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7 May 1968
. MEMORANDUM FOR: Executive Director-Comptroller

For the Thursday meeting of the Deputies
‘there are attached proposals for:

(a) A Trial Retirement Program;
(b) A Selection-Qut System;

(c) A note on the Civilian Reserve Program.
On the latter we are not ready to offer a specific proposal but
certainly we could discuss the principles involved in such a program.
The DD/I and the DD/S&T had definite reservations on the Reserve
Program which I think however stemmed from lack of information on
the intent of the Program.

If you agree that these are worthy of presentation
I can arrange to have them duplicated and sent to the Deputies and
other attendees.

SIGNED g, L. Bannerman

R. L. Bannerman

Atts: As Stated
DD/S:R LB:maq
Distribution:
Orig - Adse w/atts (by hand--Mr, Bannerman)
‘1 - DD/S Subject w/ccy atts
1 - DD/S Chrono Ref Sht
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MEMORANDUM FOR: Deputy Lirector for Support

SUBJECT : Retirement with Re-employment Rights

1. PURPOGE

Paragraph 4 of this memorandum contains recommendations
for yeur approval.

4. BACKGROUND

The Department of Agriculture experimented on a one year
basis (1965-1966) with a "'trial retirement’ program which offered
employees of one of its services, who were eligible for optional retire-
ment, the opportunity to retire with job restoration rights after one
full ysar. Out of 175 employees retired under the plan, only one
elected to return to duty. On the basis of the success of the initial
program, the Uepartment of Agriculture has opened the program to
other services of the Department with a selection control arrange-
ment.

USIA and the Air Force Systems Command, Department of the

Air Force, have recently established similar trial retirement programs.
NASA is currently considering adoption of a trial retirement option,

3. DISCUSSION

There are approximately 72 Agency employees under the Civil
Service Retirement System who are 55 through 57 years of age with at
least 30 years of service. Under the CIA R&D System there are 105
individuals 55 through 57 years of age with 20 or more years of service.

The establishment of an option to retire with reemployment
rights after one year should encourage a percentage of these eligibles
to advance their retirement date upon receiving assurance that they
can elect to return to duty if their post-rotirement plans are unsuc-
cessful. The prouspects that employees who elect this option will re-
main retired appear to be optimistic. Employees electing this option
must either return to duty 365 days after the effective date of retirement,
or ramain in full retirement.
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4, RECOMMENDATIONS

(a) That a program offering retirement with re-employment
rights be approved on a one year experimental basis.

(b) That the program be offered to any employee who is 55

through 57 years of age and is eligible for optional
retirement.

Robert S, Wattles
Director of Personnel
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MEMORANDUM FOR: Director of Central Intelligence

SUBJECT ! Meintaining High Quality Level of Personnel

1. This memorandum submits recommendations for your approval; thesge
recommendatlions are contained in paragraph 11.

2. The highly important work of this Agency demands that it be staffed
at all levels by people of high competence, integrity, and dedication to the
fulfillment of the Agency's mission. Employeee of the Agency must be imbued
with a feeling of personal involvement in the Agency's vork and recognition
that thelr work must be perforwed with utmost responglveness. This requires
a general state of wind that timeliness is critical, accuracy is a must, and
absorption with the task at hand takes priority over personal distractions.
Tt follows thet there is no room in the Agency for people of limited ability
to perform thelr jobs, or who have lost their drive, or who for any reason
do not or cannot continue to perform in a completely satisfactory manner.
Although this and other organizations have liuited needs for people who are
content and best qualified to serve out their careers in relatively routine
roles, this Agency for the most part needs people with the intellectual
capacity and ambition to Qevelop themselves for progressively more demanding
and responsible jobs.

3. The Agency has developed rigorous and extensive selection procedures
to bring on board only those people who are most likely to succeed in their
Agency careers. These selection procedures have shown a high degree of
validity in identifying the "right" people to appolnt from a large group of
applicants. But they are only predictors. The real test lies in the indi~
vidual'y sustained performance over the Years. Consequently, the evaluation
of permomnel and the elinmination of those who are less than eftective is a

continufng process to ensure that the Agency's staifing is maintained at s
high level,

L, Currently, the ewaluation of personnel is formally carried out through
our system of Fitness Reports and, at professional levels, by periodic com-
petitive prometion reviews. In addition, there arec two reviews vwhich have
been glven special emphasis: (a) the review occasioned by the preparation
of the initial Fitness Report prior te the completion of an employee's first
yoar ol service with the Agency (probationary period); and (b) an overall
reviev by the Caxeer Service eoncerned and by the Office of Personnel in
coliaboration wih the Office of the Inspector General, the Oifice of Medical
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SUBJECT: Maintaining High Quality Level of Persomnel

gervices, and the Office ol Security to determine an employee's sultablility
for conversion from Career-Provisional to full Career Employee status upon
completing three years of Agency service. Both ol these programs have

proved successiul in identifying problem situations vhich are evidenced early
in an individual's career, although the thoroughness with which the Career
Employee conversion review is made by the Career Service varies considerably
among Career Services. 8ince the procedures for these latter reviews are
already formalized, they have been excluded from the discussion which follows.

5. Bupervipors are charged with the responsibility for surfacing prob-
lew cases lnvolving performance or conduct as they come to their attention
and occasionally cases are suriaced by the Ofiices of Medieal Services,
Personnel, or Security. But there is no periodic or systematic ranking of
employees to identify those who are oi lesser effectiveness and productivity
unless or until their situations become go serlous as to warrant individual
identification as "problem cases.” Yet, the weeding out on a continuing
bagis of less~than-effective employees before they become "problem cages" is
an essential ingredient of our pursult of excellence in Agency stafiing. It
is the purpose ¢f this paper to propose methods for doing eo.

6. The two key elements of such a system are: (a) the identification
of the less-than-effective eumployee; and (b) remedial action, including

separation from employment, accomplished in the most humane and least dis-
ruptive manner possible.

T. ZIdentifieation of Less-Than-Efi'ective Employees -

Initially each Deputy Director will be responsible for establishing
procedures for the Career Bervices under his jurisdiction for the identifi-
cation of persons who are not fully productive in terms of the requirements
oif the Qwveer Service or, when applicable, lack potential for further develop-
ment. ¥Fhese procedures must be meaningiul and valid for the particular Career
Services and must be applied on an equitable basis. Use of such existing
nechanisms a8 Careexr Service Boards, or Competitive Promotion or Evaulation
Panels, or the creation of apecial ranking panels would be appropriate, pro-
vided such groups operate under standardes or guldes established by the Head
oT the Career Service within the framework of the procedures prescribed by the
Deputy Director concerned. At least annual reviews are required, with the

understanding that the prompt and timely identiilcation of cases will not be
deferred pending such review.

, Whatever the mechanism for review might be, it should take into
congdderation the individual's length of time in grade, Fitness Reports, and
any other evaluative informmtion available, particularly to include digcuesion
wlih the individual's firgt-line supervieor and perhaps intermediate super-
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CUBJECT: Maintaining High Quality Level of Personnel

vigory echelons to discuss the employee's day-to-day performance in less
formal fashion than that required by the Fitness Report rormat. The real
purpose of this reviev is to f£ind out how well the employee 1s functloning
in his job and vhether his performance is at an acceptable level within the
{ramevork of the overall Agency demands and the standards established ior
his Career Service.

The findings of the review mechanism concerning those individuals
considered to be less-than-efisctive or of questionable effectiveness will
be submitted to the Head of the Career Service concerned for his consideration
and determinstion as to whether any remedisal action should be instltuted.

To illustrate how such & revievw system might operate, principal
responsibllity for screening the employees of a particular Career Service
might be placed with the Career Board or Panel vhich ranks employees for
promotion. Those employees ranked in the lowest ten percent of their grade
group would be the subject oi the type of special review described above.
The Boagd or Panel would report to the Head of the Career Bervice concerning
the results of such review, including their recommendations to him for
remedial actlion as appropriate.

8. Remedial Action -

Remgdial action might be as sluple as advising an employee that he
is slipping awd must show ifumprovement. In other cases, 1t might mean reassign-
ment to work for which the individual is better suited, hls participation in
appropriate training courses, or a iresh start in a new job. Most such
actions can appropriately be handled within the Career Service. This paper
is not addressed to such actions but rather to the more serious cases which
sy involve reassignment scross Career Service lines or formal probation or
pogsible involuntary geparation actilon,

When the Head of a Career Service identifies a case in the latter
categories, he will present the case to the Director of Personnel Ior pre-
liminary review and consultation concerning further processing. Situations
requlring medlcal evaluation, adjustment of asslignment or grade level, and
so forth, will be handled as appropriate in accordance with pertinent Agency
regulations. Situations which upon the most thorough review warrant consid-
eration under the provisions | | Involuntary Separations, or the
involuntary retirement provisions of| |will be handled accordingly.

When the Director of Personnel determines that action should be
initiated to separate an individual from Agency employment, there are two
courses of action avallable: pursult of the various slternative ways of
separation or exercise of the Director's suthority to terminate employment

Approved For Release 2002/08/28 : CIA-RDP84-00780R002100100007-3
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SUBJECT: Maintaining High Quality Level of Personnel

under section 102(c) of the Natlonal Security Act of 1947, as amended, or ir
the individusl is ellgible, under the Director's authority involuntarily to
retire a participant in the CIA Retirement and Disabllity System. Our
experience shows that the former course of action is usually succesaful.

While we must be prepared to be patient and to glve the employee
time to locate other enployment and assistance in doing so, an appropriate
time 1linit based on the circumstances of the case must be established.

9. It is relevant to note somevhat parenthetically that individuals
separated involuntarily or who resign or retire in lieu of involuntary
separation may be entitled to financial benerits. Uenerally, employees under
elther the Civil Service Retirement System or the CIA Retirement System who
have 20 years of federal service and are at least age 50 or who have 25 years
of federal service at any age mey receive an immediate annuity computed on
the bagis ol the years of service and "high-iive" salary. The CIA retiree
receives his full earned annuity while the Civil Service retiree's annuity
is reduced two percent per year for each year he is under age S55. There ig
also general leglslation permitting severance pay on a formula based on age
and yeers of service to individuals who are involuntarily separated or resign
in lieu thereof. We have in drai't a proposed regulation adopting this
general legislation tor the Agency but have yet to resolve with the Ofiice

ol General Counsel certain provisions for liberalizing the general Iormula
under special circumstances,

10,  We believe that our regulations are adequate to cover cages arising
undey she proposed procedure. What is lacking and needs to be communicated
to the command channels of the Agency and to the employees of the Agency 1is
the*deternination of the Director to maintain the high quality of Agency
stalling by insistence upon regular evalustion and appropriate action to
correct the situation vhen an employee ig identified as being less-than-
effective, Ve believe that a directive from the Director to the Deputy Direc-
tors requiring the establishment of review mechanisms as described in pAra~
graph 7 above am® the issuance of an All-Employee announcement by the Director
vwould serve this purpose. Drafte of such issuances are attached st Tabs A
and B, respsctively.

1. It is recommended that you approve the propoeals contained herein
in principle and institute the proposed procedures by issuing the attached

/ mennrgﬁl.i

‘L. K. White
Exgcutive Director-Comptroller

Atts.
N -J.l-- .
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SUBJECT: Maintaining High Quality Level of Personnel

CONCUR:

Thomas H. Karamegsines Date
Deputy Director for Plans

R. J. Smith Date
Deputy Director for Intelligence

R. L. Buannerman . Date
Deputy Director

for Support
Carl E. Duckett Date

Deputy Director for Science & Technology

Gordon M. Stewvart Date
Inspector General

L. R. Houston Date
leneral Counsel

The recammendations contained in paragraph 11 are approved.

Rlokard Helms ~Date
Director of Cemtaral Intelligence
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MEMORANDUM FOR: Executive Director-Comptroller
Deputy Director for Intelligence
Deputy Director for Plans
Deputy Director for Sciepnce and Technology
Deputy Director for Support

SUBJECT Maintalning High Quality Level of Personnel

1. It is my expectation that in carrying out their persomnel manage-
ment responsibilities Deputy Directors and Heads of Career Services will
constantly endeavor to maintain the highest possible standards of performance
suong their stafis, and to this end will take appropriate memsures both to
revard outstanding periormance and to initiate appropriate coxrrective
action vhen work performance or sultability fall below the desired levels.
The highly importanmt work of this Agency leaves no room for the continued
employment of veople of limited abllity to perform their jobs, or who have
lost their drive, or vho for any reason do not or cannot continue to perform
in a completely satisfactory wanner.

2. ZIn line with this concept, it is ry desire that each of you, working
through the Heads of your Career Services, inaugurate asppropriate procedures
for the periodie and continuing evaluation of personnel directed tovard the
idenmtiiication of those individuals vhose performance is less than efFective
in relation to the gtandards applicable to the particular Career Service.
Initially, the Head of' each Career Serviee will be responsible for estab-
lishing standards of performance to be applied in evaluating the personnel
or hig Career Service and procedures ior the ldentification of thosme who
fail to meet these standards. Use of such existing mechanisms as Career
Service Boards, or Competitive Promotion or Evaluation Panels, or the creation
of special ranking panels would be appropriate, provided such groups operate
under standards or guldes established by the Head of the Career Service
vithin the [remework of procedures prescribed by each of you for your respec-
tive components. (The Execcutive Director-Comptroller will be responsible
for ensuring the establishnent of appropriate procedures for the Career

Bervices represented by the Independent Offices.)

3. A% least annual reviews are required, with the understanding that
the prompt and timely identification of problen cases will not be deferred
peénding such reviev. Whatever the mechanigm ror review or identification
might bey 4t should take into consideration the individusl's length of tine

in grade, Piiness Reports, and any other evaluative information avallable »
particularly“go include discussion Vith the individual's first-line supervisor
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and perhaps intermediate supervisory echelons to discuss the employee's day-

to~day performance in less i'ormal fashion than that required by the Fitnese
Report iormat.

k. The findings of the reviev mechanisn concerning thoge individuals
considered to be less than erffective or of questionable effectivenesgs will
be submitted to the Head of the Career Service concerned and determination
a8 to whether any remedial action should be ingtituted. When the Head of
the Career Service identifies a case calling for formal probation or poasible
involuntary separation, he will present the case to the Director of Personnel
ior preliminary reviev and consultation concerning iurther processlng,
Situatiens requiring medical evaluation, adjustment of agsignment or grade
level, and so forth, will be handled as appropriate in accordance with 25X1
pertinent Agency regulations. Situations which upon the most thorough review
varrant consideration under the provisiéna| |Invnluntary Sepa-
rations, or the involuntary retirement provisions of |will be 25X1
handled accordingly.

5. An announcenment to all employees of' the erphasis to be placed upon
continuing evaluation of their performance and the necessity for each
employee to maintain his performance at the highest possible level is being
issued separgtely. A copy is attached for your information.

Riehard Helms
Director of Central Intelligence

Att.

o
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MEMORANDUM FOR ALL EMPLOYEES

The highly important work of this Agency demands that it be gtalted
at all levels by people of high competence, integrity, and dedication to
the rulfillment oi the Agency's mission. Employees of the Agency must
be imbued with a Tfeeling of rersonal involvement in the Agency's work
and recognition that thelr work must be performed vwith utmost responsive-
ness. This requires a general state of mind that timeliness is critical,
accuracy 15 a must, and absorption with the task at hand takes priority
ovey personal distractions. It follows that there is no room in the
Agency for people of limlted ability to perform their Jjobs, or who hawve
lost their drive, or vho for any reason do not or cannot continue to
perform in a completely satisfactory manner. Although this and other
organizations have llimited needs for people who are content and best
qualified to serve out thelr careers in relatively routine roles, this
Agency for the most part needs people with the intellectual capacity and
ambition to develop themselves for progressively more demanding and
responsible Jobs.

You vere selected for enployment with the Agency aiter passing s
serlies of rigorous and extenslve selection procedures. However, the real
test of your suitabllity of continued enployment with the Agency lies in
your maintaining & completely satlsfactory level of performance through-
out yowr career. There are existing procedures for the evaluation of
pergonnel. X have directed that continuing concentration be placed upon
their applfwetion and the initiation of appropriate remedial action if
required,

Many courses of remedial action are avallable, ranging from training
or reassignment to involuntary separation. Each case will be most thor-
pughly considered by the Career Service concerned and by the Director of
Personnel to determine that the appropriate sourse of action is selected.

My purpese in addressing this uemorandum to you is two-fold: Tirset,
I desire that each of you be aware of my deterumination that the effective-
ness of our performance as sn Agency be maintalined at the highesgt degree
possible; second, I vant to dispell st the outset any rumors that there
is & nev program or procedure designed as a one-time exercise to remove a
subsgantial number of employees Irom the Agency. oOur experience over the
yem¥s has shown that Agency employees as a group are well-qualified, highly
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motivated, and eomtribute fully to the work to be done. The e

7 d 2 . mphagls
on the evaluation of personnel is intended to identify early the
minority who for any reason fail to maintain these gtandards of
accomplishment and to take appropriate corrective action.

Richard Helms
Director of Central Intelligence
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MEMORANDUM FOR: Deputy Director for Support
BUBJECT ¢ CIA Civilian Reserve Program

1. 1In response to your orsl request thet we make snother attempt at
drafting a proposal for a CIA Civilian Reserve/Retirement Incentive Program,
I instructed the drafter to stey within the guldelines recommended by the
Genersl Counsel in his memorandum to you dsted 24 April 1968 (0GC-18-0892),

2; The restrictive elements in the Office of General Counsel's
memoPendum ere as follows:

8. Former employment rather than retired status should be the
participasion criterion if we are to avold meking it obvious that the
program. 48 primarily intended as a supplement to the Agency's two
retirement systems (1.e. a retirement incentive),

b. If age 1s to be a criterion, and we believe it mst, it
should be the same with no established distinction between the CIARDS
and the CSRS.

3. Since participation in the reserve would follow & selective process,
we could possibly overcome the first restriction by selecting few if any
resignees for the program.

L, fhe second restriction although logical for & true Agency Civilien
Reserve System, seriously impairs the Retirement Incentive aspect of the
progréa. If a meximum age of 63 is esteblished for a three year participa-
tion {n the peid active Teserve, o true retirement incentive would exist for
those individuals under the CSR8. It would, hovever, require & mesningless
and unnecessary expenditure for those who face mandetory retirement st age
60 under the CIARDB. On the other hand, 1if the maximum age is esteblished
at age 60, & retirement incentive would be provided for those individuels
age 30 to 57 under CIARDS, but would be of little value for retirees under
CBRS other than for the relatively smell group age 55 through 57 with 30
years of gervice. i

5. Our first draft, prepared to stay within the sbove guidelines,
does pot meet the requirement as levied by you. Ve will meke & further

4
e
BN

o

IR
Approved For Re‘[%gse 2002/08/28; CIA-RDP84-00780R002100?»0(199‘1_7;3_” A

orom o < e |
§ e s Sl 'f‘““""*’ 1




Approved For Release 2002/08/28 : CIA-RDP84-00780R002100100007-3

3
P
i

et

attempt to develop & more lmmginstive program within these dell

nes
but 1t is my opinion thet if ve stoy vithin the mtrictimfni tuggeezeé
by the Office of Genersl Counsel menorendun, ve will have & petd Civilien
Reserve System thet con be supported legally but ve will not hsve the
du&:ed Retirement Incentive Program.

25X1

Robert 8. Wattles
Director of Personpel

Distribution:
- Addressgee
1 - D/Pers Subject File
1 - D/Pers Chrono

25X1  OD/pers sab (6 May 1968)
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