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2 MAY 1958

MEMORARDUM FOR: Dirsctor of “erscanal

soxisea o [

SUBJECT The Bewly Fropesed Filtness Report

1. The following comments mre set ferth to hopafully lend
support for recemmendstions here.

2. This nsw Fiiness Report product for which I sat as o
sometines Task Force mamber disenchants me with myself. Accord-
fngly, I wish to set forth enly encugh critical substance to
serve the objective below. It is probably demenstruble separate-
ly {other comments) that equally significant critical peints
could be mede. I intend here not to cover the water front.

a. It {s suggested: Section U ~ wedifted or not -
sheuld preeede Section C.

b. It {s supgested: "Supervisory evalustion should have
- seperate treatment, elther markedly within this form, or sep-
arate entirely. Ny remsoning here is that we need above all
things te increasingly nurture our very large supervigsory
grour, aasd they are worth particular attemtion. By the same
token, I am at a loss In trying to remember what we proposed
v to de with super-grades.

¢. I do mot accept st all six out of the seven descrip-
tive clauses In Section B. These appesr to me to contain
such "fine lines of distinction® as to constitute a stotie-
s ticluna's impractical dress.

(1) "Performs his duty in a barely sdequate manner"
must be ungatisfectory performance if our philosophy s
to be ~ as It should - to seck alvays for Improved per=
formance on all fronts. Hence, I would elfminmate ¥o. 2
entirely, and state %o. 1 a3 follows: PERFORNS HIS IUTY
IN AN UNSATISFACTORY O BARELY ADEQUATE MANNER,

(2) Item 3 - "Performs his duty mcceptably” asks
for as many different Interpretaticns of the word "accept-

ably™ as there may be supervisors. It i{s too relative.
Hence I would drep Item I entiraly.
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{3) Item & - ne quarrel.

(L) Items 5, ¢ and 7 call for an ispract icable dis~
tinction, l.e., too much of a “fine line". I would re-
duce this to ons much better clause, yet to be gestated.

P {5) Contexplsting the possibility of tha Fitness He~

‘ pert as such, as sn important I[nstrument in any kind of
nerit recognition - snd probably regardless of this ~ I
miggest that provision be made for = prose jJustifiestion
for a rating ef UNSATISFACTORY, or for & ratiag of OUT-
SYARDING. 1 deem this of high impertance. An instruc-
tion In respect to this aight be something like the fol-
lowing

STATE FULLY YOUR REASOES FOR THIS RATING.

d. Sectien C necessarily would be revised if the preced-
ing is mcespted.

e. Section D leaves me very cold indeed, There are so
nany other words of Impertance as to challenge mary, If not
all, of whut we are now showing in this Section. Seome exam-
ples srer  “"Does 3 job without strong mp .1 This should
be redundant if the rest of the rating sheet ig done pregperly.
Agaime “"Facllitates smooth eperstien of his office.” Do we
zsan up, dowm, or at the seme level: Agmins “Writes effec-
tively.* To me this is not of {mportunce ut 21l in so mary
differgnt kinds of Jobs. Whensver this i3 important, it
caght sutomatically te show tn evalustion of performance.
Again: "Security conseious.” Within this Agency, this to =e
{s semething like askiag "Is this employee's halr cembed avery
morning®i!l PFurther, some of the words which I balleve one
should welgh most carefully in comectign with a listing of
personal characteristies sre - and maybe here I a= thisking
substantially of a superviser - drive, cooperation, judgment,

%X wision, delegation, planning, ebjectivity, recsptivity, de-
velopment of his peopls, impertislity, etc. {The above does
not purport to be complete treataemt, of course.)

t1se, asthinks the term wpersonal Cheracteristics™ asks
fer inherent characteristics, snd not acquired competencies,
as 1s "Writes effectively”.

f. Sectics E has manner of Job performance, with streas
of strengths sad wesknesses In current position and sugges-
tions for smployee improvement and his carser davelopment po-
tential. I think the last should de sppropriataly seperated,
maybe st the bottom of this swme ares.

2. - SEGHET
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ge 1 fai] te mﬁwn:&ﬂdmmm&y« certify
that he has seen the Feport, Either we believe the supervi.
80T of we don't, and 1f we don't we'd better go eut of busi-
nass. ‘

R, If ve want to begin making this Fitnegs Report instry~
nent sorve ag a rightfully ispertant one in any form of merit
consideration, then we should consider the control mechaniasm
offered by a Rating Review Panel, Regardless of this merit
consideration factor, Im't a Fitness Report worth object {ve
removed review! We cag easily find long-ting ®©periance on
the part of other Sgenciss In Government and In business
which utilize such a contrel mechanise,

I deem such 2 mechanism perhiaps one of the mest signifi-
cant and best deviess for attack on the very great human fefle
ing which we face today in thie Agency In the struggle to get

- ; . 3 F
firm and rightfully-his hold on this matter In the following staps:

2. Report to the Career Council that the Task Ferce prode
uct here does not fuirily ®©pectency in {ts tria} rm, and
that he g taking the following action:

(1) Disenfrenchise the existing Task Force,

(2) mimamme{mwm than four se-
lectees to delve more daeply and research nore widely
(with target date of six months maxioun),

, {2) This Tasx Forca should be made up of mot
more than four people, and 1t i3 thought that properly
on it are these of ficarm

The Deputy Dipector of Personnel for lans
&nd Development ,

The Chief, Persennel Evaluation Divisien
(ex~officio),

A cempetent G5-1% (or better) oparating
officer, and s

Random senior selectes whose Job permits
substant{sl outside reseurch work.

This last assignee would be the “working stirer,

N 25X1A9%9a
SEEIR ; -3 Hﬂmﬁ
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¥.2= 1. The troubls with the present Task Force is that it is
too iarge to senstitute an effective working growp,
and it was subjected to some flooding of erudite sta-
tistics. Perhmps more Importantly, therz wasn't say-
one who reslly had the time te work leng and hard
enduch to produce adequstely the seversl ilmpertant
factors for consideration of the Tesk Ferce.

2. The Insuwrance Tesk Force organizatien and method of
working was a very good lesson indeed.

SEGii

-
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