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TEE ROLE OF THE DIRECTUR OF PERSONNEL

7. HIS POSITION IN THE AGENCY

1. The impending reiirement of the present Dirvector of Personnel and the
sppointment of his replacement makes it a most appropriate time %o reevalunute
the position in terms of the Agency's requirenents snd the Punctions the
DPersonnel Director will be expected to perform. The Office of Pergscnuel hes
been the terget of congtant criticism from all quarters ever since the Agency
was orgenized. Some of the current criticisms are warranted, but others are
unfelr beceuse there ere basic deficiencies in the concept of the role of the
Director of Persoonel and & lack of understanding and agreement concerning
bis responsibilities, authority, and cepebillby.

2, The problem is not unlque to this Agency. Research conducted at
Harverd University shows thet management in industry ig Peced with the seoe
provlen and that there i3 no stendard patieru or formla that can be epplisd.
Eech orgenization mush ragolve s own problem besed on its perticular needs
apd on its mensgement philosophy. It is essentiel, however, o remove the
Goubt ohd confusion that exists among Operating Officiels in our Ageocy by
providiog & tailored division of respcnsibility which will epable line and
staf? officers to kuow who does what in personnel administration. It is the
purpose of this paper 20 offer suggesbions and recommendations which will more
glearly define the role of the Director of Personnel in CIA.

3. The Pirst determination to be made and agreed upon by all concexned
is the character of the position, that is, whether it should be staff, Jin2
or & combinstion of ecach. To aid in making this determination, the distinction
between steff and line should be clarified. Toe purely staff position would
require only that the Director of Persomnel counsel the ICI, the Deputy
Directors, and thelr subordinate supervisors on matters of policy end provide
cartain services such as the maintenance of personmel records, inherpretation
and applicatlon of Civil Service and other goverrment regulations, and movals
puildexrs like recreation facilities and beneflt progrems. A traly line
position would give to the Director of Personnel complete authority for sl
persornsl actions and would remove from the supervigors some of cheir hasic
responsibilities. The single division of gtaff and lipe is not reelistic,

4. A combipation of both positions would give the Director of Fersomnel
the steff responsibllity for advice and guldance plus certalin specific command
responsibilities delegated by proper suthority. This is fairly representative
of the situation in the Agency today. The problems that have arisen stem from
a lack of unierstanding and agreement on the exhent of coumspd responsibllity
sosigned to the Director of Personnel end an unwillinguess oX inahility on the
part of line supervisors to discharge thelr basic regponsibilities. To claritly
the staff/line responsibilities reguires a review of all of the functions in-
volved in personnel administration to determine how they could best be performed
and by whom.
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Ii. FURCTIONS OF PLRSOREEL, ADMINISTRASION

A. Policy Meking

1. Folicy msking is basically the responsibility of the DCI since
he decides the course the Agency will follow. It is obvious, however, that
she Director is not in a position to personally initiate gll policy, and sug-
gestions for introducing or altering policies originate in many places. The
Deputy Directors and their subordinate officers as well as the IG are responsi-
ble for many of them. In relatively minor matters, the Director of Persoanel
mekes a policy decision or refers the matter to the DD/S who bas bees given
certain authority to act for the DCI. Mejor policy suggestions are referyred
to the DCI, usually through the Deputy Directors or the Career Council. Some
are submitted to the DDCI as well. When a policy suggestlon results in an
Agency regulation, it is subjected to the fantastic procedure of "ooncurrence”
which permits wide auod practically unrestricted use of veto power. In offect,
the Deputy Diregtors end their Operating Officials make much of the personnel
policy in the Adency. Taus, the policy meking function is seettered.

5. Thé Director of Persconel as a speciallst in personnel edminia-
tration shovld be the principal source of persomnel policy suggestions aud his
role in this respect must be clarified. Fersconnel policies ave Agency-vwide 1in
effect and rmust be uniform and consistent. The Director of Persomnel shoald
nave the principsl voice and his advice and guidance on mejor issuss must reach
the Director undiluted and upndistorted. Sufficient euthority should be dele«
geted to him to permit him to make minor policy decisions or his own. Under
pur present structure, this authority would be granted the m/s. Its extent
should be made perfectly clear to the other Deputy Directors.

B. Hiring

1. There appears to be little question that hiring is a fonction
properly assigned to the Director of Personnel and thet he should have decislopn-
making sathority for this purpose. Hiring includes recruiting, inberviewing,
clearance, testing, and record keeping. In actual practice, the Operating
officials are content to permit Office of Persoarel to hire clerical and seeyde
$arinl personnel apd o comb the colleges and universities for puitable candi-~
dates, but in the higher brackets there is still a great desl of recruliing,
if not ectual hiring, being done by office snd division chiefs.

2. Independent and uncontrolled recrultment is regponsible for mARy
of the merginal or unsatisfactory enployees now cerried on +he Agency’s xolls.
1t frequently results in selection by Pavoritism, op the basls of "who you know
not what you know." BEoployment ghendards are lowered or became inconsistent
and comctimes appear to be abandoned completely.

3. The Director of Personnel chould Xnow better then eny individual
supervisor the over-all peeds of the Agency, the attrition rate, 4he unususl.
requirements, and the most desireble qualifications to fit a person foxr work
in the intelligence field. The Operating official knows besh the immediate
specific requirements of the jobs he wants to fill. It is his responsibllity
to meke these requirements known to the Director of Personwnel.
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4. ¥he recrulving sterf proviced the Lirector ol Personuel shoulld,
consist of wmembers haviug o thorovgh knowledge of inkelligence work inm addition
to knowledge of manpover sources of supply. Recrulters should be selected from
operational and support components and not be limited to puvely perscanel work.
The function of hiring should be performed exeluslvely by Oiffice of Pexrsonnel.

C. Assigmment and Resssigoment

1. The initisl essignment of & new employee is the single most lmpor-
fant event in his career with the Agency. On it depends to & large degree the
course hig career will follow. If he hes been properly assigned %o & Jjob for
walch he bes the necemsary quelifications of educstion, training, aptitude, and
wanperament he will be happy in his work. His morele will be high, his enthusiasn
grent, and he will give of his time and energy to the fullest extent. OGiven sn
lmproper sssigmnent o begin with, particularly one too far above or below his
capuabilities or lacking in opporbunity or purpose, will wsually resuld in a
diseffected employee who sither stays on because he lacks initiative Yo move or
becomes £rustrated snd quits. The Ageocy has lost many potentially valuable
caplovees because of melagsignment.

Z. The Director of Persorusl sghould be responsible for meking initisl
spoigmnents of new employees. The supervisor must be consulted and given en
opportanity to interview the candidate. Whenever possible, he should be given
a choice between seversl qualified candidates. The appolutment should be wade
on a tewpersyy boasis pernding a demonstration of the employee's Ditmess for the
Job.  This peed not be for the custcmary one~year trial period provided by
Givil Service regulstion. In fact, it should be for & cousiderably shorier
puriod. Usuelly, 1t is poseible o Judge an employee's sultability within
theee months and only in exceptional circumstences is 1% necessaxy o evaluste
o parson’s performance over a longer pericd of time. If the employee proves
o be unsatisfackory, the supervisor should be privileged to twrn him heck to
the Office of Personnal with a request for a replacement. It is not alvaye
possible %o estimate & man's performence in advance of an ecbusl assigmmend
snd & method of temporary test essignment will permit adjusiments o be made
before pevmnnent hawm is done to the employee end comsequently to the Ageney.

3. ‘The supervisor assuses o major responsibility vhen be bekos on
e new employes. He must see to 1t that the new mam is given n thorougr ladoc-
trination in the broad aspects of inbelligence work as well ws detalled instrmc-
tions in the requivements of the specific Job. He must glve carsful. direction
end guidanes apd provide the nev erployee with every opportmunity to damonstrate
his capability. Above all, the superviscor mmst evaluate objesbively ihe potentlel
of the new employee and not permit himself to be ixdflnenced, cithaer Tavorsbly or
unfoavorebly, by extraneous fectors. Undue sympathy or compassion may lcad to
the unjustificd continmation of the wrong man in the job to the detriment of
both the meau and the Job. The proper ubtilization of menpower is a basic
responslibility of the superviscr.

4. Reapsignment presents & far more difficult problem. Nozal
reassigument actions for purposes of rotatlion between Headguerters snd the
Field or changes ip asaigoments within a particulsr compopent are heondied in
a routive fashion and in a gepnevally secepitable menper. The problems in
reassigment: usually occur when an employee {1} has cubgrown his job avd ic

P
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prevented from aedvencing becouss of the wneveilablidly of sulteble posiblons
within his component, (2) was hired becsuse of & special competence for which
there no longer is e demand, (3) wes assigned to 2 jJob for which he was insde~
guately qualified, (4) has incurred the displessure of his supervisor for any
reason whatever, or (5) simply becomes tired of what he is doing end wanis a
change. The unfortunate employes who £inds himself in such a positlion can expect
1ittle or no ssgistance in obbaining e more sulteble position. Within bis cun
component, he can apply for and receive a relesse whick enbitles hiwm to seek
employment elsevhere in the Agency. BHe mey then appeel to the 0ffice of Personnel
either directly or through the component's Administrative or Personnel Officer.
The Office of Personnel will then go through the highly unsetisfactory "shopping”
procedure whick at the very least results in unfevorablie publicity Tor the
employce and frequently destroys sny opportunity he had for reasslignment.
{"Shopping™ is the circulating of official persomiel jackets throughout the
Agency in the hope that someone will develop an interest in the employee end
offer him an assignment. This free circulation of official persommel Jackets
should be halted immedistely. The condtrol of persomnel files should be tightened
drastically. ‘They should be released only to the Imspector General and the
Office of Security vwhen reguired in the course of inspection or investigation.
The following procedure is suggested as being more productive of good personnsl
~elations. Upon receiph of en application for reassigmment the Office off
Rergonnel should detemmine the type of work For which the employee is best
qualified by exemination of the record snd personsl intervisw. This determina-
tion having been made, 1t should be followed by & review of all sultable position
vacsneies. The employee should then be provided with & detailed resume of his
history and activities and an objective eveluation of his performence. Iuter-
views with selected supervisors should be arranged for the employee aund, when
decmed sppropriate, particlpated in by the Personmel Officer. This procedure
could be adopited immediately without walting for concurrence in any other recom-
mendations contained in thiz study.)

5. ‘There is an alwost compleie absence of responsibility Ho mecomplish
reassigoments in circumstances such as deacribed shove. Supervisors, Office of
Personpel, Cureer Service Boards or Panels go through their feeble motions but
ju the end the exployee L£inde he must shift for himeelf. He slther finds his
own Job in the Agency or quits. This is an important factor conbtributing %o
the high attrition rabte but even more lmporiant is the failure %o properly
utilize avallable, qualified manpower. The Director of Personnel should be
suthorized %o meke directed reassigoments of qualified perscnmel vwhen noxmal
chsanels of resssignment are ineffective.

D. Prowotion, Discipline, and Discbarge

These functlions are luwped togebher hecause they sre o commapnd yespon-

25X1A 8ibility of the line supervisors. Revised|J srovicing for competitive
womotions 1s sound and should epable supexrvisors to exercige Judgment and
authority wisely. Discipline certalnly is a command respousibility sud sealor
supervisors should be able to exercise the power of speparaitlon for cause.
Recognizing the rights, privileges and benefits of goverimwmd employment, the
Director of Personnel must perform a steff supervisory funntlon in these areasn.
Hs should ensure thei uniform and consistent practices are adhered to and advisc
proper command authoritlies in accepted procedures.

‘vl}o
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e Hope Ulaseiliewslon

This is definiteiy a Dunction Tor which the Director of Personnel
should have sole responsibility. He must keep up with wage scales in govern-
ment and industry and be able tc establish felr compensstion rates for job
reguirements. Here agalin, uiformity spd consistency {hroughout the Agency is
of vitel importance and cermot bhe achieved by Operating Officials.

P. Monecesment Developmentd

Manegement developument requires the cooperabive effort of both
Cperating Officisls and the Director of Persomnel but the latter should have
principal responsibility and suthority.- The Operating Cfficial identifles
employees with capabllity and poiential for management development and pro-
vides opportunitles within his limitetions. The Director of Persomnel, how-
aver, should have the euthority to carry the development further and to conduch
s provese of screcning and selection on an Agency-wlde basis.

G. Training

1. Yraining is en integrel pert of personnel adwministration and
should not be treated as & function outside the scope of Director of Personnel
responsibilities. We bave previocusly recaumended the nltimate mergeyr of Office
of Porsomnel and OTR and 1% remeins a sound rvecommerdation todey. For ihe
purpose of this paper, however;, we will coneider only the role of the Dlrector
of Personnel in training as such, without regexd for the prescnt orgenizationsi
struciure.

2. In all aspects of personnel administration, in hiring, plecement,
and proper menpower utilization, the individual’s quelificeations o £ill a
position are porsmouvnt. Training, poerticularly in this Agency, is essanilal
%o the full development of the required qualifications and the Director of
Fersonnel must have a strong voice in determinipng the nature and extent of
trainiog given each individual.

3. Prior to the initisl essigument of & now employee, the Direcior
of Persommel should determine the extent of basic training required for the
particudar job. The supervisor then assumes responsibllity for ansithe-job
training and for initlasting further formsld trealning when indicated. Other
wmeans of improving competerce such as rotation and experience are the responsi~
pility of the supervisor ofben working in conjunction with e Career Service
Board. In all of these activities, the Director of Persommel has more tban
8 passing interest. He should particlipate in & staff cspacity in belping to
vork out training progrems particularly of the long-range variety. He should
take an active part in the scereening of personnel for carcer development and
be given the authority to move the career services program toward the achieves
ment of 1ts objectives.

H. Control

After personnel policies are esisbliched and an appropriste mmber
of Agency regulations sre published, one more element musi be added--that of

'5-
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sopvrol. fhis is the polloing runuddon which so€s L0 44 Wb The poligies e
carrvied out. It includes the exsmination and edjndication of couplalnis and
grievances which are symptomatic of failure to follow alrsady defined pollcles
and procedures. This is more than a staff fuoction sad one which must be backed
by high suthority. It should be performed by the Director of Persomnel acting
through the DD/5, 1f necessary, aund backed by DCI vwhen the situation wexrranbts 1it.

i. Welfare, Other "Morale Services™

1. Such services which are intended to improve the morsle of Agency
emoloyees are definitely the responsibility of the Director of Personnel. These
include the life and health insurance program, Credit Union, Aid Society and
recreational progrems. In these functions, he should exercise command autbority
under policies established by the DCI or DD/S.

5, Other services not included in this discussion are normal funchtions

of Office of Persomnel which are not questioned. These include job counseling,
personal problems, in and out processing, ete. ’

III. Influencing Factors

1. There ore s mumber of influencing factors which mske the problem more
complex and add to the difficulty of precisely defiming the role of the Director
of Personnel in CIA. Among these are secuvity, the Career Services, personslities,
compartmentalization, centrelization vs. decentralization, and the size of the
organization.

2. Security bsmpers recruiting by placing strict limitations on the extentd
to which Agency activities--that is, jobs--can be discussed. The length of tlme
required for clearsnce alsc adversely affects recrulting. hile the mumber of
applicants rejected for security ressons is relatively small, it further reduces
the mmber of prospective candidates evailsble for duby. The SI clearance edis
another hudle and eliminates still more otherwiee wellequalified employees.
Technical interviews occasionally burn up individuals whose abnormal tendeccies
create joint medicel-security-persomnel problems. Infractlons of security regu-
labions and stendards brings the Office of Security imto the act over the heeds
of the Operating Officisls as well az the Director of Personnel perticulerly
when disciplinery sction or dismisssl sre the result. Whe constant pressure of
living end working with classified informetion affects the disposition end morale
of Agency employees and sometimes crestes sericus persuonal problems. The respons-
gibvilities and authority of the Director of Securiiy ars not questiocned here.

The security factors are described only o iliustrate how, within CIA, they
impinge upon functions normelly essigned to a perscmouel director in any obher
orgaatzabtion.

3. Tae Carcer Council and the Career Services were esbablished by Agency
25X1A Regudstion Eor the purpose of developlng & cereer program to establish
persomael menagement practices which will develop people to the fullest exteni
%o meet present and anticipsted personnel needs of tbe Agency. The policy stated
in the regulation contemplates s progressive program that identifles, deveiops,
effectively uses and rewards individusls who have qualifications requirsd Ly
the Apency; mobivates them toward rendering maximws service fo the Agency; sud

e
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aiimioates fron the gsrvice, o vr equiteble maaner, whose who fi il to perfoxa

as effective members of the 4 gency. Thals policy is to be implemented by the
hesds of Career Services o the several Boexds and Panels. By thls reguletion,
an entirely separate mechsuiom hae been crested %o engage in personnel mansgement.
vhereas we were inftially concerned with a clearer distinction between the func~
tions of the Director of Personnel and Opereting Officials we must now contend
with a third factor whick has been assigned personnel mansgenent responsibilities.
It is true that the Director of Personunel is assocleted with the Cereer Sexvice
program ns Chairman of the Career Councll, but his influence in the Cereer Ser-
vice Boards is little felt. The dispersion of responsibility for personuel
menagement adds to the many problems of the Director of Personnel.

4, ‘here is no problem ares in the Agency which does not to some extent
revolve around personslities. Sound orgenizational structures have been distorted
40 accamndete personalities. It is seid with scwe measure of truth that
"everyone in the Agency thinks he is an expert iIn personnel meragement.”

Extensive distortions of sound perscnnel menagement: in this Agency have been
caused by persomalities. The absence of clearly delfined, euthoritatively
assigned responsibilities of the Mrector of Fersommel encoursges the display
of individual personality which serves only to add confusion to an alrcady
obgeure situation.

5. Compartmentelization is a word highly revered in scme perts of this
Agency. Some regard it as the cormerstone upon which is bullt the Clandestine
Sexvices. To others 1t spells deliberate obstructionlism and frustration. Ho
affort will be mede here to welgh the pros and cons. To anyone sbteupling to
provide an adequate personnel service to the Agency, it mesns sn artifiecial
barrier has been erected which effectively prevents the close relationship
between the line officers and the Director of Personnel essentlal. to good
peregornel menagement. Ho other singie factor bas so successfully obstructed
the development of sound personnel proctices in this Agency.

6. Centralization vs. decentralization has been {debated for meny yeors.
Simply steted centralization strives for a single unifled CIA while deceutraliza-
tion edvocstes e o minimun the present orgenizetion of three semi-gutoncmous
aress and bopes for further spd wider separation of componente for the fudure.
The effect on the Director of Personnel cen be stated in equally simple terms:
centralization will require a greater concentration of responsibility in the
Director of Persounel for personnel mansgement in the Agency; decenfralization
will result in & complete dispersal of these responsibilities to Individuel
components. Whichever is determined to be the best course for the Agency, it
ahould be made clear to all concerned so that appropriste steps can be taken In
that direction.

7. The zize of the Agency has s bearing on the rcle of the Divector of
Personnel in its effect on the magnitude and complexity of the job. Relatively
speaking, the Agency is small. Compared to Army units, it is sbout the size
of an Yufantry Division. Compared to international industrial snd commercial
enterprises;, 1% would not even reach the level of medium size. Within the
structure of U. 8. Government orgenization, it is & unit of almost insignificsnt
proportions containing considerably less than one per cent of the total number
of govermaent civilian employees. In this respect, the functions of a Director
of Personnel described earlier in this report are not beyond the capabilities of
e competent Director of Personnel.
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. CORCHUSION

This paper hes atbtenpted to deecribe the major problems of personnsl
administration within the Agency and to suggest some means whereby such problems
could be overcome. The single conclusion that can be drewn from this discussion
is slmply this: the respective responsibilities of the Director of FPersonnel
and line supervisors must be clearly defined snd suthoritetively emuncliated.
Oaly by this means can the role of the Director of Persounel be eatabliished on
& £irm besis and progress ke mede toward better personnel administration in CIA.

T4 is recommendcd thas:

a. This paper be Porverded Ho the Career Council for further study.

b. The Career Council be directed to produce for the signeture of the
ICI a statement of gollcy ord cpecific lmplementing instructions which wild
clearly define the respechive responsibiliitles of the Dirsctor of Personpel
and line supervisors in the ares of persopucl administration.

c. Such policy stabement and implem,em:mg instructions be issued at
the same time the newly sppointed Director of Persomnel assumes office.
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