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26 Januvary 1954

MEVMORANDUM FOR: Director of Centrel Intelligence Ageney

SUBJECT : Careexr Servies Program

1. The purpose of this mewmorandum is to report to you the status
of the Career Service Program, and to obtain your spproval of certain
steps which showld be taken to reorganize the preseunt system of career
mgnagement .

, 2. The following major developments have been accomplished in the
Cavecer Sexvice Program since 1 July 1953:

a. A legislative teak force was established to examine
those aepects of employee bepefits vhich could not be accomplished
afministretively. This group has finiszhed 1ts work. The CIA
Carcer Service Board has studied 1ts report in detail and forwerded
it to you with its spprovel. It recognized thet the appropriste time
should be chosen for subndssion of this legisiation to Congress.
It is ny opinion that it should not Be submitted in the present
session. However, regardless of vhea it 1s submitted the siudy hes
been made and the findings and recosmendations and legislation pro-
posed will be valid in the future.

b. The Senior Executive Inventory has been completed. fThis
required the nominsticn by the tep 70 exesutives in the Agency of
individusls corcidered gualified to e their suscessors. These
nemes were in turn reviewed by the Deputy Directors. The result
is epproximately 200 vames, now asscubled in a loose-leaf vatebook
for your use. It should be ooted that a tremendous amount of work
wes required to assemble the bilographic data on these individuals,
in many instances etill inceomplete, due to the chaotic condition
of the personnel flles. 7o imsure proper security for the Registry,
the materlel was prepared in this office.

¢. The cherter of the Professionsl Selection Panel was come
pletely rewritten. Ivasmuch as this is one of the important aspects
of the proposed recorganizaticn, it vill be dealt with later.

4. An Ilnsurance task force hee cleared mctumries surveying
types of insurance avellable to egency employees.. This program
mey result in a more beseficial form of insurance for employees
arxd produce en sfded imcentive for making a caveer with CIA. It

can proceed rvegardless of the organization of the Carser Service
Program.
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e. A VWomen's Panel and a Junior Officer’s Task Force have
prepared reports relating to the vroblems of women and junior
officers in making a career with CI&. Thelr reports have been
stugdied by the CIA Carzer Service Board. Any beneficial resulis
from these two studies will come Tyom the Personnel Office and
from the supervisors.

f. A task force commenced the preparstion of a paper to
inform employees "What a Cereer in the CIA Means to You." It is
importent that such a peper be produced. The lack of nowledge
about the career sexvice program is very greet overseas, end is
also spparent in Weshington.

g. The CIA Career Service Board bas 40 Caresr Development
Slote assigned to it. These slots engble enployess %o take
external training or a tour of duty with another office without
encurbexing & slot in the parent office, although the parent
office mist guarantee to have & slob open upon the emplayee's
returd. The fach that there are still meny of these slots open
is ipdicative of g lack of interest in carcer dsvelgrment or
enccuragerent of rotaticn among the officesn.

b. The CIA Career Service Board vorked with the Honer
Avards Bonzxd in developing a syetem of awards for meritorlious
or valorous service. This hes pow been accomplished and there
is no purpose to be served for countinued affilistion between
these Boards.

1. The CIA Carcer Service Beaxrd intarested ileell in
neminations for the Harverd Scheol for Advenced Favscemend and
the senlor scheols of the military esexrvices. The lack of juteresi,
particularly in the DD/P Ares, in nominating cundidates for thesc
schools 1s also indicative of g lack of Iinterest in career
development.

J. There ere 25 other Carcer Service Boards in the Agency
besides the CIA Poerd. These include boards for sll of the offices,
the ID/P staffs plus & DD/P, ID/I and ID/A Board. These Boaxds
have fupctioned with varylng degrees cf effectlivencse and
authority. In many ceses the Bosrds are purely advisory to the
office or staff chief; in others the Beards, in effect, have more
influence. Unfortunstely the Bosyds heve concerned thumselves
largely with metiers of promoticn, transfers, etc.--perscmasl
acticns previously hendled on 2 roubtine basis by execudlve astlon
of the individual offices. There is no indication thah ereation
of "carcer service boards” bas improved these actions any.
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k. The CIA Ceveer Seorvice Bozzd bas atbemplted to wrbilrate
a difference of opinica betveen the ID/A and DD/I Poards. The
ID/A Board holds that all administrative personnel in the TD/fI
Avea should bave carcer designations ¢o DD/A Cereer Serviee Bowrds,
e.g.; & pevsonnel officer in ORR would have a cereer desigansiion
to the Perscnnel Office rather then ORR. Thers 18 an almpsl
wenimity of opinion egainst this in the DD/I Aves. In the D/P
Area most administrative officers have sccepted ID/A carecr
designations, slthough 1% should be notied that this was done wilh
sonevhat of & shotgun approsch--they were told to elther teke si-
ministrative designationa or be prepared to explain In aiy weaths
why they wvere in =dministrative positions.

3. It is my opinion that the following major defects now exlst
with the CYA Career Service Program:

&. There ave t00 many Career Serviee Boevds and they are
improperly constituted. A cereer service hoard for each office
has simply convipued cffice naticnalism and dome wnothing to Turther
raking CIA a wareer. The mmber of boards crestes o waste in
executive meppower for the participents and in clexical time for
support.

B. The carveer cervice boards devote the bulk of thelr time
tofay to matters tbat should be handled differently. FPromobions
should ba & mebter for intra-cgeney bosrds, wnot office bosrds.
Inter-office rotations or transfers cannot be handled am o
unilateral basis by sn office boayd zud thereforve bacoges a case
of inter~office nepotiamtion, or "slave mert” transections by the
irdividusl.

¢. With the exception of one or two offices thaere iz little
carcer pleauning by the Boards, ywt this is one of the most
irportent aspects of career service and oue of the most neglected
parés of career develcpment. The leck of career plapunlng is
probebly the greatest single fackor in poor morale in the Ageney.
Yore ond more syployees sre leeving the Agency because they don't
know vhat future there is ip CIA.

d. The carcer service bosrds have served to dissipate both
tha guthority of the supervisors and of the Perscanel Mencgement.
It should be noted that %he mejor single resseon for the creation
of a Career Service Program wes the failure of bobh the Personnel
Office and the supervisors in the Agency in pervgcunel sanagemsut.
But it is my opinica thet continuwebicn of a lerge mumber of career
sexvice boards will not solve the problem of perscnnel menegement--
for which the Peracnnel 0ffice shovld be held regponeidle for policy
and the supervisors for implementabion.
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e. As 18 natural in a gavernnent the career service boaxrds
have tended to become paper-mills. The amount of paperwork done
by the various boards veries, but generally spesking it has
gotten- beyond either reason or velue.

h, It is recommended that the following steps be taken to reorgan-
ize the Career Service Program:

A1l of the office career service boards be abolished and
in their stead be created five professional boerds, namely: Intelli-
gence, Operations, Administration, Training end Commmnications.

b. The mmber of career designations be redueed from 26 to 5--
as above. However, there should be a J.imited number of sub-desig-
nations such as Analyst, Researcher, Collector under Intelligence;
Psychologicel, Espionsge, and Paramilitary under Operatiom, Perscon-
pel, Fiscal, Logistics under Administration. -

¢+ These five boards would be charged primarily with the
career development of 8ll employees. This career development would
insure ¢t each employee received proper training, appcrtunity :
for rot-ation within CIA, ¢o nsidnration for promoticn, ete. To
_eccamplish this the boards would be supported by stafis aupplied
Jointly by the Persommel Office and the offices primerily concerped
with each board. Carcer plans mld be dmrelo;xed for all profeasion-
al euglayeea of the Agenecy. '

4. Three selection or pm';iaa penels would be ereated. ‘These
panels wuld be charged with recommending selection in, selection out,
and promotion of all Ae;amy employees. Thege mulﬂ bet -

(1) Supergmdc Panel {or Board) mmosed a8 presently
proposed by the Deputy Director of Central Intelligence of
the Deputies plus Assistant Directors for Perscnnel, Communi-
¢ations and Training to pass on all promoticns or selectiops
in or out of supergradas. .

(2) Senior Selection Panel to pass on selection in, cut,
or pramotion of all persounel in Grades GS-13, 1k and 15. The
promotions would be intra-agendy, conducted twice anoually on
a cometitive basis.

(3) Junior Seléction Panel to pass cn selection in, out,
or promotion of all personnel in Grades C5-9, 10, 11 end 22,

NOTE: These Panels would operate on the following basis. No
employee-applicent would be considered until the galniuog office
had submitted a carcer plan indicating the assignments of the
ipdividual for at least the first three years end preferably
longer. Eeach employee-spplicant would be personally interviewed
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by the approprviate {for his or ber grede) board prior to
employrent. Promotions would be mede twlce anmially--Hay
and Decemder~-pnd world be on an intra-Agesey canpetitive
besis. Rotations between offices wouid be accomplished cn
a quota basis, e.g., 10 from ID/I to DD/P and vice versa
each yesr; 20 from LD/A to ID/P and vice versa each year.
Selection-ocut consideration would be given to each erployes
at the end of the first-year of employmeut (vhen, uwader
Civil Service procedures, termination can be accomplished),
“anf st the end of three-years which shourld be the admind-
stratively-established CIA probationaxy pericd.

e. The standard probationary pericd for all CIA erployess
be established at three years--and as of & specific date all in-
coning employees will be afvised of the probaticnary peried spd
informed thet if they fall to live up to standards they may be
selected out at the end of oae year or thres yesrs {or auy point
in the first three yeors).

£. It is the belief of the CIA Carcer Service Beoerd that for
a true career pervice smployess shomld be cbligated to serve vlen,
vhere, and how the Agency desires--perscmn) eonsiderations beling
given full evalustion in the decision. Ingaswmach a¢ meny individuale
entered CIA upder different terms, this caonet be imposed by mandate
but shouid he on a voluntsxry basis.

g. ‘The CIA Cereer Service Boavrd be combtimued om mueh the seme
basis as presgeuntly, being pripsrily an sdvisory body snd o sownding
boaxd for insuring Gevelopment of the Carser Serviee Progrem. This
body might eventually be chalred by the Assistent Director for
Personnel, when that individual hes been on duby fov o lopger peyiod.

5. In summtlon an czployee's career im the CIA would be guided in
the following fashioa:

&a. Prior o aemployment the individusl'e career plap wrald be
revicwed by the eppropriate selection penel, ard the individual
would eppear before the panel;

b. At the end of one yeer apd again at the end of thiee
years the appropriate selection parel would review the individvai's
performence ard lodicste contimvence or termination;

¢. At the epd of the three year prouatiocnary peried the
apprepriate career service board will review the iwndividusl's career
plan for the ensuing period;

@. At the time an individual is promoted $o GS-13--zelected
by the Secuior Selecticn Board--determinetion will be vmde whelber
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the individual is qualified for the Juslor Executive Inveniory--ox
should be sssipned to specliaslist Jobs.

6. Finslly it is recoawendad that a date De selected for imple-
pentation of the gbove steps in the Career Service Program. 4% that
time all employees will be quexried to determine whether they wish to
make a career with the Agency apd are willing to accept the cbligation
to serve vhen and where reqguired. At that fime 8ll employees ghould
be given a full and franlt ptatement of whal a career in CIA means
{2.£. avove).

T- I believe what I propose will emable ws to evbark on & true
career pProgyam.

/8/
lyman B. Rivkpetrick
ce: INCY
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