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VR v eriormance Zvalustion

1. 2w 13 dHay the Caresr Servioe Doard asds the final of &
woyios of decisiors concearning the sbolitien of the FER and the
utilization of & new Fitness Neport. Zaoh sucosssive decision,
in sy opipion, bas mede it less likely thgt Cli will heve & use~
vl and acoeptal:le evaluation system, 7he fimal yesult oan have
sugh sericus lmpsct on smployes mormls that I would be remiss In
ay walesaional ebligmtion if I 43 not write ibe folloving para-
srephe in sn atteapt to olarily the problems and lmplications
imﬂi z7

Zs Sloog with sey, politics snd religion, sveluatlion pro-
wadures hwulé be added as & topic sbout which it is impossibls
1o bave a retional diswussion. This controversial mature ol
svaluation procedures and how tiwy are to be uwsed mskes it iz~
perative thal great care i@ taken to insure their peueral acospta-~
Lility prier to msking & widespresd or vadical chanze in & system.
The first tesk foree appointed by the Hoard dovalopsd 8 repurt io
s applisd only io enployees during thelr provisionsl peried and
oy the sole purpose of siding in determimstion of thelr sultabillty
iar ratention and Cla Cereer Cervice, The report wale (1) not be
shown the individual; (2) be used sextrally by & few high-~level
individusls having sccess to technionl sfvioce and studiss; (3) met
racessarily be scorsd Lut could Lo 1 the Hewrd so desiyec, The
jeoblen of soseptabilily of the report did wot loom lxrge since it
woule be used jor relatively few people and ite use carefully con-
trolled. ihe aysiem would have had a yeasonable chance of success.

3. Subseguent tsek iorces wers given narrower directives on
mroblems with much brosder impliomtions. On 13 Mey, declisliom by the
sosrd results in s report wbich will be (1) used for a multiplielly
of parposes; (2) applied repestecly to svery individeal in the
sgeney; (3) used by lecal as well we Feedquarters peresosnel officery;
sué {4) shown to the saployes st the option of the individual
supsrvisor, Comperison of the two sets of comditions makes
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aprarent the fact that s yaport for g given set of [wotedures and
prposes iz mow to be utilised in & dlfterent Jeshios for ¢diilerent
SRR,

he The sbiiting ratwre of tha céirectiives to ibems task Ioress,
jurther complicsted by tbe small span of tise in vhioh esch task
ioree was axked fo cosplete its work bag smde it 4iifienli fov amy~
ope to beep the evaluetion problem iz clear perspeciive snd ragulteld

& T adoption of a form containing jestures inconsle-
tort with its propossd uge and swithowt ifwll eon-
sidsretion of tre many policles thal should govern
ite npee.

Lo 4be probebility that s great deal of caniroversy
wiil follow the veperita iotreduwetion, with the
poseinility of serisus impmot on the morals i on-

¥

§ FARe

B. oome of the muxt ippartapt iactors to le comsiderad in e
cesign and uen of reting systess wro:

e smbings, whather scored or unsonied, rellect tus
npinion of one person Ly eunciber, wd thereiory, s
sinrle repert wlll sever bave ihe cbjeotivity thas
is casired, as & prasotioal metier, it apresrs thal
s only way to reduce sublectivity I» retimge is
by citsining opindons of a rumbsr of supervisasrs aa
s saployes bholds a savies of jobs,

e d@yvicenascs sveluailen is mor® than & yauing lorm:
it ls & completa ayatem, ixelwding policies powsrning
Bl ol guch loris.

C. Ho personuel sotion should be teken sutomsileslly
coneorainy the infivideal on the tesls of tl® re-
suits of Fitewss seporte alore. Iesisions should be
=wcd by rasponsivls rersons naving scoess to sil she
infersation svallable oon dng the individual,

te [HcoBS2 o yebing syetens will wery iz relation o
at lsast tiw Jollowing iselars:

(i) The degree io which purposs of the systes ls
speciiic,.

{2} The ¢apres ol scoeptapes by ueers ol Lhe forn
in relation €0 its stated yorpuse,

{3) The degree of understanding thet can ba glver
the users ol the tise & nov procedure is intro-
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Ge An spaiyaie of U8 jrajoe & ke . powosis iis
wpaltaldlity far perindle mum @z’ Jok Mmzm & tor
swrviog &5 the Leals fop dlesussion tolween mupervieon w@ M%w‘
liﬁmamtmmmﬁwmtmai . Are Hpeel
.,am xmmwm @:m 3& dess contalin o prest M of mmw
gersonel charkoteristics of the lsdividual wbilch, uhills
mtmtw#%mﬁw al mwfm,mmzma
cocleion on rebentien with the jeenoy o sdnission ‘o Gaewer SArvioe.

¢ L report designed Jor pericdle evaluatlion of Jed Deriortamsoe ‘
W have 448 m&lme:m; characieristics:

Ge ib shouic deal vtk oan~the-job ishavior dupityg &
apechs ot mavloc o time sl be sdapted o a wide
wpiaty sl ,';Mt

e it ghouls be ceuigned s &8 o parws e o yeal
LD Lo gid *mﬂw Ietupss surerviasy and ble
po et A*ﬁtm al beaherloy pertlcent to Jo0 perlorosnos.

. ke Ldividuel sbould be inlorssd al e beglmning
el Lhe ratisg mericd on wdwl 47 o Jeb 28elorminop
h Le ovolne o b8 soied,

te The lorp steuld provids m m@ﬁiﬁg Tor foedie
afor: o «;mﬁii ie vabsyior irstpnoss ceservine speainl
‘w:mﬁ.@” & &ﬂk}“ Ll w»ﬂ;ﬁ@&m‘

#, il sboull insluwde Zectusl rooards on allsndanom, punc-
*w*a . GE gr‘"?ﬁ.t‘%ﬁ for the possibility of relating
tharn reords o the Tarm.

Pe it sbouic be sbow te the anployee (o ita solirety.
a2t shoadd gonteln reccmmcstions lov tWwreining.
Be it oased nol leod 1tesdl W souring, s

Le i shovld contaln s statesent of the Jeb periorwmercs
saviors wideh are (o o atxdsesd Jurisg the next
ratisg roxini.

Ge  swo spSeliae guestions raised Jurime e 17 ey weeling ol the
Jogrd CRssTve Sosewhat Duller anmers than tise perplites glvings

fie  She Diret estior concerrek’ tha poselldlity of searing
i Fitrkes heport. Lo noted st Uw ﬁm, this yeport
dorein itsmll ts Wmmﬁw sooring o : 4
ayprepriate stuclac, L1 should Lo ediiie that ﬁwmzw
st od &WW&WWM“&
Gtaiing. mt-*m, ,.t m pogtinie to develop sooren
which would Leve 1 ST 0 ewyn oy % vary
BE iR U MWWW%, W, o spwalopad
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untll rating forms of a sissble senpling of em-
ployees have bsen received,

(1) Use of a quantitative score raises questions
afwmmﬁmtmmiswheghmm%
has sccess to it. Theve is the poseibility
ol 8o using such m goore as to start an end-
issg controveray. The difference betwsen the
intarpretation of a peraon's relative stan- _
ding in & sslect group (ss exmessed by scores)
ent hls standing in relation to come kind of
abselute standard (as expressed by &n unscored

pelant but atill i In the bettom ten psroent
of the employse group. Using soores requires
utilisation of technically trained persennel
anc extrems care in guarding their cireulstion
and use,

L. The second question conoerned tie Yoszibility of the
usual fersonnel) snd Flacement 0Officers using the Fit-
uess heport in relation to assignment, reassignment,
and other personnel decisions. This was raplied to
in a someuhat negative manner by saying that this re-
port could be used for such Rirposes insoiar sas the
tacisions involved reltive svaluation of the ipdivie
dual, It needs to be stresped, hovever, thet de-
clsions such as assignwent anc reassigneent will require
additdonsl specific information ihat i= not cantained
on m\sfmmmtmm@-xmwmmmmt
is needed for the many persornel decisfons that &T8 NG~
oessary. Heliance on e single form for all kinds of
persoonel declisions cannot be expectad to result in 8
unifors excelience in all types of decision.

e

Fe  EIb iz vecommndied:

Ge iegarcliess of which of ile courses of action listec
below iz adopted, the entire problen of svealuation for
Cik auliiple purposss Lo assigned to techniesl spaclial-
ists for study under ihe supsrvision of & specially
apreinted task lorce, The studies should be glwen
ample time, tentative desdline for completion eatablished
&s &t lsast & year after inftiation and the stucdies shoule
inelude consideration of policiss and ways of insuring

sccoptabdlity,
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SO A

b, doth the Fi and Pitness Hepori be used,

{1} The ¥itoess Esport be used during the am~
woyeu'ts mrovisionsl peried.

{2) The TEE be used thsreafter,
Cs i3 thers cap be but one evaluation report in uss,
(1) ibe FEH, with modilieations to incorporste
&3 many as possibie ol the prirveipless in
Faragraph 7, be used for the mresent.

¢e 1f ithe 13 Mmy decision of the Bearé to utilise
ths weseni Filoess heport stands,

(1) ssction IV be eliminated as wholly inappro-~
mriate to the purpose of periodic swaluation.

(2} tus report be tried out on a mmll seale in
selacted ollices in order that the Bosrd may
Lisve & fuller knowlsdpe of whet the Impact on
employes morals will be,

10. It is respectfully requested thet this memorandum be pade
part of the olficial minutes of the CIA Cavesr ervics Deard.

25X1A%9a

Fsychologlat
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