E -on 'FPAD functionms, orgenization, and Tuture plaons., It is recognized that a separate )

r

~

SR SUPPORT 0 THE CLANDSTIN® SERYICES CARERR SERVICE

ya

(Note: This study is resubmitted in order to present a complete recammendatica

study’ wvith different recomméndatiéns in regard to the CS Brench, PAD, msy have bsen
approved by notw.) . o . ‘

-

P

" 'To modernize Personnel Assigmi#ht Division support t0”the Clandestine Services.

FACTS

‘1. Personnel Assigmment Division Officers Tinally approve persongal actions
on authority delegated by the Director of Fersonnel. In the Clandestine 3ervices,
this eprroval authority is exercised by PAD Officers who also are designated by
the DeputyDirector (Plahs) 88 his Career Management Officers for the Clandestine
Services Caxeer Sarvice. (Referenee:- Tab A)s Thus, the PAD Officer 25X1A
operates simultaneously as.thg delegate of the Director of Persomnel and a8 the
appointed agent of fhe Dp, signiﬁgtthe Same personnel action in different blocks
for each principal.
2. Reports by the Inspector General and others have been oritioal of Office
of Personnel's methodﬁ of rendering centralized placement serviees and personnel

action spproval. ' They cite the evils of file shopping, fallurés to search out the

~ best man for each job, inaction in weedlng out the mediocre, and the like.

3« The Director of Personnel, in replying to the Inspector General, outlined

the proposzd future eourse of personnel administration in the statements:

"I cun report that thinking emong our personnel officers favors a
substantial decentralization cf the responsibility for personnel admin-
istration to the Career Services. Such decentrslization will, in their .
view, fix responsibility where it cean most effectively be exercised;
guarantee to our people that their careers sre in the hands of informed
and responsible officials; provide a framework for sound planning with
regerd to pay scales and recruitment; reduce duplication of effors: and
make nors effective our efforts to evaluate personnel, advance the able,
and week out the ineffective.

e

Clearly, some of these advahtagee‘aie already evident in owr present
system of management. There has been attrend in this direction. It is
ny recommendation that we contiinue to move along these lines,

s .:
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thet any aﬁhiguity eoncerning the responsibilitiss of the heads of
Career Services be removed, that the personnel mechanisms of these
serviges be carefully studied and pgradually strengthened, and that
the Office of Pergonmel adjust its procedures and pract cies in such
8 way as to be in full support of the Career Jervices."
L, The emphasis of Persomnel Assignment Division workload has shifted from
the selection and placement of large nuibers of new personnzl for a rapidly
Al 4“ w
expanding agency to that of utilizing and developing ocur current personnel
ass¥t¥, coupled with the identification and disposition of those who are less
_ than satisfaetory.
DISCUSSION:
1. PAD functions, in skeleton, are (1) approval of p#rscnnel actions for the
Director of Persomnel, and (2) providing personnel services and steff assistance

40 Career 3arvice and Operating Officials.

2. The first function, approval of personnel actions, is normally categorized

as a "control” activity. It is an accepted principle that those exercising dele-
. gated authority must be in & algar-cut technical or command channel from {he ipdivi-
} dunl who has delegated thia authority; they must be able %o take objeetive action

: 'fconslstent with requirements and guidelines promulgated by the principal. Othoer-

E ”ﬁ‘ise, any delegation becomes mea.ningless.

3. The" seccmd rtmction, gervice and staff assistance; is most important. It

S ' hag bmn demonstrated that certain services can most effeciively be given through

| uclose p}:c{slcal and comma.nd relationshlps of the personnel man with the organizetion

‘ﬂ“bg seryicee (e.g., a?ranging internal placenents, career board and promotion
;p;lel"-secretariat S“‘crvice , career planning assistance). Other pu'sonnel service and

(‘, stafr assistancs, by its nature, is of Agency-wide application and is more cfficient-

ly located cen‘cra.lly rathan than in an operating organizaticn (e.g. s racruit.aent,

raferral of applicant.s , qualificetion regist.er service).

b The Cln.ndng’cin- Services Branch, Personnel Assignment Divisiom, currently
o ' 1-\“: !"““"

e
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exercises the responsibility and authority of the Director of Personnel in
Tinally approving personnel actions propoeed by the Clandestine Zervices. At the
same time, this Branch, under ite alternute title, the Clan&estine Z2rviecss Career
Managenent Office, is deeply involved in working out difficult prooleus of personngl
assignments, utilization, promotion, disciplinary actions, etc., undor instructions
{rom the C3 Carzer Seyvrice. The situation is ideal to accomplich close and active
staff supports for the Career Boards ani Paneis and has produczd veneficial and
harmonicus results-and ne irr:concilable coni'lict. However, the arrangement by
whicn Placement Cfficers (CS Career Management Officers) are also acents of the
Heai of the CU Career Servics makes virtually impossible their independent, un-
biasel review of actions as d=leracvas of the Directcr of Fersonnel. Needless to |
sny, the Placement Officcr quickly comeludez that he cannot forcefully pursue ob;
Jection to & proposed action and sﬁrviv&. True, he may technically recoamend
against an action; but if the Panel does nout acc2pt his adviec, the Flacement
Officer, in his capacity as Feanel Secretary, ics expected to sign the action for the
Pancl -~ thus recommending to himself (in his changed capecity as delegate of the
Director of Personnel) that the action be approved. Further, in ccnnecticn with
his dutics as Panel Secretariat, he is under the control and supervision of beth
the Cland2siine Serviecaes Carcer Manaceuent Officer and the Fancl Chalrman rather
whan the Chief, Personnel Assigment Division. (It muy De noted thet an even more
cormplex cormend relationship is fac2d oy the Clandostine services Carcer Manage-
ment Officar who in fact reporis to the Director of Personnel, the Hzad of the
C.; Carcer 3ervice, and Lo the inecial Support Assistant to the Deputy Director
(Support).

5. In recognition of the denonstrated progress i persounel administration in
thae Clandastine 3ervicaes under ithe existiag Board and Paﬁél structwr2, a radical

.

chanze would be ill-advised. However, a redefinition of respomsibilities and

anthorities to eliminate the paraloxical ducl rol: played by membere of Office
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of Personnel in administering the system secms appropriate. When the ratter of
delegetion of personnel action authority ic viewed in light of the philosophy of
streng(éning the personnel mechanisms of the Career services, exp sed by the
Diractor of Personnel and approved byjthe Cerzer Council, it is obvious that we

chould consider the question, "QEI not now islapate personnel action approval

authority tc the Head of the Clandestine secvices Career service?”

(. To answer the guestion, we must consider (1) the scope of the cubthority
to be delageted, {2) fram whom and to wham should delegation occur, and (3) what
p2chanism should be estrolished to evaluate adm.mctreticn of the wuthourity so
delepated.

7. It is logical to approach the question of th2 ccope of authority to be

delegatled by considering the types of personnzl actions for whleh the C3 Career
lewvice has the capaeity to make proper deeisicns end which will bz of practicai
value to that Service. In making this deter. ination, we must conslder algo those
actions and functioné which cen better be verfcrued centrally for rzasons tnat
(1) the nature of the function regdres a nich degree of agency-wile uniformity in
action taken (e.g., final processing cf lavcluntary separations), (2) activities
are agency-wide in scope (recruitment, qualificevion register service, applicant
raferrals), or (3) inter-agency liaison is involved. In Tab @> the more signifi-
cant personnel actions and functlons ere cataloged accoruing to the Offic: (c1an-
destlne Services or Office of Perscnn2l) which this study proposes will hove
Jurisdiction. In summary, the study proposes that the Ciandestline Services Caréer
Sesvice has authority to take final actiocns on reassignmentis, promotvions, Thenges
po-tewerprmdc, and approval of Fitness Reports for members of the C3 Cearueer Uer-
vic:, and for approving the assigments of JOT's ©o thz CS Carser Service upon
their completing the program. Cffice of Personnel will continue to approve new

A
appointments, consultants, involuntary separat.ionsr nd W1ll §=nder centralized
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ataff services such as outplacement, counseling, and qualifications register
gervice.

&. In considzring from whom and to whom delegation should occur, it should

be noted that, by law, the Director of Central Tntelligence hnac the authority to
approve perscnnel actions apd mey delezate this authority. Currently, the dele-
Bation has been to the Director of Fersonnel, with radclegavions from him o the
Chief, Persomnel Assignment Division, ani his stafl. In considering a delagaticn
of personnel acﬁion guthority in tne Clandestine servicss, organizacional rela-
tionships dictate thﬁt this delegaticn steu directly from the DCI %o the Head of
5the Cs Carzer Servica,rzzﬁe DDPl with provision fcr reddlegatica as the latter
considers necessary. Thne day to day administration of the delagation of authority
. would probably require the gppcintuent of an individual reporting directly to the
DDP and preferably on his table of or canizatlon to scrve as ilhe principal officer
for th;1man;bem:5t of the Clandestine Cervices Carser Service. To complete the
stracture, thoss positions which noe comprise the CG Branch, PAD, end the 5sA/ /Pers
of the Office of Personnel could be shifted to the DDP to fom & T/0 authorization.
This new element of the DDP could continue w-th the current dzsignation of the
Clandestine Services Carzer Management Crfice (CCMC), and exercise those Boaxrd
and Panel Sewretarist functions now paviprmed oy the individual Career Management
Cfficars, with th2 addition of the personnal actlon approving authekity radelegated
to them Ly the DDP.

5. The Dircctor of Personnel, &s Staff Advisor to the Director on personnel
maiters, could be assigned responsiollity by the DCI to evaluats the manner in which
zhe dzlegation of personnel action authority was bzing exercis8e in the Clendectine
Zarvicess. Be would periodically report to the Director in this regﬁrd through the
IDSs This mechanism would provide an objective review and analysie throurh periodic

surveys of sample groups of actions takan under the delegation and of procedures

. , 5
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SEGRET

utilized in thelr approval. I‘arther, the existence of the review mechanism would
forestall any tendency for the Clandestine Services to depart widely from existing
Agency stendards amd practicés. Officers exercising the authority will be cogni-

zant of their respomsibility and accuountability. This arrangement does not pre-

clude the Clandestine Services from calling mfm on the Cifice of Bersonnel on specific
probloms arising in approving actionz. A unitd of PAD, Office of Perscnme}, wculd
logically be used to perform the spudéﬂﬁrk connected with the period delegaticn re-
view by the Diractor of Persgonnel and for providing staff guidance to the Co Carcer
Service upon wmequest.

10. The delegation of Bersonnel acticn responsilbility, authority, and accojnta-
bility to the DDP as Head of the CJ Career Zervicz, together with the establishment
of 2 Personncl and Cereer Management Staff on his T/0, and undar his direction,
could be expected to resuli in other auvances in Clandestine services personnel
adninistration such as:

a. ILuproved integraticn oi personnel actlvitles of the DDP Divisicus

and £taffs with those of the CUCMO. The Officerin charge of the latter

function should be avle more effectively to provide leaderiliip in the

program under this orgenization than can the current CoCMO who serves ulso

as & representative of the Director of Perscnnel and the 334 /DDC.

b. Accelédrated processing of vital personmel actlon rzquests.
¢. Increasad realization of th2ir respeusibilitizs on the part of

Panel and Board Members and on Lhs part of CJ Personnel Officers in im-

proving personnel managemeat and eliminatiag malprectices cited in the

Dast .

d. The elimination of current confliects of interest and fanvastic
command lines existing betwsen tha 6ffic: of Persomnel and the Officers
who reprasent OP in the Clandeailne Jervices.

-
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- 11. Fimlly, the system outlined provides a test application of oscentral -
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izatlcon of personnel action authority in one area which npay provide cxperience upon
whieh to pattern extension of the program tc other Carcer defvices. |
CORCLU 'IONS

1. The Clandestine Services Cereer Bervice Prosram (Tab 1) has resulted in
a de Pacto delegation of parsonnel action authority to the DDP through the-utili-
cation of Officc of Personnzl Placement Officers (having Qelewated personncl action
authority) as Ci Banel Secretariat Cfficers.

2, This dual role of the OF Flacoment Officer is not sound from a menegement
viewpoint, but it has facilitatel C3 Panel opzrations. )

3. The several cepacitics in vhich the current CsCMO rarforns; CoCKC, BO
Liaicon Ofiicer for the Dirzetor of lersonnsi, Porsunncl Advisor to the SSA /DD ;
should bz clarified.

4. ixperience gained by the CJ Career service under the unorthodox organiza-
ticnal coumand structurs of its primcipel suppert officers is sucstantial. This
fact, souplad with the proven Career Bourd and Panel struclure, provides a solld
arsumern. for formal delegation of authorlty fur parsonnel action approval to the
Clanwestine Servicas.

5. The Carzer Council has appro¥ed th2 pripciple of decsniralization of persounn:
authoritics to tne §areer Jervieas and will undoub edly ve receptfﬁ%:bo a specific

delz2sation on a test basis.

ROCCHMENDATIONS

1. A deloration of authority to approve personnel acticnz upz2cified in Tab 2
shoull Le mavie to the Hesd of the CJ Cars.r “ervies by the DCI, subject Lo pariodice
raview by the Director of Personnel in his staff rzlationshiy Lo the Director.

5. The DDP as Head of the C5 Cercer Service should eppolat a seanlor ofificial

as his Personnel ond Cerzer, Service Officer ana redelegate to him personnel autkority
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| SECRET,
3. Positions anfaged in CS Car:er Manegement activities now located in the
Orfic: of Personnel (Co Branch, PAD, and s3A/Pers) should be shifted to th: DDP to
constitute a Perscnnel and Career _srvice Office under the DDF and headed Ly the

Officar cppointel as €9 Poreomnel and Career Service Officer.

8

SECTET
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Personnel Functions, Auti.oritiec, end Prograns

I. Authorities Proposed for Delegation to the Head of the Clandestine Servicos
Career Servica
D3 (1. Approval of reassignments within the CU Career Service.
Personne’ 2. Approval of promotions of OS persouncl.
{ 2+ Arproval of Perscnnel Rank Assigmments. NN
( 4+ Aprrovael of Fitness Reports ST .
5. Arrroval of JOT assignments 5o the Co Carz2er Service. L
II. Authorities, Functions, nrd Prosrems Continusd in Offlcs of Personnel (PAD)
1. Approvual of naw aprointments.
2. Approval of involuntary sepurations. A
5. Invites travel. K
L. Harriagz to allen casas. ' .
5. Clerical and summer only emglcy=e assigmments {original). .
6. Qualification register services. -
{e Reassignment service: Opecinl rlacement Committ2e; inter-Carcer Saervids
assignments. T
C. Management Develoument procram. » T,
%« Recruitment roquest ‘review zul ap.roval.
10. Applicant referrals.
11. Consultant roview.
12. Agency re2gulations regarding perscnnel assignment.
13. Centralized =mployee counseling and services.
l4, Liaison with Perconncl and Career Managem:nl Officasz.
15. Inter<Agency details end lizison.
15. Out-placement.
17. Changes to lowar srade i
ILLEGIB
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