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DIRECTOR OF CENTRAL INTELLIGENCE

~ Intelligence Community Staff
Washington, D.C. 20505

DCI/ICS 88-4204
13 January 1988

MEMORANDUM FOR: Study Steering Group Members

~ FROM: | ‘ | STAT
' Director, PTanning and Policy Office, -
SUBJECT: | Study 6f Inte]]igénce»PerSonne] Systems _
| | STAT
1. Attached for your reference is a draft paper setting forth Terms of
Reference (TOR) for the personnel study to be conducted by the National
Academy of Public ‘Administration (NAPA). Coordination of the draft is the
principal agenda item for the Steering Group meeting to be held at the '
' lon 15 January 1988 at 1400. | | STAT
2. A meeting of the NFIC-level Study Mahagemeht Policy Group (SMPG) has ’
been scheduled for 20 January 1988 at 1400. Coordination of the Terms of -

Reference is the only agenda item planned for that meeting. \ - STAT
3. Please he prepared to Comment on the draft TOR at our 15 January '
‘meeting. We intend to have a coordinated draft at the end of that session, so |

that Steering Group members can staff principals of the SMPG for 20 January. .
‘ STAT |
STAT
Attachment: ' _ o _ . ’
Terms of Reference , - o . : ’ STAT

UNC 17
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| SUBJECT:_ Study of Intelligence Personnel Systems
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CIA/OL o ‘ B v , | STAT
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Study of Intelligence Personnel Systems

Terms of Reference

Background

Thé Inte]Tﬁgence Authorization Act for Fiscal Year 1988 (Title VII,

Section 701) requires the Director of Central Intelligence fo contra&t with

_ . the National Academy of Public Administration (NAPA) fqr_a comprehensivé
review and compérative analysis of the civilian peksonnel management and -
compenéation systems of the Intelligence Community. The analysis is to
inc]udé an assessment of the adequacy of existing personnel systems to support
the missions of the varion inte]]igente organizatjons.» NAPA 15 also directed
to make recommendations for additional legislation and regu]atory‘or other
changeg that are deemed ainsable to improve the effectiveness of the separaté

systems.

- Scope and Emphasis

For the purpose of the study, the "Intelligence Community" will be those
agencies and entities defined in Section 3.4(f) of Executive Order 12333, with

pfiméry'focus_on CIA, NSA, and DIA, but including State/INR, FBI/FCI, and

civilian intelligence personnel of the military services.
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The study is 1ﬁtendéd to bé an objective, cTassified review of the
Inte]]igence Community's personne]l management'and compensation systems. The
aim is to provide a baseline understanding of'the effect of'these'systems on .
‘the abi]ity ofvintelligénce organizations to perform current and future
miSsions,“In carrying out thé study, NAPA will examine issues and programs
bearing on recrﬁitmeﬁt, retention, and effective'management of>emp]oyees.
Atténtion should be paid to the consequences of pay and evaluation aspects of
personnel systems and to programs re]éted to needé for certain critical skills
énd otcupations. Career development ahd emplioyee suppbrt programs should also
be examined, as should 1nfrastruct0re support for berSonne] managément. The
interim and final reports sHou]d also providebNAPA's recommendations régarding
proposed and thential'1egislation_affecting the intelligence personhé]

systems.

‘Broad Objectives
“The study should achieve the following broad objectives:

0 An examination'of the need for significant change in existing
Intelligence Community human resource management systems impliad in

current economic, .social, and demographic trends.

0 _An eXam1nation of present and planned Intelligence Community
personnel systems to ascertain if they will be able to attract and
retain ﬁhe highest quality personnel through the’19905; including
jdentification and specificétion of necessary 1mproVement§'and

required legislative proposals.
: -2
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o A compar1son of Inte]11gence Communlty personne] systems w1th the
~ federal ¢ivil service, including identification and analysis of
personnel 1ssUes facing the Intelligence Community that différ

significantly from those facing the federal government in general.

0 A comparison of the personnel needs and requirements facing the
individual memberé of the Inte]ligénce Community, with due regard for
the différing missions, risks, job requirements and environments of

the agencies, departments, and offices involved.

o  Recommendations, if warranted, for legislative, regulative, or other
changes in personnel and/or compensdtion programs based on the unique

nature of 1nté111§ence activities.

Areas of Inquiry

In the coursé of meeting tne broad objectives, the study should address

the following specific areas::

0. Competitidn Intei]fgence Community competition for human resources
is primaki]y with the private sector. When people leave intelligence
agencies they tend to go to‘fhe private sector rather than to other
govefnment positions. The total'compénsatibn package (pay, benefits,
and awards) should be evé]Qéted toAdetermine what needs to be done to
make the Inte]]igenée.Community éompetitive in the 1990s in the

private sector market in which it cbmpetes.
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0 Sécuritx Special security, cover, 11festy1e,_and‘professionaT
restrictions Shou]d be examined to,détérmine how they should be

'kecognized in the total compensation packages.

d Rewards Mechanjsms and programs for rewarding employees should be

eva1uated.

o Training- The resources necessary for retraining tb meet changihg
stéffing reqdirements should be analyzed. Areas that should be
assessed 1nt1ude the adequacy of current training and employee
development programs throughout the Inte]]igence CommUnity (aé tﬁey
re]até td occupational skills training and the a?ai]abi]iﬁy’of

training) and the adequacy of resource commitments to these endeavors.

o} Quality of WOrk-Tife The quality of work-Tife in each agency should

be compared with corresponding environments in the private sector..

o Retikement Systems Existing retirehent systems should be evaluated
:és both a managerial tool and an emp]byee incentive. The focus here
should be dérived from the vagaries of ceiling and speéia],ski]]l
needs and the cbnsequént ekpectation that age and promotion bubb]es
will arise; The eva]uatipnvshou1d emphasize problems of plateauing

and the need to ensure appropriate employee thkoughput.'
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S0 F]exibi]itz Thé changing and e*pandihg natﬁre Qf ihte]]igence
requirements and the growing 1nterdisc1p1ina;y, intefagency character
of 1nteliigen¢e work require managefs to haye greater staffing'aﬁd
pay flexibility in okgénizing ﬁhe work force. The study should |
vexp]ore tne appropridteness and feasibility of establishing |
a]terhativeé to theiGenera1 Schedule and/or Festructuring the Géneral'

Schedule to providé greater management flexibility.

0 Occupational Pay Occupational pay should be evaluated as an approach

to pay,administration.

0 Leave and Benefits ~Alternative methods of leave and benefits

administration should be evaluated with respect to the need to
accommodate the modern work force, which contains an increasing

number of dual-income families and single parents.

Steering and Guidance

- A Sfudy éteering Group (SSt), chaired by a member of.the Inte]]igencé
Community Staff, with representatives (one each) from the Central Intelligence
- Agehcy, the Natjona]vSeCurity Agency,'the Defense Intél]igehce Ageﬁcy,‘the
vDepartmeﬁt of State's Bureau of Inte]iigence and Research, the Federal Bureau
of Investigation's Foreign Couhterinte]]igence element, and US'Army

Intelligence (representing all the mj]itarylservices) will be formed to guide
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and faci]itate NAPA's work; to assure that necessary support is provided frnm
participating.agencies, and to assist the Inte]]jgence Community Staff 1h,
carrying out 1tsvr01etas agent for the DCI in reviewing and overseeing the

A stUdy.> The 553G Chairman will be the Contract1ng Officer's 1ecnn1ca]

Representat1ve (COTR) for the study

The Sbb w111 1dent1fy within each part1c1pat1ng agency or entity a focal
.po1nt for all study- re1ated act1v1ty within that organ1zat1on, 1nc1ud1ng |
-'xlresponses to NAPA S requests for 1ntormat1on. NAPA will coord1nate all of 1ts
activities through these focal points. Both NAPA and the focal points will

keep the COTR and SSG aware of progress: and pfob]ems.

The SSG wi]t_receite guidance_ang overall direction from a Study'

_ 'ManageMent Pd]iéy Greup (SMPG)._ The SMPG will be chaired by the Uirector of -
the Inte1ligence Community Staft and wt11<be combOsed.of NFIC-Tevel |
'representatives of the tntei]igenee organizations pakttéipating in the study.
fhe SMPG will act for the DCI in the review of the 1nter1m reports and will

make recommendations to the DCI regarding the final report.

Security
Names of the NAPA study team and panel will be'provided to the COTR prior

to commencement of the study to assure that necessary clearances are obtained

from participating organizatiohs.'
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. The COTR will determine that NAPA is provided with suitable secure office
"gpace and storage facilities. The focal point for each organization will make
such arrangements as may be necéssary fpr offi;e space and secure storage

facilities in individual organizational locations.

Methodology and Study Organization

NAPA Sha]] be résponsib]e for the proposa]'of a study methodo]qu and
organization which shall be.subject'to thé approval of the COTR. .The COTR
will convey to NAPA any'speéial study focus and guidance.feceived from the

R Congressional Oveféight Committees when it becdmes available. In defining the
study's scope and‘tasks,,NAPA's'probdsa] sﬁal] téké_into account the funding
constraints in the authorizing'legislatﬁohvas well as timing and other

considerations required for the interim and final reports.

Timing and Reports

The study will begin as soon as practicable after 1 January 1988.  NAPA
will provide interim reports on 1 May and 1 August 1988. The study will be
~concluded and a final report provided to the Oversight Lommittees on or before

20 January 1989.
The purpose of the interim reports is to proVide a means for.an assessment

by the Congress of new or- substantially modified programs and compensations

p]anned‘for early implementation. In view of the 11m1ted timé available to
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devé]op the interim reports, NAPA should determine ear]y in the study which
Suchvprogramé should be evaluated. In additibn to a report of progress'on the
'study in génera], of particu]ar‘inferest is an ana1ysi5'of_exist1ng'or
v propoéed éhanges to personnel managément and compensation systems aimed at
recruiting -or retaihing 1ndjv1dua]s'w1th skills cfitica] to the missions of
the Intelligence Community. Any»additiona1'Congréssional guidéﬁqe dn the

interim reports will be provided to NAPA by the CUTR as it becomes available.
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