant's Headquarters visit would satisfy

their need. Decisions on this matter must be reserved to thé
Operating Components Who best understand their personnel need§

and the reasons for particular selection criteria. We believ; they
should be fully aware of the costs of present PATB practices in

terms of lost applicants, extra recruiting efforts, and simply the
dollar expended for administering the test in many localities,
however,. We suggest that this subject be included in the courée

for component managers récommended (No. 10) in Tab H.

8. Another major cause of delay is the time taken by components

to reach decisions about putting applicants in prdcess. We believe

the Office of Personnel is doing well in its efforts to minimize

these delays by hand-carrying and reminding components of long-
retained applicant folders. We suggest, however, that statistics
and horrible examples be assembled and presented to managers at

the course mentioned above in the hope of increasing their awareness

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4
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of the problem.

9. One aspect of Agehcy recruitment procedures, which wag) , ’U %1“1/
most noticeable and disconcerting, is the emphasis placed on gz,l |
recruiting for the Career Trainee Program (CTP). Most of the
recruiters go after étudents working on their Masters or Doétorates
as CTP candidates. They have been told for years.fhat one doesn't
need an MA or PhD to make a good case officer, and while they
believe this, they keep an eye on what is selling and that is

what they recruit. It was explained that because it is a buyer's
market, there are numerous outstanding candidates available and

all other things being equal, the candidate with the MA or- PhD

is more likely to be séjected than one with a BA or BS. Most CTP
candidates are "pre-committed",-that is, the recruiter specfffca]iy
designates them as'chh which means that their files are not
avai]able for review by other components. When received at Head-
_quarters, such files are sent directly to the Office of Training
(OTR). Others are earmarked for the CTP at Headquarters and they
too go to OTR without being made available for review e]sewhére in
the Agency. Others that are in the Skills Bank may be requested‘
by CTP and 1in all cases where CTP has an interesy, the files are
not available for review by other components. Because CTP cahdi—
dates are later interviewed in the field and‘because OTR frequently

waits until they have a sufficient number to interview in a

E-6
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a geographical area, the CTP files often are "blocked" for a Tong
period of time. The whole CTP recruitment concept has been discussed
as a "massive overskill". Inquiries in this regard were made and
confirmation received fo,the effect that in CY-1974 they (OTR)
reviewed 729 files on CTP candidates and hired only 40 new employees

and in CY-1975 they reviewed 692 files and hired only 23 new

-emp1oyees. Our investigations from the Office of Personnel per-

spective supported the view that the CTP recruitment program
indeed looks 1ike a "maséive overskill"., The O0ffice of Personnel
activities are governed in many cases by personné] requirements
specified by other components, however, and the program as a .
whole is managed by OTR. Therefore, this matter will be further E:
reviewed during an OIG survey of OTR scheduled to start within (5'| [) ‘r‘)
two or three months. Recommendations for corrective act1on, if Cy ()
still indicated, will be included in the report of that survey.

10. Shortages of clerical personnel were often cited by
customers as reason for dissatisfaction with Office of Personnel

recruiting efforts. Our examination of these efforts failed to

' suggest any dramatic new means of increasing the flow of new

clerical employees. Recruitment Division is aware of the complaints

and, we believe, is taking all steps available to satisfy them.

There is some question as to whether the Agency-wide shortage is

E-7
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as significant as it appears to some managers. Statistics on
clericals employed versus clerical positions suggest that mis-
assignment may be part of the problem. Poor management in a few
components experiencing Qnusualiy high turnover rates may be
another. In any case, we believe the Office of Personnel is
taking all steps reasonably available to it to meet Agency
clerical recruitment objectives.

11, Specialized recruitment was discussed with all the
recruiters, as well as with those involved at Headquarters, and
it was generally agreed that this is aﬁ area-where support and
assisténce rightfully can and should be provided‘by the components.
While some recfuiters do very well in specialized requirements,
all felt that the components Tevying the request should give
the recruiter a clue as to where such talent could be found.

12. The age-old question of whether or not recruitment

~could be handled from Headquarters was discussed at all Tevels

and the age~old replies of knowing and maintaining contacts, in

addition to being spokesman for the Agency, were heard. There

1is a certain amount of logic to having recruiters located

throughout the country; although the “Agency spokesman” aspect
does not seem valid in 1976. Unless there is a drastic reduction
in Agency hiring and there is no hard evidence that one is on

the horizon, it is not believed that any recommendations, other

E-8
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than maintaining status quo, are prudent in this regard at

this time.
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TAB F

CLERTCAL CAREER MANAGEMENT

1. The clerical management problem is primarily one of
limited promotion opportunities. Strong1y~adverse.views of many
component managers about Office of Personnel (particularly PMCD)
activities in this area indicated the desirability of treating
the subject separately in this report. 1In many respects, howevef,
this discussion is an extension of that found in Tab G,Apasition
Management and Compensation. .

2. Opportunities for clerical advancement are limited by
the low (as compared to professional) General Schedule (GS)
grade structures established for clerical positions and by 1imited
opportunities for clericals to move into semi-professional or
professional positions which require ski]]s_which many clerical

employees do not generally possess. Moreover, some qualified

clericals, particularly secretaries, like their jobs and desire

" to remain in their chosen field.

3. Non-secretarial clerical positions such as regfstry
or mail room clerks are generally limited to the GS-05/07 grade
level with a supervisor one step higher. In the secretarial
field the Agency follows a pattern system based on the organi-
zational level and grade of the supervisors position. Few

senior secretaries can hope to obtain positions at grades higher

F-1
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than GS-07, or, perhaps GS-09. Since clerical grade Tevel
structures are lTimited to begin with, a competent individual
who entérs on duty as a GS-04/05 may be promoted to GS-07 or
even G5-09 relatively early in his/her career. Thereafter the
prospects for further promotion are dim; morale sometimes
suffers.

4. Agency managers empathize with clericals on promotion
headroom problems. They are particularly concerned over the
established secretarial pattern as it affects senior secretarial
positions. Many view. their secretaries as highly competent, :

indispensable members of their management team. An analyst

or case officer may be easily replaced or others can take over

the workload, but the manager's secretary, who, in some cases,
is fulfilling the role of an office manager, is irreplaceable.
Therefore, it is understandable that managers want to reward
their secretaries with promotions., They desire to accord them
grade levels which, in their opinion, equate to their value in
comparison to the professional members of the team. .

5. During 1974/75, the senior secretary problem was the
subject of several Management Committee discussions. In sum,

the Management Committee concluded that the Agenc& secretarial

- pattern system should be continued as a gquide in determining

pay levels for secretaries, that the Directorates should submit
F-2
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recommendations for secfetaria] upgrading to OP, PMCD for
‘review in those cases where components judged upgradings to be
justified and that perhaps the term senior secretary is a mis-
nomer in describing some secretarial positions, particularly
overseas, and that a new job or position category be_considered
that more accurately describes the many duties such secretaries
or office managers are called upon tb perform.

6. As a result of the above Management Committee directive,
PMCD conducted a review of 62 secretarial positions recommended
for upgrading by the career services. In conducting its review,
PMCD utilized comparison data obtained from the Civil Service |
Commission, other government agencies and private industry.
-PMCD concluded that following "equai pay for equa?nwork“ principles,
upgradings were justified in only a few instances and that CIA
secretaries, in general, are paid comparably or better than their
éounterparts in industry or other government agencies. PMCD
also found that, aside from promotion 1imitatfons, factors such
gswagaér-uti]ization, promotion policies and professional treat-
ment of clericals were contribqtjpg factors to dissatisfaction.
As a result of the presént.fnspection, we endorse these PMCD
findings. As stated in Tab G, we conclude that PMCD'S enforcement
of job/pay equity for secretarial and clerical positions is very

effective despite frequent and strong management opposition.

F-3
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The clerical field is one in which "equal pay for equal work"
standards can be readily established due to the similarity of

clerical duties at different levels. Moréover, in most, if not

all cases, valid comparisons can be made with similar positions

—

L

elsewhere in government and industry.

7. We have no specific recommendations for 0ffice of
Personnel actions to improve Agency clerical career management.
We applaud the successful efforts of the Office of Personnel to
generate separate and special consideration of clerical hersonne]
within the career services. We have considered, as have many ,
others, the establishment of an Agency-wide clerical career
service. The intent of such a career service would be to
broaden opportunities for competitive cross-Directorate movement
of clericals to better positions. However, we believe that the
advantages of broader access to the very few positions at grades
above the GS-07's and GS-09's available in the individual career
services are limited, and real achievement of such broad access
by this mechanism is dubious. Some mechanisms, particularly
vacancy notices, now provide broad access in some cases. Thus,
we conclude that the likely advantages of a single career service
for clerical personnel, or just for senior secretaries, would
not offset the complexities and difficulties generated by its

creation.

F-4
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8. We believe that more attention should be focused on
alleviating problems encountered by PMCD during its senior
secretary survey which are perhaps more serious than advancement
oﬁportunities, e.g., secretarial utilization, management atti-
tudes, recognition, etc. Further, we believe that ménagers

need to obtain a better understanding of the limits on what Q<> Qi;j;]? '
]

a government employer can do to improve the pay status of its

secretarial personnel. We suggest that these topics be included

in the management course recommended in Tab H.

(¥
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POSITION MANAGEMENT AND
COMPENSATION

INTRODUCTION

1.  The Position Ménagement and Compensation Divisioﬁ
(PMCD) is the Director of Personnel's principal agent in meeting
his responsibility for authenticating staffing complements--
often called Tables of»Organizatién (T/0's)--and revisions
thereto. These staffing complements establish the official
numbers, grades, titles and interrelationships of job positions
in Agency components.. To perform this function, PMCD conducts
desk audits of Agency.positions, either in response to a
component ﬁequest that a particular position be reviewed (usually
in the hope of upgrading it) or as part of a survey of the
organization itself. Such surveys may occur upon request, when
managers need authentication of a significant reorganization of
an existing component or need a staffing complement for a new
organization. PMCD is also chartered to conduct periodic
position surveys of all Agency components.

2. PMCD's objective during its position evaluations is to
insure, within reasonable Timits, that the compensation for
positions of similar levels of difficulty and gesponsibi]ity are
consistent within the Agency and with the test of government.

Achievement of this job/pay equity ideal is circumscribed by
G-1
D 31
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requirements that, within a Directorate, rec]assification of
positions must not (without DCI approval) increase the total
number of senior slots (e.g. positions at grades of GS-14 and
above) or the average grade of all positions. If PMCD's
evaluations of job/pay equity lead to upgrading of some
positions, others, at least within the Directorate, must be
downgraded--perhaps despite job/pay equity--to maintain the
status quo. Similarly, the Director of Personnel is charged
with evaluation of Directorate proposals to change the nuﬁber,
grade or allocation of supergrade positions. PMCD bécomes in-
volved in such evaluation and is influenced during its position
eva]uations'by the fact that the totais of present stafffng
complements include more supergrade positions than OMB has
authorized to the Agency.

3. The objectives of PMCD's periodic position surveys are
to update position information--in order to improve evaluation
standards--and to make necessary adjustments in the grade of
individual poéitions and the position structure as a whole.

This last requirement on PMCD puts it in the position, in effect,
of advising a manager on how he should organize his component in
order to accomplish his mission.

4. We formed judgments on the effectiveness of PMCD's
contributions toward achiéving Jjob/pay equity on the basis of

discussions within PMCD and our analyses of component managers’
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comments and of recent PMCD surveys and survey reports. HWe
conclude that PMCD's contributions vary by grade and type of
position.

a.” PMCD's enforcement of job/pay equity for
secretarial and clerical positions is very effective
déspite frequent and strong management opposition.

b. PMCD is ggggrgllyveffective, and usually provides
a useful and welcome service to managers, in establishing
and enforcing job equity for muitip]e-copy technicians.

c. PMCD is usually effective, despité managemeni

" pressure for more he;é;;;m, in maintaining‘job/pay equity
for junior and middle grade analysfs, cése officers and
support officers--but complaints abound in individual
cases.

d. PMCD's contributions toward establishing and
monitoring job/pay equity are relat1ve1y_jneffect1Y§ at
grades of GS-14 and above. PMCD's competence to evaluate

such positions is frequently questioned; and it is rarely
able to prevéii in resolving disputeé. When it does
prevail, its downgrading recommendations sometimes restrict:
future headroom but have little immediate effect in the
sense of causing transfers or demotions o% incumbents.

As one senior manager put it, the outcome depends on how

~well the Office "snows" PMCD.

G-3
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h. PMCD's responsibilities in the enforcement of average
grade, senior slot and supergrade limits are unclear. It is
therefore difficult to assess the Division's contributions to
this effort. Responsibility for allocation of Directorate staff
manpower ceilings (i.e. total positions) among components is
assigned to Deputy Directors. Each year they, or their_component
heads, develop proposed staffing complements which, in their
totals, must stay within the numbers of positions at each grade
allocated to their career services. Proposed staffing complements
which contain revision, or are later revised by a PMCD periodic
survey, must be authenticated by the Director of Personnel.

If that authentication supports a number of positions, andéverage
'grade or a number of senior slots that exceeds the Directorate's
allocation, the Deputy Director must take action through the |
Director of Personnel and Comptroller to obtain approval for the
increase. The Director of Personnel may advise on where
compensating changes may be made to avoid exceeding average
grade limits. But responsibility, and most decision authority,
belongs to the Deputy Director concerned. PMCD's responsibility
‘appears to be in support of the Director of Personnel's
monitoring, advisory.and staffing complement authentication
roles. Wherever the blame or credit lies, it.is impqrtant to

note that upward grade creep in CIA 1is not significantly

different from that experienced in most other Federal agencies.

G-4
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6. Agency managers express more dissatisfaction with the
way the PMCD function is performed than with any other activity

of the Office of Personnel. -They allege that PMCD personnel do

not understand Agency functions and positions, much fess their /

importance and uniqueness, and insist on using Civil Service ;{{/

e,

standards of position classificafion which mahy think‘are not
applicable ta the Agency. 1Managers are further disturbed by |
PMCD delays in reviewing componenf requested chahges and by the
time-consuming PMCD periodic surveys which rarely have a
significant impact. In judging the validity of such criticism,
which reflects the view of a large majority but is net universal,
one must take into account the PMCD functions described above.
These are control functibns which impact on how managers manage.
Since PMCD, in its wisdom, frequently disagrees with the wisdom
of managers concerning position classification, an adversary
relationship develops. Therefore, PMCD does not engender much
affection from managers.

7. CIA follows the Civi] Service wage and grade structure,
but the dynamic nature of the Agency's unique role has resulted
in management innovations which are not typical of the Civil
Service tradition. Position management in the Civil Service
usually involves looking at the function of an'organization
and constructing a hierarchic structure of components and

positions to perform that function. Position management in
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that tradition envisions a fairly stable situatioh--minor

changes in positions and structures can be accommodated based

on experience. Such organization structures are effectively
utilized by many Agency components including the Office Jof
Personnel. However, many other Agency components ar charécterized
by constant change in mission and priorities. ‘ heir organiza-
~ tional structures and assignment 6F personnel are in constant
flux. ('Such components find the s1ow and agonizing PMCD way of

e e
doing business untenable.

J\M .
8. In the position classification f1e1d CIA also-

frequently departs from Civil Service concepts. In the Ciyif
Service tradition a position has certain qua]itiés of responsi-
bility, supervision, educational fequirements, etc. Based on
the number and level of such requirements a GS grade is assigned
to the position. . People then compete for the position on the
basis of merit and the aSsigned individual must be promoted
within 120 days or removed from the position. Superficially,
CIA appears to function in a similar manner. Actually, the
Agency career service system operates more on the "rank in

the man" than on the Civil Service "rank in the position"
concept. Agency managers think in terms of the career pro-
gression of people. Individuals are frequentiy placed in a
position not because their talents match all of the requirements

of the position description but in order to provide them .

G-6

CONFIDENTIAL

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



Approved For Release 2002/1 QM

5-00498A000300090005-4

with the opportunity for advancement based on potential and Q 7\vé{£§i

past performance. Then the functions of the position are

unofficially modified to best exploit the talents of the

incumbent. Thus, there is an inherent incompatibility between

PMCD's preoccupation with fixed, unchanging positions and (;10§j?7p)<///
managers' preoccupations with adjusting positions to fit ¢
changing people.

9. In reviewing a number of PMCD surveys, we find some
validity to the frequently voiced assertion that PMCD bases its
Judgment too closely on Civil Service precepts. It 1is conéerned
with matching grade struétdres to hierarchic organizatiom
structures, sometimes with little understanding of why some
organizations are otherwise arranged. It goes to some lengths
to correlate CIA positions (which are frequent1y unique to CIA)
with positions elsewhere in the government, e.g., an NSA
Journeyman computer programmer is a GS-12; therefore, a CIA
programmer, who may in actuality work with a much more complex
system and set of prob]ems, should be comparab}y graded. We
find many examples Where PMCD used comparisons which we judge
to be invalid, e.g., we do not think a DCD Contact Officer
should BE‘EGEEEFES with a DDO Case Officer to establish grade
equity. We also find examples where PMCD has recommended that
a position be abolished in order to improve the professional

to clerical ratio with no argumentation provided as to whether
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or not the workload justifies the position. We find many [(;\)‘}
e
examples where PMCD has recommended that a position be down-
graded because the incumbent wasn't performing at the position
grade level. It seems to us that the rqggirgggﬂgqfor the
position should be PMCD's primary concern rather than the current
incumbent's performance. -'S{Ell/
10. We feel there is some confusion in PMCD as.tolits
appropriate ro]é,.j,g,, whether to ensure job/pay equity or to
control the rise in average grade and the 1like. As_mentioned
above, these are somewhat conflicting goals. Regulations re-
quire that average grade and senior slots be held constant
within Djrectorafes as a whole. PMCD apparenfly attempts to
enforce such restraints within each component, sometimes to
| the detrement of job/pay equity. Recommendations contained
in its survey feports frequently result in an overall reduction
in averagevgrade, senior slots and supergrade positions. We
believe that, at least at the component level, PMCD shdqu
only be concerned with job/pay equity, i.e., in reviewing -

positions, it should call it as it sees it; contro111nq average

grade is a higher management concern. #%L*-Pp
— —_—————

11. The intent of the above discussion is not to 1ay

the groundwork for a recommendation that we abolish our system
of position management and compensation or that we do things in

a radically different manner. Since we are a government agency,
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our options are limited. The intent is to indicate the
culture in which such a system must operate and some of the
problems it faces.
12.  CIA was exemptéd from the Classification Act of 1949,
, but.ih that yeaf Director Hillenkoetter informed the Civil
Service Commission that in our internal personﬁe? policies we
~would follow the basic philosophy and principles of the Act.
In October 1962 the Aéting Director reaffirmed the Hillenkoetter
policy in a memorandum. This policy is set forth in various |
Agency regulations and PMCD is our primary infernallcontrol for
ensuring that we adhere to the classification principles of
the Classification Act. Under its legal exemptfon,.CIA could
seek Executive approval to establish its own syétem of grade
structure and wage scales but any system we developed would
probab1y not be approved if it departed dramatica]iy from
government-wide pay and classification 1eg151ation-and policy.
There is no prospect at present that a change in system will
be sought, and in any'casé any system utilized by CIA would
require ménagement and control to ensure job/pay equity, to
respond to concerns over the size of thg Federal payroll, and
to implement executive policies stemming from those concerns.
Therefore, the PMCD function must continue.
13.  In the balance of this Tab, the discussion is sub-

Adivided into the major issues we believe impact on PMCD and
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its functions. Conclusions and Recommendations designed to
improve the performance of PMCD, make it more responsive to
component requests for position changes and, hopefully, to
create a better working relationship between PMCD and Agency
compbnents are provided on pages G-26 through G-3}.

14. It is important to note, before embarking on the.

individual topics, that, prior to the initiation of this OIG

survey, a ret1red employee, was g1ven a

contract to conduct a study of PMCD and to make recommendations

designed to improve position management and_c]assification in

CIA. The Inspection Team found s study of XL/Lf’i?Z/{:>

VT

considerable value in its own deliberations.

PMCD Staffing

15. The position classification brofession requires
talented individuals. They must have-répresentationa1 qualities,
the ability to brief weTl and deal with peop]e at all levels,
good analytical skills and several years training to learn the
basics of the profession, We have been told that PMCD was
formerly staffed with individuals not having these skills.

PMCD management.belieyes the Division is currently staffed with
high-quality individua]s. Customer comments suggest this may

not be universa11y.true, but we were imﬁresseﬁ with the enthusiasm
and competence of the PMCD personnel we contacted.

16. Despite the general criticism of PMCD,.severa1

Agency managers praised the competence of a few PMCD analysts.
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We suspected that these analysts might simply have been

unusually lenient, but that was not the case. The well-

regarded ana]ysts are experienced 1in pos1t1on c]asswflcat1on

et g a R

R — v g e 2 i -

and have dea1t frequent]y over a number of years w1th the orqan1—

e

zat1ons that pra1sed them. As a result they understand those

f e

organ1zat1ons and are respons1ve to their needs. We have

concluded that effect1ve rapport between PMCD and Agency

e e an-—-—._,,_
Pt O et

components can be estab11shed when a competent PMCD anaTyst is

ass1gned to an account over an extended per10d (up to f1ve |

years) The PMCD ana]yst learns the structure and prob]ems

PO eR T it N

“ of the component and the component ga1ns conftdence in and
P Y T

respect for the PMCD ana]yst
17. At one t1me, PMCD was viewed as a crad1e to-grave
assignment. Its current policy is to maintain a two-thirds

permanent cadre staff of experienced professionals and to fill

the remainder of its positions with three-~year rotational

assignments. The PMCD staff is small in relation to its - 25X9

responsibilities. There are only, ull-time classifiefs

and about five professionals engaged in developing better job
standards. Since it tokes several years to train a new
analyst, we believe the proportion who are permanent staff
should be kept at a high level to maintain the professionalism
of PMCD. We suggest that the permanent staff be given
'periodic personnel officer rotational assignments.to other

Agency components (perhaps two or three during a career) to
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obtain a different perspeétive and to gain more experience

with the problems of other components. This could be coupled

with the rotation of other personnel into PMCD either from

the Office of Personnel or elsewhere. We .understand that the ) "7
Office of Personne] has made a proposal to obtain personnel L}f¥¥&’k> N
from other componentS and Directorates for rotational assign-

‘ment to PMCD. The rotation of PMCD personnel to the Directorates

and Directorate personnel to PMCD would further mutual under-

standing and féci]itate PMCD working relationships with

components, if the assignees' tours are long enough to develop

and emp]oy_adequate position classification skills. .

Centralization Versus Decentralization

18.  Some managers argue for decentralized position
management and classification. They suggest that professional
Job classifiers be assigned to Directorates, or even to .large
components, and that job classification be done wholly within
such units. They feel that existing constraints on numbers of
positions, senior slots and average grade are adequate to
prevent empire building and that, within theée constraiﬁts,
they are best able to decide how to organize their components
and assign grade values to positions.

19.  Such a decentralized system is in effect at fhe
Energy Research and Development Administration (ERDA) and it

reportedly works effectively. However, ERDA uses a standardized
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managers have been trained in and are involved in the appli-
cation of this system, thus ensuring a certain amount of
job/pay equity within ERDA. From this and other examples, ‘
it appears that a decentralized system can work satisfactori]y
in some organizations if systematic position standards have
been developed and ménagers understand those standards and

are willing to devote time to their abplication. Those
conditions do not exist in CIA. Position classifiqatfon is
not well understood by CIA managers and over the-years we

have used a number of different criteria, understood only by
PMCD, for evaluating positions.

| 20. The Civil Service Commission is developing a |
position classification methodology cai]ed the Factor Ranking/
Benchmark System and has decreed that all agencies under its
cbgnizance will adopt it by 1980. The system is based on

data compiled from the experiences and systems of industry,
labor, foreign countries, etc. Those who are familiar with
the system are enthusiastic. over its potential and cite as

its advantages that 1t.is easy to understand, it is a more
accurate way to grade positions than systems used heretofore
and it requireSIOperating Compaonent participétidn, thus
leading to agreement and understanding on how positions are
classified. PMCD has established a separate branch to develop
this system for Agency use..
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21.  The Inspection Team was impressed with the potentia]i&?gg

of this system and urges the early deve]opment'and use of an é;iéx

Agency version to improve both position classification and n

-cdmmunication on that subject between PMCD and components.

When the'system has been fully implemented and understood,
at least one barrier to decentralized position c]assification
in CIA might be removed. Even under those circumstances,
however, we doubt that decentraiization, in the sense of 'f;
assigning poéition classifiers to Directorates, would be é
desirable in this Agency. |

22. Although most authority in CIA is delegated to-the
Deputy Directors who supervise the four semi-autonomous ’

Directorates, the Agency must operate as a single ofganization
in its relations with the rest of government, including
its conformance with manning and staffing rules and restric-
tions. These require that job/pay equity be maintained and
monitored throughout the Agency, not just within Directorates.
That monitoring is performed by the Director of Personnel.

.We believe his central control of Agency position c1assificatiér
experts is essential tb the provision of uniform classifica-
tion standards and to monitoring the application of those
standards within the several Directorates. We question,

however, whether the Director of Personnel needs to retain {

authentication control of official staffing complements. o

That subject is discussed in the next section.
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Authority and Appeals

23. In practice, managers are not now -unduly restricted
by PMCD's recoﬁmendations or by its influence on their staffing
complements. Undesired recommendations arising from PMCD
periodic position surveys are frequent]y negotiated away or
ignored. No effective system of enforcement or.appeal has
been formalized to deal with outstanding differences, and
various mechanisms, necessary for other reasons, prov1de means
of evading many of the restrictions in an unsat1sfactory

Table of 0rgan1zat1on For examp]e, the 0ff1ce of F1nance

[P ——— s

uses Personal Rank Ass1gnments as a means of prov1d1ng GS 12

B T

'C’rt1fy1ng 0ff1cers to overseas posts because PMCD w111 on]y

i e A1

authenticate a 1ower grade PMCD recommendations have some-

e T .
what more force when a component initiates a reorganization

or tries to upgrade positions. Even in these cases, however,

PMCD ha occasion been overruled by the Director of Personnel .| | &

"
(%4

or the{ DDA,/ In practice, if a controversy attracts the ;;“
attention and SUpport of a Deputy Director, his decisioh :
usually governs the actual outcome, although not necessari]y
the official staffing complement. For example, PMCD

recommended that the Personnel Management Group/DD0 staffing

complement be Timited supergrade positions.

Eighteen are now and will be assigned there--the number
authorized by the DD0. The extra positions'are simply flagged

on the staffing completment as awaiting approval.
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24. It has been argued that PMCD, as a component of
the Office of Personnel, is buried in the Agency management
hierarchy and does not have enough clout to operate effec-
tively and to enforce its decisions (assuming it_haé-com& ta (;@ v
rational decisions which should bhe enforced). _%é;pas been
suggested that the functions be attached to the 0ffice of the
Comptroller. We do not think the placement of the function is ‘
a significant factor in improvfng its accomp?iéhmeﬁt,‘ If the
function weré berformed competently and with_a greater degree
of management understanding, if PMCD's authority were under- |
stood and spe11ed.out in Agency regulations, énd if its
‘decisions could be appealed and reviewed by higher authority;
then we believe it could function effectively_whefe it is.
The more bésic question is, what role and auth@rity.should
- PMCD have?

- 25.  We have reviewed and discussed several recent PMCD
surveys with the surveyed components. =These components
‘generally felt that PMCD was on target regarding its recommen-
détions on clerical positions. They expressed strong ,' |
disagreement with PMCD judgments on a number .of other positions,
‘particularly upper level positions. The PMCD analysts who
conducted the surveys were judged to be ded{cated, combetent
- individuals but it was felt that they did not obtain the

understanding necessary to make valid judgements regarding
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the significance and the uniqueness of the professional
positions being analyzed, nor did they use realistic com-
parison data. We do not think this is simply management

dissatisfaction because it did not get its way. As discussed

. .
earlier, we also question the infallibility of PMCD's judgment. _ké

This is not intended as criticism of PMCD or its personnei.w

They are not and cannot be specialists in all the organiza-

tions or position fields they ére analyzing; therefore, they

will make errors in judgment and their decisions should be e

subject to review and, if ﬁeceséary, regﬁggal. | L

26. Many be11eve that no effecti;; ahd impartial appeal

route exists. The Director of Personnel is uniquely empowered
to authenticate and issue staffing complements and is therefore
the official appeal route.. PMCD reports and recommendations
are furnished to components over his signature, however, and
the route back 1ack$ at 1edst the appearance'of impartiality.

| Questions could and would be raised about his qualifications

~ to resolve a dispute in detail about a specialized position
deep wifhin another Directorate, and such disputes are frequent
--31 of the 38 component managers interviewed on this subject
had complaints. Moreover, his real means of enforcing other
thaﬁ very important PMCD recommendations is'open to question.
His authority to authenticate stéfffng complements is clear.

Deputy Directors, however, must determine the allocation of
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staff manpower ceilings among their components and may, within
some 1imits, make shifts in manpower within their Directorate
without seeking outside approva]. In arguments with other
Deputy Directors, the DDA cah,4and sometimes does, lend in- /2
valuable support to the Director of Personnel. Unresolved |
questions can bé and sometimes are taken to the Management
Committee and the DCI for resolution. The number of disputes
far exceeds the cépacity of this channel, however, and most,
therefore, are either settled through negotiatiohs--usua]]y in
management's favor--or left unresolved.
. 27. The main problem with the Director bf Personnel/DDA:
appeal route 1ies in the number and comp]eXities of the disputes.
Effective and equitable resolution of them all would require
amounté-of jqb knowledge, position classification knowiedge and
study time that are simply not available to those wfth the high
'1evé1 of authority and respect needed to impose aﬁ undesired
solution on a Deputy Director. Creation of an appeaf authority \g\
outside the four Directorates--e.g., the Comptroller or, God 'QMQ\ o
forbid, the Inspector General--would face the same set of problems.
'28. Efforts are being made, as they haVe been for years,
to reduce the number of differences by improﬁing the quality
of PMCD's judgments, improving managers confidenée in those
judgments and, through negotiations at various levels, to reduce

unresolved differences to those few critical cases perhaps
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worthy of Management Committee action. The last, and most
effective process, doesn't enhance management confidence in
PMCD advice or in the value of}the whole exercise, however. One
very senior manager said that the subjectivity of the PMCD process
is driven home when you reach the negotiating point; "I'11 give
.you two GS-07's for one GS-iZ.“ Many other managers haye illus-
trated their doubts about the worth and effectiveness of the
wh01e.process by indicatiﬁg that after months of effort they are
able to obtain through negotiation almost everything they wanted.
We applaud the efforts to improve the quality, and thevéby the
acceptability of PMCD judgments. We find Tittle new in thesg
efforts, however, and little in the outcome of similar efforfg in
the past to justify an expectation that achievable improvements,
however desirab1e, will solve the problems by itself.
29. We conclude that there are only two solutians aVaiTab]e,
The present system, 1ackingrrea1 enforcement. authority, can be
continued and probably be improved by better, semi-rotational
PMCD staffing and deve]opment and implementation of betteﬁ, more
understandable classification standards--i.e., the Factor/Benchmark
_system. We beliéve these steps would help, but that most of the i
fundamental prdb1ems would remain. The other choice is-~in 7 ' <\
addition to these steps--to make the\ggputy Directors the appeal (:é\&§;3 '
and decision authority, while preserving the Divector of Personnel's ™

capability and responsibility for monitoring their actjons.
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30.  Whether transfer of staffing complement authenticating
authority to the Deputy Directors would degrade, improve or
leave unchanged the Agency's berformance in job/pay equity and
adherence to average grade and other manning restrictions is
bound to be a controversial question. Some would regard it as
setting the fox to guard the chickens. Others would contend that
this, in many cases, describes the present system, and, if
coupled with active and édequate monitoring by the Director of
Personnel, degradation in performance is by no means an 1nevitab1e
result. The more optimistic would even contend that pfovidjng

control of staffing complements to those now responsible for_

'ho]ding average grade, senior slots and supergrades within their
allocations would remove any ambiguities that may now exist as
to where that.responsibi1ity Ties; would provide them unambiguous
decision authority over a tool important in carryiﬁg out these
responsibilities, and wou]d-improve the relationship between
staffing complements and rea]ity by insuring that disputes are
decided. PMCD influence on component managers during negdtiated
settlements might even be increased by the knowledge that un-
‘re501ved disagreements will be decided at a higher level. Moreover,
the fact that the decision will be made by his own superior.might
make the manager a little less defensive and a 1ittle less
inclined to employ "snow" tactics.

31. No proof can be offered that the 6utcome of the shift

in authority described above will be good, bad or indifferent.
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We are pursuaded, however, that the risks of serjous degradation

are not great--and return to the present system would be possible

if we are proven wrong. The shift could be an improvement,

perhaps an important one, over the present system. We believe

other possible changes in the system, such as total decentraliza-

tion or creation of a supra Directorate appeal authority to be \\,3:$A
undesirable, impracticable, or both. We therefore conclude that \; -

the transfer of authority should be made. The details of our

- proposals are provided in the Conclusions, starting on page G-26

of this Tabh.

(X2

Periodic Position Surveys

32. | lprovides for perijodic
position surveys to quate position information, and to make. 25X1A
necessary adjustments in the grade of individual positiohs and '
the position structure as a whole. Headquarters Notfcet:::::]
7 January 1972, established the Position SdrVey Prdgram with- the
aim of scheduling and.conducting position and manpower utilization
surveys in all components with the objective Of‘achieving‘complefe
coverage of the Agéncy each three years. -PMCD is charged with
conducting the Position Survey Program. In conducting éurveys,
PMCD is concerned with position management (organizational
structure, alignment of functions, ﬁumber of positions at
different skill levels, occupational levels réquired to carry out

missions, ratio of professionals to clericals, number of supervisors

to work force, etc.) as well as position classification.
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33.  PMCD attaches high importance--and priority--to its
periodic survey program. The program provides needed opportunities
to study Agency positions in order to improve position classifica-
tion standards. It generates reviews of positions.fhat may have
cnanged in character, if.not in title or grade, since they were
last classified. And it provides opportunities to review and meke
recommendations about the organizational structure of Agency
~ components, some of which PMCD be11eves bad]y need such review.

34; Most component managers are extremely critical of the
PMCD periodic survey program, however. Many comments deal with
subjects discussed earlier--managens reservation'about the com-~ |
parisons used by PMCD to classify positions and about PMCD's
ability to understand the unique character of some component
positions--the time spent in negotiating differences in how a few
positions should be classified--and the fact that unresoTved |
differences are ept to stay unreso]ved. These comments apply
broadly to mosf PMCD surveys, whether conducted at the components
request to authenticate a reorganization or 6ne of the PMCD-
initiated periodic surveys. A number of comments épp]y more
-specifically to the latter, however.

35. One often-mentioned problem is that PMCD's nanning‘and
priority system does not permit an early respdnse to a request
for a reorganization-generated Survey, or rapid accomplishment of
the survey after ft starts. PMCD's efforts to meet a three-year

‘cycle of periodic surveys lead to tight scheduling of its limited
G-22
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manpower. There is 1ittle slack in this schedule and long delays

--many months and sometimes a year or two--occur between a
component's expression of need for a survey and‘its commencement.
Sometimes this forces components to operate for protracted period;
with an outmoded official Table of Organization. In one'case we
found that a component had deferred a needed reorganization for é
year while awaiting a scheduled PMCD periodic survey. Another

has Tong deferred.many canersions.of contract employees to staff

employee status because PMCD is too tightly scheduled te help.

Yet the periodic surveys go on. One organization that recently \{
finished such an unsolicited survey pointed out that it occurred in
the middle of changing missions and methods of operation, the }) C) '

impacts of which could not be assessed at that time.

36. The PMCD advice received during periodic surveys on
organizational structure is of often-questioned value. We attempted,
unsuccessfully, to check this by evaluating changes recommeﬁded in
recent PMCD survey reports. We found that PMCD survey reports
include, ususally without clear distinction, both their own
recommendations and others originated earlier by the component.
Thds, the acceptance by managers of recommendations for organizan

“tion changes made in survey reports is not a good measure of the
contribution made by PMCD. Most managefs interviewed felt that
few of the PMCD-originated organization récommendations were

useful. Since they are not obliged to follow these recommendations,
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they found them more annoying and time-consuming than harmful,
however.

37. Many managers questioned the qualifications of PMCD
job classifiers to provide detailed recommendations on how a
component should organize to carry out its mission. Such.PMCD
personnel are relatively junior in grade (tybically GS-12 or 13),
lack Operating Componént and senior management experience, and
have relatively 1little exbosure to the component'é particular
prob]ems; Morebver,‘managefs point out that their organization
is subject to command review in their Directorate, to brogrgm
audits by the Audit Staff, and to OIG surveys.

38. We concur with many of the manégefs views expresse&
above. We have noted the following consequenceé 6f the present
periodié survey program.

a. Unresolved differences with_PMCD periodic survey
findings are sometimes never formally settled after the-
procedural steps of receiving and commenting upon the survey
report. Most of the controversial findings do not result in
binding T/0 changes or in immediate organizational changes,
although PMCD personnel believe many of their rejected |
recommendations appeér later in management-suggested reorganiza-
tions. The manager, if supported by the Deputy Director )

concerned, really determines his organization structure.

Therefore we believe the expenditure of 3-6 months of component
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and PMCD efforts at three year intervals for periodic position
surveys to be éxcessive when compared with the specific end
results achieved.

b. Competing periodic survey schedules delay the
accomplishment of surveys needed to authenticate reorganiza-
tions. These delays--and sometimes unreso]ved‘differences
arising from the periodic surveys themse]ves-—iead components

to operate for protracted peribds on unofficial T/0's that
differ from their official staffing complement. Thfs leads to
unnecessary use of misslotting, Personal Rank Assigﬁments and
other devices potentially subject to CSC and OMB critici§m,
misunderstanding, and, perhaps, ihposed.cuts. Moreover,
centrally generated positfon control information in these
cases is-inconsistent with the real world . This can mislead
senior management and obscure the devé]opment of manning
problems. It also requires component maintenance of multiple
bookkeeping'systems for middle management use. In addition,
inconsistencies between de facto and official T/0's make
middle-Tevel managers uncertain about their slot grades énd
headroom and generate problems in assignment planning, personnel
advancements and morale.
39. We recognize PMCD's need to review a variety of positions
in order to maintain and improve its classificatioh standards. MWe

believe such data can be acquired without a full organizational
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review, however. We recognize that over a period of time the
duties of a position can change and that it is useful to management
to have PMCD periodically review posftions to validate their
c]assificationu We believe that static organizations Shou]d be
subject to such reviews-~but at intervals considerably Tonger

than three years. These reviews should not, howevér, be accorded
priority over the more immediate classification needs of rapidly
chahging organiiations. Lastly, we believe PMCD should restrict
its’ofganizational recommendations to ihose cases where the
organization structure has a dominating impact upon the.c1assifi-
cation of the positions involved.

[

Conclusion G-1. Authority should be delegated to Deputy |

Directors to modify and»authenticate staffing complements (T/0's}
within the Timits of.DiFectorate allocations of staff manpower

ceilings, senior slots (GS-14 and higher} and average grade.

dations by PMCD representatives regarding changes in the grades

of existing positions or the assignment of grades to new or

~significantly altered positions be considered by component managers

and, if unresolved, by the Deputy Director before such changes

are effected. | - . ' .

a. To accomplish the second part of this it is essential

that PMCD be involved before a significant reorganization is
G-26
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effected. Provisions should also be included for PMCD,

~ when deemed necessary by the Director of Personnel, to review
and reassess the grades of new or significantly altered
positions after six months or so of experience with the new
organization. In some cases the Director of Personnel may
decide that a survey.of all positibns in the new organization
is needed. PMCD recommendations arising from such position
reviews or reorganization surveys (or from periodic and special
surveys discussed in Conclusion G-5 below) should be considered
by the component manager and, if unresolved, by the Deputy

Director within a specified, short time interval after thp

recommendations are made.

b. Since supefgrade positions afe directly controlled by
the DCI, and since a new system for handling supergrade o
problems is being cbnsidered by the Management Committee,
they have not been specifically included in thfs conclusion.
Consideration should be given, if this proposal is adopted, to
similar modification of the way supergrade positions are
handled, however.

~ Conclusion G-2. The Director of Personnel, acting for the

DCI, should be required to monitdr Directorate and DCI Area
adherence to equal pay fof equal work (job/pay equity) principles
and to allocated manning, average grade and.senio% slot Timits,
and to recommend appropriate DCI action in cases where he cannot'

resolve differences with the Deputy Director concerned.

G-27
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Conclusion G-3. In the area of position grade evaluations,

PMCD should:

a. Develop and maintain standards for position evaiua-
tion use.

b. Participate in and advise on all position eva1uations.

c. Insure that unresolved differences with component
managers. over position eva]uat1ons are brought to the responsi-
ble Deputy. D1rector for decision.

d. _Inform the Director of Personnel in cases when, in
the opinion of PMCD, decisions made by Deputy Dfrect0r3’¢0n~
flict sighificant]y with eqﬁa] pay'fbr equal work principles or
estabiished pay pd]icies~-e g. pay'Sca1es for senior secretarieé,

Conclusion G-4. With regard to staffing comp}ements, PMCD,

in collaboration with other Office of. Personnel components,
should: |

a. Establish staffing complement formats.

b. Compile, produce and disseminate staffing complements
authenticated;by_the Deputy Directors and produce and dissem-
inéte related management information reports.

c. Report to the Deputy Director concerned and td_the |

‘Director of Personnel any non-trivia]_continuihg instances
when the totals of a Directorate's staffing cqmp}ements
exceed that Directorates's allocations of manning, senior:

slots or average grade.

G-28
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Conclusion G-5. PMCD's responsibility for conducting periodic

position surveys should be modified. In this area:

a. PMCD should conduct periodic position surveys in
components that have received little attention in conjunc-
tion with reorganizations for a period of about five years.

b. The Director of Personnel should initiate special
PMCD position surveys in other cases where he has reason to
believe that position c]assificétions need revision.

c. Neifher periodic nor special position surveys
should be allowed to interfere with prompt and rapid service
of reorganization or other more immediate needs for PMCD:
assistance.

d. During.a11 surveys, PMCD should restrict its
recommendations regarding the organization and management'of
component personnel to cases where organization or manage-
ment is the dominant consideration 1n'eva1uat1ng position
grades.

e. PMCD éhou1d be permitted on its own initiative to
audit positions in any component in order to obtain data
‘needed to establish, maintain or improve position evaluation
standards.

Conclusion G-6. PMCD should accelerate the &eve]opment and

trial implementation of improved position evaluation standards

and methods similar to the Factor/Benchmark system now being

6G-29
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developed by CSC for government-wide implementation by 1980. Full
CSC development of its system should not be a prerequisite to
development and trial implementation of an Agency version.

Conclusion G-7. The Director of Personnel should review and

alter the organization of and manpower éuthorized for PMCD as
- necessary to meet its revised mission.

a. It.is imporﬁant to note that PMCD manning must

permit prompt and rapid service of cbmponent needs.

| b. A prbgram of rotating Office of Personnel people
with experience‘as component support officers through 3-5
year PMCD tours,'and of rotating PMCD professionaisfthrough
component support officer tours, would providé a‘vaiuable
experience base.

c. Rotating personnel from other Agency components
through PMCD tours wduid contribute more specific component
vknow]edgé and would be useful if the tours'Cén be Tong enough
for the rotatihg personnel to develop and use job classifi-
cation expertise. |

Recommendations

Recommendation No. 7. That the DCI delegate to the Deputy

Directors authority to authenticate staffing complements,

requiring them to consider PMCD recommendations 6n<position grades

before effecting changes and to exercise this authority within

their allocations of staff manpower ceilings, senior slots and

average grade.
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Recommendation No. 8. That the Director of Personnel monitor

Directorate and DCI Area adherence to their allocations and to

Jjob/pay equity and recommend appropriate DCI action in cases

where he cannot resolve differences with the Deputy Director

concerned.

Recommendation No. 9. That the Director of Personnel revise

PMCD procedures, position surveys, scheduling, and manpower as

indicated in Conclusions G-3 through G-7 above.

X7
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CUSTOMER PERCEPTIONS OF

AGENCY PERSONNEL POLICY DEVELOPMENT

1.  There is a widespread perception among Agency managers
that the Office of Personnel, although a very responsive and
generally effective service organization, lacks initiative and
innovation in developing solutions to long-standing Agency
personnel prob]ems; Some managers éven feel that the Office
plays an actively negative role and usually opposes‘salutions
proposed by others. The more important of these long-standing
problems were selected as issues for examination in this survey
and are discussed in other Tabs of this report. It soon became
evident, however, that the existence of this perception is a
serious problem in itself. ’

2.  The perception is neither without some validity nor is
it wholly accuréte. Initiatives in personnel management are often
taken in CIA by people other than the Director of Personnel.

An outstanding example are those inspired by fhe then DCI that
led, through recommendations of a Personnel Adviéory Study Group
(PASG) report, to an effort still underway called "New Approaches
to Personnel Management.” Office of Personnel contributions to
these efforts were and continue to bé positive ahd major, how-
ever. That the Office was not the initial, apparent sparkp]ugr

of the effort is in many cases a product of the decentralized
H-1
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Agency personnel management system and of the Office's role in

that system. That role, for more than twenty years, has been
primari]y one of service and support~-activities for which the
Office generally received high marks from component managers.

3. The Office also has various "approval" functions which
usually amount to review of decisions made elsewhere to insure
their consistency with general Agency policy guidelines and with

current or threatened restrictions imposed by outside authorities--
Taw, Congress, OMB, CSC énd the 1iké. This function undoubtedly
'_ éccounts for much of the perception that the'Office is negative
about personnel initiatives developed elsewhere. It cértain]y
accounts for the attitude about the‘most—cifed récent examplé--
the negative response to efforts supported by many to raisé the
~ grades of many senior secretaries. Our investigation of that
isshe, reported in Tab F, led us to support what others view as
the Office's'"negative" position.

4. The Director of Personnel is also assigned responsibility
for conducting research, for making statistical. and analytical
studies pertinent to Agenéy personnel management and for developing
and recommending policies, standards and procedures for personnel
management in the Agency. In the light of managers "no innovationf
complaints, we investigated each aspect of this assignment.

5. Ourr findings on "statistical and analytical studies"
(i.e. management information) are discussed in Tab A. Current

achievements cannot be regarded as impressive, but lack of inno-

H-2
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vation is not a primary cause»for the Timited progress. The

real culprit has been the excessively long delay 1in 1mp1ement1ng (;;4:/}1
computer approaches conceived many years ago--thirteen to be ////
exact.

6. Turning to research, we found a small but signfficant
‘research effort underway in the Plans Staff of the Office of
Personnel. This Staff consists of a supergrade chief and three
analysts. It has already played a.useful role in helping the
.Career Serv1ces meet the challenges posed by the 1ntroductxon of
the DCI's innovations in. personne] management. This assistance
has included written guidance, surveys of personnel practices in
the Directorates as requested, reviews of personnel handbookg,
and preparation of-stétus reports and analyses for the Management
Committee and the DCI. These efforts cannot be judged as out-
standingly successful--given the continued lack of Agency-wide
appreciétion for what the.?New Approaches fo Personne1 Manaéement"
is intended to do. But, still, the Staff must be given credit for
playing a useful role during a difficult transitional period in
its pub1icizing-of new programs and, more particu]afly, in
backstopping them with useful research.

7. The Staff is presently engaged in research which shoqu
have excellent payoff for the Agency personnel system in the
future. Together with the Staff Personnel Division, the Staff
is playing a prominent role in the newly-created Careers Committee,

established in response to several of the policy recommendations

H-3
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made by PASG. There is excitement in the air concerning the

hoped-for accompiishments of the Careers Committee, and we found
this to be a very good sign indeed. The Committee, made up of
personnel representatives from each of the Career Services and
with executive management from the Office of Personnel, Wi]1 meet
periodically to shafe ideas and to assign study projects. The
First such are directed at realizing the PASG objective of mofe
inter-Directorate transférs as well aé providing better job
counselling and career guidancen Developmental profiles are to
be drafted by each major component of the Agency to give career
counselors a better idea of the type of employees (characteristics
and.qualifications) needed jn each respective unit. This 1;'to
be followed by a publicity program to identify.for the rest of the
Agency those persons in each component who can provide counselling
assistance. |

8.  Another major project, tentatively planned for iﬁitiation
in the next month or two,. is the Agency attitudinal survey. This
survey will be administered centrally, closely monitored by the
Plans Staff and OMS and will provide an Agency-wide base from
which to develop future perceptions of how well such management}
| vehicles as promotion policies and career counsel]ing_and person-
nel handbooks are meeting the needs of employees. Chief, Plans
Staff correctly points out that the first edition of the survey

will not be very significant for research purposes, but will pro-

H-4
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vide initial benchmarks from which future progress or problems
can be charted and identified.

9. Other projects are underway in the Plans Staff to
meet specific long-range needs. These include economic-type
modelling exercises to find out the impact of major shifts in
current practices--fbr example, what would happen if the Agency
simply decTared a moratorium on employment of new professional
personnel? An even hore~comp1ex résearch effoft, which should
~ yield some useful conclusions, studies the 1973-75 shifts of
employees from one COmpoﬁent of the Agency to another.- Here,
‘the purpose is to identify those}occupations which seem to pro-
vide seed source for others; those occupations which provide a
bridge between one type of work and another; and those occupations
which seem to offer little in training or experience that can
lead to successful movement to jobs of greéter responsibilfties.
The fitness report problem--one that seems to nag virtually
everyone of our senior managers--is being analyzed by the‘Staff,
in conjunction with statistical work being carried out by the
Staff Personnel Division. 'Chief, Plans Staff has undertaken a
.systematic review of government-wide 1itera£ure on the subject
and has begun a study of how private industry evaluates ité_
employees. He is not at af?-certainVWhether.seﬁior:managemehﬁ
of the Agency desires change, but he correct]y'considers it the
function of his Staff to be prepared to offer advice when

needed.

H-5
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10. It seems clear that the Office of Personnel's research
and development program is ambitious, important and innovative.
That Teaves unanswered only the question of the Director of
Personnel's responsibility for recommending policies, standards
and procedures. for personnel management in fhe Agency. We
searched Management Committee action papers for the last year.or
so for examples of Qis reéommendations--as different from his
responses to recommendations initiated by others. Those we found
appeared, for the most part, to fall into the response or
directed study categories. The reason soon became evident. -The
'DCI himself, some two years ago, took personal command of person-
el policy deve]opment. The able and extensive support and the
‘many cgntributions by the Office of Personnel were effectively
masked. This seemed too obvious and recent to explain the depth
and breadth of the "no innovation" perception, so we turned next
to a review of earlier events, specifically the histories of
: pérsonne] management development in the Agency.

11. fhese histories proved to be invaluable source docu-
ments, some eminently readabie. One in particular, entit]ed,

. "How We Got Where We Are;...," which digests a period ending in
1968 but from a current prospective--it was published in

January 1975—-shbu1d be required reading for all component
.managers. This is not a frivolous suggestion inserted for
rhetorical purposes.  We believe that an understanding of how and

why the Agency personnel management system developed as it did,

-H-6

CONFIDENTIAL

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4



CONFIDENTIAL

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300090005-4

and a resulting comprehension of how it operates today, would
“have sti]1ed_many, perhaps most of the "no innovation" comments.
And, there are much more important things to be learned from this
_ history than simply a better appreciation of the problems

faced by our friend]y Office of Personnel.

12. Development and implementation of innovations in
Personnel management within CIA has been and must be a joint
effort of management at many levels and the experts from the
Office of Personnel. This approach is required by the complexities,
- variabilities, and unique aspects of the many-sided in£e11igence

profession. It is also a product of the Agency's organizatign
into semi-autonomous Directorates with the Office of Personnel,
like other support functions, operating from within one of
these Direciorates under an injunction to be the handmaid of
operations. The history includes eaf]y examples of attempts by
the Office to step outside of this role--and the adverse
consequences of these efforts. It is therefore laudable, not
blameworthy, that the Office works through and with others in
its innovati?e efforts to improve CIA personnel adminiQtration.
13.  Another important point emerging from the history is

the length of time typicale required for Agency-wide adoption
of an adaption to important personnel policy developments. Six
years appears to be a typical, perhaps even minimum time. As

noted in Tab A, Mr. Colby, as a strong and powerful proponent
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of the new approaches effort, estimated a lead time of five
years before the program would be fully accepted and implemented.
14. We believe that lead times such as these can and must
be shortened.‘ we'share the view of component managers that our
personnel management could and probably should become more
innovative~--but we place responsibility more on them than on the
Office of Personnel for such shortcomings as exist. We find
their misconceptions about the role and activities of the Office
of Personnel to be strong evidence that they do not understand,
and are therefore neglecting, their own responsibi?ities in the

joint efforts required.

|
T~

~15.  The problem is primarily one of communication, com-

pounded by the difficulty of attracting the attention of managers, °
busy with problems needing answers today, to eqhaily important
but more abstract issues. This communication prbblem involves
many more subjects than that discussed in this Tab. Most of
the preceding Tabs highlight communication deficiencies a§
significant, sometimes predominant causes. We do not belijeve
that adequate answers can be found through the prodUCtioﬁ of
more brochures by the Office of Personnel, or occasional references
in the morning meetings. A means is needed that focuses, at
least for a time, the attention of the Agency's'competent middle
managers on these important subjects. . '

16. We propose that this be accomplished through a compulsory,

short, one-week training course for Washington-area Office-
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‘ 1evé1 managers and their deputies. The course could be

presented fairly frequently, over perhaps a year, to speed the
communication flow and permit attendance by all without unduly
disrupting other activities. Thereafter the course could be
given less frequently to include appropriate overseas returnees
and new managers. The course content should be developed by |
the Office of Personnel, working with the Office of Tfaining,
which would actually pfésent it. The course should include fhe
history and character of personnel administratioh in CIA, and
sbecific discussion of at ]east the issues discussed eisewhere in
this survey report where a part of the prOb]emlis a significgnt

communications gap.

, Recommendation No. 10. That the Director of Personnel, in

this course within a year of its initiation.
Re 1o Swnpaed - L vr D

[

collaboration with the Director of Training, develop a one-week

training course for Office-level managers and their deputies on

CIA Personnel Administration and Management and that the Director g

of Personnel join with the Inspector General in recommending to

the Management Committee.that all Washington-area Office-level

managers and their deputies be required to attend a running of

/
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