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EXECUTIVE SUMMARY

I. Purpose and Scope

The purpose of this inspection has been to determine
whether the Agency's recruitment and selection system. is

effect1ve 1n obta1n1ng on a- t1me]y basis the qua11ty and

’ number of new emp]oyees needed to meet its needs.

Begrnnlng in Apr1l ]979, a seven-member team from the
0ff1ce of the Inspector General, supp]emented by two -
nat1ona1]y—renowned experts 1n psycho]og1ca1 testlng, has R
exam1ned the ent1re range of the Agency's recru1tment

system--personnel p]annIng and requ1rements~ search for

»appllcants- process1ng and se]ectlon of new emp]oyees.
jPrlwary attentlon has been 91ven to the recruitment of new
professwona] and techn1ca1 employees with spec1a1 chapters

devoted to the cruc1a] prob]em of clerical recru1tment

to the - recently-expanded Career Tra1n1ng Program, and 'to.
psycho1og1ca1 testing‘

Several hundred Agency emp]oyees have been interviewed

as part of this 1nspect1on-—component heads superv1sors ‘

processxng personne], and new employees in a wide varlety of

functional categories. Two comprehensive employee surveys-e

i
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were undertaken, one of 1300 employees entering on duty in

the 22 months between October 1977 and August 1979, the

- other of the1r immediate supervisors. . Over 900 of the new |

emp]oyees, and more than 500 of the superv1sors, responded

Their responses produced the Agency s first quantlfied Iook Ei"
. at. the recruwtment exper1ences and attitudes of new emp]oy-ﬁ;ffdr
ees, and prov1ded llne management assessments of the newvfilgmj:”'pfdn
i emp1oyees and the recruntment system. o | \ o
 The 1nspect10n team consu]ted with representat1ves of:ffffh
gfieﬁtwelve lnaJor:;academlc 1nst1tut1ons throughout 'the Unlted ?iﬁ;;:rT"
thStates to obtaln»the1r eva]uat1ons of, ~and suggestlons for,a”‘ﬁ’
ht:Agency recruutment Sen10r execut1ves of severa] carefu]ly'::
H;;chosen busxness corporat1ons have cooperated by g1v1ng us
'-ffhfthexr concepts fOr organ1zat1ona1 recru1t1ng as well ashf_;gijsi.u?;57iff
‘(rfideta11ed descrlptlons of the1r recru1t1ng act1v1t1es.d**7y“hw
';lfFInally; we have ascerta1ned from severa] other federa] ;iiﬁ
zhﬂagenc1es, among them the Department of State and Federa]jingj
"Bureauwof Invest1gatlon, a p1cture of the1r recru1t1ngsj;ff;'

:‘i'efforts and the resu]ts atta1ned

11 ,The Agency's Recruitment System ‘ .

Th]S 1nspect10n report beg1ns w1th a basvc descr1pt10n ,ﬁf»’

. of the Agency s recru1tment system Very few Agency personne] 7*f'A"
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working within the system or endeavoring to evaluate it for
different reasons appear to have the detailed, comprehensive
| understanding of the effort which is essential for determin-
| ing ifs strengths and weaknesses. Comp]icated and diffused,
it was established in the 1950's as a combination of dé-
centralized persohoe1:p1aoningAamong the Agency’s operating -
- components, centralized'recrUiting by the then Office:of.

'PerSonneT"(OP), and':decentralized selection by the com-

>"Vponents~from OP supp11ed app11cants. This fuhdamental
~;%concept obtaxns today although as certain components have .

i:e come to exper1ence drff1cu1ty in acquiring the types and/or»“
: numbers of new empToyees they need, the recruitment effort,

"jt has become decentra11zed in a number of instances.

Chapter II of th]S report is a detaw]ed account of the

many e]ements of the ent1re cycle of planning, recru1t1ng,
*“selectlng and process1ng new Agency employees. It serves as o
_ the focus for the_analys1s conclusions and recommendations

: 1n the subsequent chapters of the report. The most'sa]ient

vcharacterIStics of~fhe Agency's recruitment system are an
annual projection of recruitment requ1rements for profes-

sional; ‘technical and clerical personnel; high medical,

- i
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security and professional standards requiring lengthy

processing times; a nationwide, full-time staff of 19

recruiters giving primary attention to the nniversjty

population; and use of recruitment strategies designed to
induce the 1nd1v1dua], rather than the Agency, to 1n1t1ate

persona] contact.

III. tThe Recruitment Climate

When the present recruitment system was flrst estab- c

tftl1shed in the 1950 s, the Agency was an expand1ng but
;?re}at1ve1y lltt]e known _organization with 1arge mostly .
1jigenera]1st personne] requ1rements. With a marked boost
_;Tfrom the new f1e1d recru1tment structure, the Agency attrac-
; ;'ted ]arge numbers of qua11ty app11cants willing to persevere'
iitn the face of 1engthy process1ng times and 11tt1e know]edge'
:»of the JObS for whlch they were being cons1dered The1r
'strong d1Sp0$ItJon to accept the Agency on faith was but—
‘ tressed byeattracttvessa1ar1es and benef1ts,wh1ch generally

‘were commensurate with, and in many instances better than,

those- available elsewhere.
Today the Agency is smaller, its personnel needs fewer -
and in many cases, more specialized. We have achieved

considerable visibility and within the American society

AN
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there appears wide.acceptance of the need for a U.S.-intelli—

gence (esoionage) arm. Interest in Agency employment - and

applicant flow are high, but today's quality applicants are
_ wdifferent. They seek reassurances about thebAQency because
':j;of recent notor1et1es want more know]edge about thelrhe
o prospect1ve work welgh more JOb opt1ons are Iess pat1ent‘,;”
;| w]th process1ng tlmes The Agency also is Ios1ng much of 1ts

‘cﬁ,competltlve edge 1n salary and beneflts.

"“7 Because the ex1sc1ng recrultment system is ab]e to

'5f;satlsfy the bulk of our needs for new - personnel there are -
”f'those Agency off1cra}s who contend that the system is sound
.':because 1t works." But 1t works with what we f1nd to be

41ﬁi-unnecessary s]ugglsnness. Moreover personne] shortages have

| '.:~developed 1n severa] key areas, notab]y sc1ent1f1c tech-

1v]ln1ca1 and c]er1ca1 categor1es. M1n0r1ty recru1tment has not .
- produced s1gn1f1cant resu]ts. The Agency a]so is on the

| f;threshold of a new recru1tment cllmate character1zed Qy’
1y1r151ng sa?ary pressures and ‘need for qu1cker responses and‘
’.;1mproved art1cu1atlon of JOb opportun1t1es if we are to ga1n

' -_fthe services of h1gh ca11ber personne1.

~ Agency salaries present]y appear compet1t1ve for

-

o entry-level personne] except for some sc1ent1f1c techn]ca]

£
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and clerical categories, and for minority candidates. Our
data indicate that for the better—than—average electrqnics
engineer, computer sc1ent1st and stenographer we - are at
least ]0% be]ow goxng rates. Because hovernment pay sca]es'
do not adJust as qu1ck1y or fu]ly to 1nf1at1onary pressures
ﬁas those of pr1vate 1ndustry, we believe the Agency short]y"fjﬁ‘

fi-;p-wlll be—fac1ng s1gn1f1cant sa]ary dlsadvantages unless there_l-n

ﬁ'1s 11bera11zed ‘use of appo1ntment grades and sa]ar1es. Ne:?zx\lij?'“

f,f7_also note a trend by prlvate 1ndustry to hire the bache]or—:;f_#vf-"
. . ,

J:?_ﬁeleve1 app11cant over the h1gher prxced graduate 1eve1ﬁ%75’"'>ﬁAWL

\‘eprospect

Tf;t:wh11e concern for-sa]ary dlfferent1als IS leg1t1mate,"“"i"l:

kﬁif?g vgij:ﬁifwe f1nd Agency h1r1ng o 1th th
",(:”'f fffiﬁquest1on.: We belleve that more stress needs to be. g1ven to }5k“{ R TR

"'”77ffnonmonetary advantages to Agency employment~-30b challenge,° ’
;:;f7'employment locat1on,. 1mportance of the Agency s lnlss1on;2’}iﬂ_" '
'"ff;Many h1(lzg_gfilclals a]so appear to be ob11v1ous to cand1--‘j'_-"-".".'~

‘fof"date apprehens1ons, not, a]ways expressed about poss1b1e

ff;f!Agencx wrongdo1ng, JOb tenure and emp]oyee mora]e._ Such e

'T:fi.off1c1als are genera]1y 1nsu1ated from 1abor market dynam1cs,_j;gii

“”f;;and are not famxl;ar w1th profe551ona1 recru1t1ng concepts :5

. ffjg?and techn1ques. we be11eve that the Agency should deve]op a. |

}ﬁjtra1n1ng program for personne] engaged 1n the recru1tmend[

:‘f;iiselect1on cyc1e. S

N
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Iv. Personnel Requirements

There is little long-range perscanel—planning in the

Agency. That which 1is performed, by the Human Resources
Analysis Staff of the Office of Personnel Policy, Planning'

and Management (OPPPM), has been largely ignored by compo-

i nents when making personnel decfsions which have significantl
'jmpact on recruitmenf and staffing.:vFaflure to teke dnto‘
l”eccOdnt for examp]e, the longer-term effect of recent
fi,dec1s1ons,vf1rst to curta1] then to expand the 1ntake of ,;1:

:fCareer Tra1nees and cler1ca15 for the Directorate of Opera—f-

t1ons, has had a maJor impact on recru1tment. It a]so

”caused uneven dtstr1but1ons among the D1rectorates S Jun1or
j“and m1dd1e grade operat1ons offwcers ' OPPPM asserts that 1t‘
f;1s enhanc1ng 1ts Iong-range personnel plannung capab111t1es
f'and 15 seek1ng to ga1n the cooperation of the Dyrectorates;

.f1n th1s effort.

Even w1th regard to short-term personne] requlrements

’ there 1s 1ack of ant1c1pat1on and planning. Forty percent
of the- 500 T1ne managers who responded to our survey during '
-this inspection 1nd1catewthat the recruitment effort beglns“

" in their unlts on1v-when 1mnend1nq vacanc1es become known.

v P
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. 20% 1n f1ve maJor 1anguages--Russ1an
.French and Ital1an-—1n the last f1ve years.
~ - any key fore1gn_Janguage during th1s period

-r1980 c1ass,~11 of 67

an intensive recruitment and,
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betWeen six and nine months to'prodnce a replacement, but
departing employees rarely provide that much advance notice.

Particularly damaging has been the lack of advance

persohne] p]anning to deal with the now critical shortage of
vscxent1f1c and techn1ca1 linguists to translate documentary
1ntellwgence of v1ta1 importance to our national secur1ty.~7 .
:The 1055 of forelgn 1anguage speaking sk1lls among Agencyr

: personnel a]so contrnues at an alarming rate, approxwmate]y_ _

The losses are

}even greater 1n ‘some. other languages; nor has the Agency

fadded 51gn1f1cant1y to 1ts inventory of speaking skllls in

ﬂ Among the 63

»v't_new1y h1red Career Tra1nees in the July/August 1979 C]ass,

_on]y 12 have a tested fore1gn ]anguage speak1ng prof1c1ency'

at m1n1mum profess1ona1 1eve1, or better, in the February
' We see the revitalized Language

Incent1ve:Awar¢s Programs as a partial solution at best.

‘There is clear need: for 1ong term p]ann1ng which identifies

- S————

the need. for foreign language, and other, skills to_trigger

——

German, Span1sh o

quite possibly, an internal_

T ——
-t

~ training program to overcome the shortages.

o
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Two documents, supposed to be compiled annually,

-constitute basic guidance for current recruitment efforts.

The Advance Staffing Plan (ASP) projects the number of new
employees needed' by components, in each of the nearly 200

funct1ona] JOb categories w1th1n the Agency.” Recru1tment

Gu1des (RGs) endeavor to descr1be the jobs for which mew .

employees are sought,‘ldent1fy the qualifications needed by

| 'jri appl1cants for ‘them, and indicate appo1ntment grades and d'f“”‘ -

adm1n1strat1ve cons1derat10ns which apply.

Ne]ther documentary mechan1sm is part1cu1ar]y effect1ve.

| The ASP 1s overb]own-«"guess work" in the eyes. of one OPPPM

off1c1a1 The ASP for FY 1979 Tisted positions to be

f]]]ed Accordxng to OPPPM new emp]oyees were hired“

durIng the year Desplte the seeming shortfall, the Agency 1
was only 31 under ltS emp]oyee ce111ng at the end of the -

year Tho d1spar1ty between personne] requxrement and

o recru1tment statlst1cs 1s traceabie mostly to inflated ASP‘

f1gures. “OPPPM is rev1s1ng the gu1de]1nes for the ASP,

whlch is deveioped by operat1ng components, to make it more

o rea]1st¢c and tor link it with the three-year progect1on

cycle which is part of the annuail budget exercise.

e Approved For Release 2003/06/20 CIA RDP84BOOS90R000400040026-4
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The RGs, alsoc prepared by components, relate only to
professional and technical positions. Some are written by
staff officers, others by line managers. Many are vagde of

vgive such sparse information as to bebof Tittle he]n'to’
recruiters already handicapped by lack of difect knowledge
1.:and expenienee of the'jobs'for which. they are‘recrditingg”:

The RGs in our Judgment snou]d be prepared By the'.d
‘]1ne managers who do the h1r1ng Our surVey‘df immediate

'4superv1sors of the recently—h1red ‘reveals that 70% of them-ldn
- "are 1nvolved 1n the h1r1ng process but a surprlsIng 60% are..
_ not even*aware that Rﬁs exist. Many who are assert that RGs
_(,f . 1;;,re1at1ng to pos1t1ons under their superv1510n are both )
| ( _' ,”"..maccurate and outdated ‘
: : A]though RGS are supposed to be revalidated annua]]y,_‘
iffmany are not and recru1ters often quest1on their current.

~'app11cab111ty.v Recru1ters also often be]1eve that RGs

ca]l for dnrealtizlially hlgn_:app11cant qua11f1cat10ns.
 :G1ven the ]arge number of RGs (about 180) and the vagueness'
| of many, it is unde"standable that most recru1ters concen-

 trate the1r time and efforts on those wh1ch ca]] for the
largest number of generalist candidates~-editors, photo

interpreters, Career Trainees, etc. Recruiters ordinariy

do not -recommend applicants for® specific RGs (positions),

-~

N .
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for components. We think applicant recommendations need to
be more specific, and that_recruiters need both better
guidance and feedback from components about the appropriate-

ness of candidates they recommend.

The Agency Abegan to recruit m1nor1t1es aggress1ve1y o .
on]y in 1975 and 1n 1978 adopted the “20/5/2“ Equal Emp]oy_‘ggn“rfj. .»,;4
'liment 0pportun1ty P1an'for women b]acks and Hlspan1cs in our'fj:“ o
-[vprofess1ona1 ranks-z At the end of FY 1979, the Agency s‘:f;‘
| 'fprofe551ona1 comp]ement was 18.2% fema]e (up 2. 2% from j?;_fd
Fh;1975)’ 3 8% bTack (+1 4%) and 1. 6% Hlspanlc (+0 9%) _ff”md.
'éThus far, the 20/5/2 p]an has not been 1ncorporated 1nto'iﬁ;°ﬂ )

v _{.component personnel plannlng and h1r1ng mechanisms."

f;_::i,—AV_:.' ;}fA’ppﬁcant Search

Over 83% of the 500 flrst line supervisors surveyed as ;hf

|  part of th1s 1nspect1on 1nd1cate that the qua11ty of thelr-.s
-H?“ew emp]oyees is’ qxgzggg or above when compared with prede- iﬁi_f“'
i;t_dcessors. | At the same t1me 17% 1nd1cate their units arei:
v':;hav1ng serlous problems gettlng both the qua]xty and quant1ty }
| f.hof new. emnioyees needed. : Based on these results and onf:ﬁf
°'extens1ve 1nterv1ews throughout the Agency, we conc]ude that }'

ivpresent app11cant search mechan1sms are produc1ng qua]1§y'

l.g '.L"' «l"

o,
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- spnc1allzed or advance ]evel personnel

‘“ff;an employee (other than a recruiter),
';ffprofessor or re]atxve
JVf}“n1nf1ated )

‘T’g"notlces or-]xterature 1n p]acement off1ces

'“'“.irefer.al

Approved For Rele€9¢ 200§1 iEE-RDP84800890R000400040026-4

SRR N

applicants for most vacancies, but not enough in sgme

» hard—to-get ‘eategories—-electronics engineers and technf-
' e&ensj;eennuter~$ystens programmers, photo scientists and
tc]erical employees. Sone components which are experiencing
;yé shortfall in S&T recruits, and a few with requirements for

have reserted to h g

‘fg the1r own recru1t1ng._

Desplte» exten51ve recru1ter contacts w1th un1vers1ty -
.}1;p1acement off1c1a]s and the Agency s use of mass med1a fj"'

:'advert1s1ng and

"ﬁff-of recent hwres state_that their interest in Agency emp]oy~

mfjitment was f1rst prompted by the persona] suggest1on of e

fr1end co]league

(OPPPM regards this f1gure as*

Fewer than ]0% of professional and techmca]

' 'f‘:‘hires cred1ted adverttsxng and fewer than 20% cited Agency

Further under-k:i

i?;scor1ng the Importance of personal, and espec1a11y emp]oyee et;,

e

”fffrecommanded Agency emp]oyment to. others and 91% would do so.’» -
'”’??LThe 1mportance of a Headquarters area recru1t1ng effort 15

'tff;;man1fest in the fact that almost 56% of new profess1ona1

1ts own recru1tment ]1terature,}over 50% if_""

57% of the new]y-h1red indicate they have already-> o




. ;,""\‘

"‘::'1nformat1on
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employees assert that they‘dealt with the Agency's Wash-
- ington Area Reeruitment hOffice, and only 21% with field
recruitment offices. |
Advertistng in mass media and university campus dai]ies;A
“and in professwona] Journa]s has long been a useful recru1t-_“g.g
A'rment too] In m1d 1979, as part of the 1ntens1f1ed search |
- for Career Tra1nees, a more lively advert1s1ng campaign was N
‘vvgundertaken by OPPPM in. consu]tat1on with a New York advert1s-A:1e
:1ng f1rm The campa1gn evoked a great dea] of press o
~fand TV attent1on for the Agency, and more than 13 000
- fﬁ’1nd1v1dua] responses have been recewved Recruxters assert,
[however that rew v1ab1e cand1dates emerged from early
~Avers1ons of the ad ow1ng to the omission of certain basic
Not mentloned were the requirement of U S
o c1t12ensh1p, sa]ary range, need to re]ocate to wash1ngton )
“iTD C., that appo1ntments were at the entry level, and that
t}resumes shouﬂd be subm1tted As a result, OPPPM Head-'“'
tquarters and f1e1d components until only recent]y were tied
'up in answer1ng an 1mmense volume of 1nappropr1ate corres-A;~
pondence Some un1vers1ty p]acement officials a]so expres-
_ sed concern to 1nspectors that these ads “renewed ‘the

- -

specter of 1nternat1ona1 adventurism" by the Agency.

-

-
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With a few'exceptions, anti-CIA feeling on university
campuses is reduced to the point where it 1is no longer an
obstacle to Agency'recruitment. Coi]ege placement officials

'contend that today's graduates make emoloyment decisions ”
.e]argely in terms of job challenge, location and start1nggin:,ﬁ;,'ffl
1?:sa1ary' They fhrther contend that the Agency s role 1n‘;jfi5j;felyf:¥;
N ngfore1gn affa1rs and 1ts Job opportun1t1es are not we]] knownﬂ“'d:‘.nx

;ﬁﬁi in academ1c c1rc1es and suggest severa1 steps to overcome.j?ﬂﬂfdjl:“

5T:thls 1gnorance. One prob]em encountered in the re]at10nsh1p fgﬁij«ﬁ L

"fjiffbetween Agency recru1ters and university placement off1c1a]s_;l}f3213’?
-jfi1s the 1atter s des1re for feedback on the dlSpOSlt]Oﬂ of Lo

L e SRR N

e *student cases referred "for emp]oyment

OPPPM Headquarters‘_;ﬁf' .
off1c1a]s do not regard th1s as a serious problem, but weiitt-f

- found 1nstances in whlch Agency field recruiters had pro‘af;;fld“ o

:31{§3v1ded both ora] and wr:tten feedback to placement off1c1a]s;;¥;;A’

v;f_aS one means of ma1nta1n1ng close relations. Because of thehtaiit'

) :ﬁu;tzneed to ba]ance va11c re]at1ons with cover considerations, -5'7ﬁd )

“ff»we suggest that the Agency deve]op and communlcate tog;;f}

G p]acement off1c1a)s a pos1t10n on this quest10n
| Fie!d recru1ters a]ready hard pressed to ma1nta1nusl_7‘.ji{f5?j
o .:.'hde"‘a”d‘"g schedules, generally avoid giving speeches and

‘ﬁa'j:br1ef1ngs, _They ciaim:these have_]ittie immediate or diresii_tliﬂ

)

v ep

v
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¥l1terature whlch is a]most un1form1y regarded by p]acementi

i.offlcwals w1th whom we consulted as du]] and un1nformat1ve.

’ nonm1nor1ty women for the DO and NFAC. The former recent]y‘
ag_nencouraged the h1r1ng of female operatxons off1cers and"~
:f1n the 1ast three Career Trainee classes there ‘have been a

o tota] of 46 women dest1ned for the DO The DS&T however _
ietechn1c1ans of wnom there are painfully few in our society.

i'the Agency 1s a domest1c police organization as well as a
lgnonequal opportunaty emp]oyer There is keen compet1tlon
- w1th1n the soc1ety for minority professtona]s, and Tucrative

.‘;'sa]ary offersc by business corporations are a formidable

 in minority recruitment, nonetheless. OPPPM is assigning"

~ four new minority recruiters to its 13-member field recruit-
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recruitment payoff. We agree and believe that recruiters
generally should not be used in this capacity, but still see
need for public relations work by other Agency officials as
part of the effort in applicant search We also believe

there is need for a major revamplng of Agency recru1tment

There has been considerable success in recru1t1ng' -

is hav1ng ser1ous d1ff1cu1ty finding female engineers and

, M1nor1ty recru1tment is hampered by 1mpre5510ns that

challenge. Some Agency elements are making serious effarts

-~

ment staff, This is in addition to three b]ack recru1ters

-
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already assigned to the Headquarters area. Agency EEO
officials have developed contacts with minority universities
and colleges and in mid-1979 organized a Headquarters
conference for placement officials at mlnorxty academic

1nst1tut10ns in southern and southwestern U.S. Some Agency

o components are makvng-part1cu1ar effort to recruit minority

.-profess1onals but f1nd the task very dlff1cu1t. '

we are not persuaded that reliance on the Agency s EEO

'astructure and on an expans1on of m1nor1ty recru1ters 15 the
best so1ut1on however We believe that m1nor1ty recru1tment
o should be an 1ntegral part of an overall recruxtment system

'rg1n wh1ch 11ne managers exercise the respons1b1e ro]e.

<1>The background of the Agency s field recruxters is

e i

'1;d1verse.n About one th1rd were. d1rect h1res without prior

: c.\,

e?Agency experxence, another thlrd have substantxve experience
'failln operat1ng components, “the rema1n1ng th1rd are prxmarlly.

'ﬂfpersonnel career1sts The1r re]at1ve1y brlef tralnxng has'“

.jcons1sted 1argely of observ1ng other Agency recru1ters then

.'learnlng;on the Job,1n s1ng]eton f1e1d asswgnments. We view

such tra1n1ng as 1nadequate part1cu1ar]y with regard 'to A

o = \

thelr acqu}r1ng a cmmprehens1ve knowledge of the approx-
1mate7y 180 different JObS for which they are expected to

-

recr (ﬂ t.

Xvi.
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;f.numbers of app]1cant'f11es

1i'genera1 do a remarkab]e Job

y the D1str1ct of Co]umb1a and nearby states.
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We find lack of consistency among recruiters concerning
what they say to candidates about the mission and funct1ons

of the Agency, the nature of jobs for which cand1dates m1ght

qualify, the 1mportance in appropr1ate cases of keep1ng ,l-

conf1dent1a1 one S 1nterest in the Agency, and the nature

and durat1on of app11cant process1ng

"%hfor 1nterv1ew1ng and eva]uat1ng candldates in the typ1ca1 "i?
l-¥?25-m1nute sess1on a]so d1ffer Vv 'v, . l L
| Fundamentally, f1e1d recru1ters have an a]most 1mpos-;t{;1;;;iﬂ
7.f351b1e task because of the vast geographwc ‘terrxtory and if:fhfiiée
.A:vitarget popu]at1on each 15 ass1gned the more than 180 types |

.Siof JObS for thCh they are expected to recru1t' and the

'~{7constant pressure from Headquarters to subm1t 1ncreas1ng

we be11eve the recru1ters, 1n

"15 wrong]y‘conce1ved however S o o
The Wash1nqton Area Recru1tment 0ff1ce (WARO), staffed |
7_:by six recrUTters, is cred1ted w1th prov1d1ng approx1mate1y f}t‘{ =

"1:one Lh1rd of the Agency s _new emo]oyees annually Un11ke

‘7af1e1d of f1ces,.wh1ch ma1nta1n a 1ow v151b1]1ty, NARO is- a o

_:g:walk-ln Tac111tj as we]] as a regu]ar recruwtment offlce for

.\.,,,.}_4. -~

It enJoys a

Recru1ter technlques I

The funct1on, in our Judgment
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number of advantages over field offices--ready access to
operating components and processing elements and a leroely
local target popu]ation for whom relocation is not a factor.
About QO% of the Agency's new clerical employees come
tnrougn WARO. The staff talks with more than 7, 000 persons
';annua]1y,_ most of whom are nonviable or marg1na] prospects._
Cop1ng with such an overwhe]m1ng volume causes major pro—tji
‘fffb]ems and 1t 15 percelved by many app]1cants, and employees
f who refer prospects to wARO as an 1neff1c1ent and 1mpersona1
“';place. _f | o }},, o |
B we f1nd OPPPM S network re]1es heav11y on "bu]k" recru1t-
i»ment 1eav1ng to operat1ng components the t1me—consum1ng
.' task of w1nnow1ng out the qua11f1ed app11cants. We - are
’fzconcerned that between 75% and 80% of the more than 3, 500
'1Ejprofe551ona1 and technlcal applicants be1ng produced annu-)
ia]]y by the recruwtnent system as a. whole- are never p]aced'
>‘>Aﬂ1nto process for employment We believe the entire recru1t-
B _ment' systenr needs t0» become more se]ect1ve to e]1m1nate
- c]oggxng ‘the Agency's se]ect1on and processing mechanlsms
o _VAt WARO, 1n partxcular the need to screen large numbers of'.
walk-in cand1dates to determ1ne those who should be 1nter- '
viewed on the spot is an 1nappropr1ate and inefficient use
. of the staff's time. Except for clerical candidates,-hﬂzb

o
-

N : : xviii
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interviews should be by prior appointment, relying on normal
OPPPM mechanisms for review and referral of resumes.

We be1ieve OPPPM field clericals, who-function as
office managers for the recruiters, perform a variety of

respon51b1e funct1ons for which they are undergraded.

Upgrad1ng of their p051t1ons appears justified.

The Agency S two student programs--the Student Trainee

(Co-op) Program and the Graduate Fellow Program--are h1gh]y

. regarded by llne managers who beneflt from the1r serv1ces
:About 617 of Student Trainees have converted to regular -
. demp]oyment and approx1mate1y 23% of Graduate Fe]]ows since
V‘1naugurat1on of the programs in 1962 and ]966 respect1ve]y.
hThe latter program is not 1ntended as a direct recruitment
c{_;veh1c1e but as’ a means for the Agency to inform academicians
- about 1ts functwons and profe551ona1 opportunities. Both
“ifprograms are expens1ve, 1n contrast to an estimated $8,000
;Lto recrult and proceqs each regular employee, each Student
f,ﬁTra1nee who converts to staff emp]oyment costs about $13,000,

: each Graduate Fe]?ow about $34 OOO

VI. Applicant Processing and Selection

The Office of Personnel Policy, Planning and Management

-recently has taken several steps intended to improve 3ppTi-

cant processing. It is now retaining new professional and

\ Xix

- ' -/,
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~ technical applicant files for ten days in a centralized

Skills Bank to permit their being reviewed by several

components. The procedure 1is also intended to preclude

delays occasioned by components’ "sitting" on files without

decision or action, but in May 1980 there were still approxi-

mately 175 de]1nquent files, i.e., held by components for _
- more than two weeks. As part of a new system it is plannlng,
- OPPPM hopes to- reso]ve the prob]em of de11nquent files. we N
'be11eve stronger organ1zat1ona] discipline, e. g., a com-

’ponent S 1oss of’r1ght to a particular app]xcant on whom it

'_fhas not acted exped1t1ously, is necessary to achieve this.

OPPPM s back]og 1n corresponding with applicants

“fappears to have been e]1m1nated and a pos1t1ve step taken
:vby 1n1t1at1ng early process1ng of electronics eng1neers a
"5'hard-to—get category.: A p]anned m1n1computer system is

Uexpected to prov1de fbr better app11cant file track1ng and-

for recovery of files of inactive appllcants with sk1lls

suwted to new - requ%rements
~The- fundamentai problem however, is that too many

margwna? app]xcant f11es are clogging the selection and

process1ng ‘channels. Dur1ng the last four years, OPPPM's

Recru1tm°nt Division has produced an average of almost 2, 800

professional applwcants, of whom about 600 were placéa“?h' :

o

-
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process for employment and approximately 320 entered on
duty. This represents nine applicants for each EOD, five
applicants for each one placed in process.’ These ratios
have been increasing as the recruitment system expands.
Worse still, the Career Training Program‘ reviewed 1,075

applicants for 63 places in the mid-1979 CT-C]ass, a ratio

‘,nf 17:1. Efforts are underway to reduce th1s ratio to 12 1,

.-;:-st1]1 too h1gh, in our Judgment

Components w1th generalist requ1rements are thus

.'f'jenab1ed to be h1gh1y selective about applicants, but with .
 J}resu1tant delays Tn dec1s1onmak1ng and processing. bn'fhe
'f;jother hand the OPPPM recruitment system is not prodUC1ng
:sﬁenuugh hard-to-get and advance-level appl1cants, 1nd1cat1ng

i'a need both to reflne and redlrect our recruiting efforts.

‘?:fﬂ Because of Tts reta1n1ng new appl1cant files in the
’AiSk]l]s Bank OPPPM extracts ske]eta] information from- new
f}app11cat1ons and resumes and communicates 1t to components '
' ’::electron1ca11y +hrough its daily App]xcant F11e Lxst1ng. We
5f1nd the 1nf0rmat10n conta1ned in this 11st1ng much too
1»fsparse and be11eve that it resu]ts in the loss of many good

":,V'app11cants whose fu]] credentials are not brought to theb

attention of operat1ng-components. OPPPM estimates that 22%

of professﬁonalrepp1icants were rejected in 1979 withousa

ed For Release 2003/06/20 : CIA-RDP84B00890R000400040026-4 °
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(; . component ever having seen the file. We believe the Skills
Bank and Applicant File Listing mechanisms should be abol-
ished in favor of direct dissemination to components of
fewer, more carefully screened applicants. wé also note
that the separate channe] for handling m1nor1ty appllcants
the M1nor1ty EmpToyment Coord1nator structure, has resu]ted
in gaining more serious con51derat1on for m1nor1ty appll-v

~ cants but has not 1mproved the six to nine month: process1ng :
 time common to most profess1onal app11cants We bolxeve the
-F'MEC structure shou]d “be abandoned and m1nor1ty recruxtment
;made an 1ntegra] part of the new recruitment system outlined h
(j? | | ."1n the pr1nc1pa] recommendat1on arising from this 1nspect10n
:‘report | |
' (ﬁ . :f-'f; 0ur rev1ew of app11cant processing has uncovered areas
| ji1n whlch some reductnon of time can be ach1eved and these
bare 11sted 1n the body of this report (Chapter VI) * The{i
rea]Ty svgnvacant steps however would be to eliminate
marglna] f1]e5'f?om the system and to effect qu1cker dec1—‘
51onsuby -components about app11cants. We find th}s practice |
"prevalent ¥n. major bus1ness corporat1ons and think the
Agency cannot afford’ to do 1ess. Our “principal recommen-
‘dation addresses these problems. o

- *Several actions 1n1t1ated in this area by D/PPPM are
a]so noted

-
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After lengthy processing time, respondents to our EOD
survey most frequently cited lack of correspondence from the
Agency as a complaint. OPPPM's planned minicomputer system,

programmed to tickle applicant cases for an interim or

30-day letter, should rectify this problem when it becomes

operational. The e]1m1nat1on of superf]uous app11cant files

should have a salutary effect as well.

ViI;;_C]erica] Recruiting"

. E:& About half'of the,Agency's

‘ year are 1n c!er1ca] categor1es--typ1sts,__stenographers,
'clerks, guards, courjers, te]ephone .operators; laborers, -
:esecur1ty escorts OPPPM off1c1a]s estimate that 450 appll—

_ cants should be 1n process at all tlmes to counter clerical

rturnover and meet new requwrements, calculating one entrant

'.on duty from each two appllcants in process. OPPPM reports'

that,_as-a result of 1ntens1f1ed effort 83 new c]erlcal

emp]oyees entered on duty in January 1980 - a record for the

‘flrst -month of the year. In February 1980 there were about"

500 cTer1ca1 applzcants in process but, acccording to OPPPM,
_there'is‘stiTl a "“critical shortage" in virtually all

clerical categories.

new emp]oyees each -

- 2b6X1
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The major problems in clerical shortfall are processing
delays, drug usage and salary -disadvantages. Processing
delays are difficult to pin down for clerical applicants,

~ but appear to fall into the period between the applicant's
- submission of forms and the initiation of formal processing-—
| perhaps a ]apse of as much as two months—- “and de]ays by
applicants in coming to Headquarters for process1ng. :We ;":;.:
“have suggested and OPPPM has implemented, the assxgnment of N
an add1t10na1 off1cer to the Clerical Staff1ng Branch/0P,
}_ wh1ch is responsxb]e for the se1ect1on and processing of
‘i~v1rtua11y a]] c]er1ca! appllcants
| N1nety percent of new c]erxca] employees come from
. w1th1n a 50-m11e rad1us of Washlngton, D.C. OPPPM has on]y

three fu]] tlme c]erxcal recru1ters——two in washlngton one

—-but 1ts recru1ters of professional per-

_sondei.tﬁfedghout theecountry also have responsibility for
‘some c]er1ca1 recru1t1ng ~ Heavy work]oads for the latter -
recru1ters and marked d1s1nclination’on the»part ofvthe‘
_c1er1ca} prospects to re]ocate to Washlngton, pose formid-
eb]e obstacles to thelr success however |

‘The D1rectorate of Operatwons has been getting only two
or three new clerical employees month]y against an average

of 45 vacancies. By contrast, the Foreign Service has

®

-
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(’ been able, at least prior to the Iranian crisis, to satisfy
its needs for clericals in overseas assignments. One reason
for the difference appears to be the method of_hecruitment.
Foreign Service teams, which include clerical ‘oersonne],

travel throughout the country to provide firsthand informa-
t1on and eva]uatlon for c]erlcal prospects Another factor_
is that the DO is still trying to regain momentum lost.

‘dur1ng its ]6-month freeze on clerical h1r1ng in 1977-78.
Severa] s1gn1f1cant prob]ems derlve from the Agency s
ﬂtest1ng of c]er1ca] candldates Pass1ng the Short Emp]oy—'
iment Tests (SET) is-a prerequxs1te for cons1derat1on.. we'

_f1nd however that the SET--a measure of vocabulary,

BN
4 .

'ar1thmet1c sk111s and ab1]1ty to transfer data has not been

' (j B .e ,_;valldated for Agency use, as recommended by the deve]oper,'

| l The Psycho]og1ca1 Corporat1on ‘ |
| Only about 25% of candxdates who take the Agency typing

"test pass 1t, and<0n1y 10% the stenography test. Outside o

cert1f1cat1ons are not'accepted. We are concerned about the
low passing rates, p&t hote that the Office of Personnel
Management has revtewed the stenographic test and affirmed

its. fairness and re]iability. Nevertheless, the stringent

\ ' XXV




1/‘\\ ' ’

D))

skills among large numbers of current clerical employees.

| determine clerical appointment grades and titles. ‘Some :"

time ofﬁEOD' 'Eighteen-were downgraded from stenographer to

Approved For Release 2003/06/20 : CIA-RDP84800896R000400040026-4

stenographic standard strikes us as anomalous in view of the

underutilization, and consequent loss, of stenograohic

Testing of clerical candidates in the field often is

makeshift and unprofessional. We believe such testing

should be contraeted out.

We also find a serious question of ethics involved in

- the way OPPPM’useslstenographic and typing'test result$ to

'cand1dates seek1ng Lyp1st or stenographic positions who fail .
.e preremp1oyment testlng, nonethe]ess are appo1nted to grades '

- and giQeﬁbtitleS'as if'they.had passed. Reténtion of status

,isecohtingenf upoh:their passing the respective test at the

typlst in FY ]979 f1gures for typists who were reclassified

as c]erks are not ava11ab1e. For the failed stenographer, o

annual salary is reduced about $1 200 after EOD; for the ‘

'fa11ed_typwst,,promot1on opportun1ty,1s restricted, and the

new employee must pay travel and household moving expenses o

which he/she had expected the Government to pay. . OPPPM .

contends that these practices are necessary incentives for

hard-to-get clericals and points out that Aa]] app]ieases

-~

B
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sign a form when they firsthapply acknowledging the condi-
tions. We believe, however, that the practice is unfair\
‘to the emp]oyees affected part1cu]ar]y in view of Tow
passwng rates for the two tests, and reflects poor]y on the
| integrity of the Agency. In our judgment, appointment grades
and titfes shou]d be awarded only on the basishthat appli- . -
. cants satisfy estab]ished criteria in the pre-employmeht‘
;stage._ Al]owance should be made for upgrad1ng 1f the »f
test(s) can be passed within 90 days following EOD V |
"~  F1na11y,’our EOD survey reveals that 37% of newzsdiff.
' 'cler1ca1 emp]oyees are dissatisfied with the1r Jobs.zﬁ
' Q ;l» . dAt Ieast part of thlS d1ssatlsfact1oh aupears due to the
g o fact that ne1ther the new clerical employee nor the receiv-
o - ing- component is afforded opportun1ty for preass1gnmentA>
interview. e be11eve such 1nterv1ews shou]d be 1n1t1tatedl,

at the t1me of EOD

’jVIII: LCareer Training Program

This recently-expanded program was examihed in the
context of the Ag°ncy S tota] recru1tment effort. We 1ookedi

at 1t part1cu1arly in the 11ght of the assertxon by the NAPA

o e~ Approved-For-Refease-2083/06/20 - CIA-RDP84B0089IOR000400040026-4-—— -~ -z |
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team that it is laraely DO oriented. We find that conten-

t1on accurate, although NFAC is looking to the Program for

approximately 20 new analysts a year, | lthe number o 29X1

for the DO. We conclude that wi_’ﬂiout a fundamental re-

thinking of the purpase and value of the Program as a source

of junior officer generalists for the Agency as a whole, and -

~without an allgcation of.personne] positions Lo it far
‘trajgees, the DO cast is 1ikely to continue. | | |
Based on psychological test results, and except fof o | ; : .‘;f
, foreign 1anguége QUalifications, Career Trainees.seem to be -
brﬁght aé(évéf ‘th]e there are some changes in temperamentl
C o and”httitudés. tend1ng more toward family/leisure orienta-
(ﬂ | t1on, on-the-Job supervvsors indicate high satisfaction w1th:

- new CTs, as well as with other new employees. The tripling :
ovaT intake iﬁ 1979 does not appear to have compromised
this qua]ftyvto any diSCérnib]e extent.

| ‘What the expansion‘has doné howéver is to domlnate
the Agency's tota! recru1tment effort and to a Iesser
degree, processqng channels (psychological testing and
polygraph examinations). ~ CT requirements constitute about
one third of Agency requirements for proféssional,and
‘technical personnel, but have aggravated processing delaxs
and, hiring shortages in other employee categories.

\
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~None of the OPPPM recruiters has had direct bperationa]

experience, but the enrollment in July 1978 of many of

‘them in a "minioperations course" helped them understand the

work and qualifications of Junior operations officers. The
CT Staff's rejection of four out of every five applicants _
recommended for the Program, however, has caused confusion

and frustration among the recruiters about CT selection

- standards. The Staff's cdnsidefation of almost 1,100

applicants for approximately 65 CT positions seems highly
excessive; we be]ieVe:there-should be Tless concern about-
proddcing lakge numbers of candidates and moré concern abbut
the ear11er selection and processing of the most promising
ones.

The Program s:-record of recruiting fema]es has improved
not1ceab]y, owing to the DO's recent acknowledgement that
women have béen'effective operations officers. There have
been a total of 46 women destined for the DO in the last
three CT c]asées. The Program has been able to recruit some
Hispanics, but only about 35 blacks have been hired in the
history ofvthevProgram, five within thé last two'years. In
genéraﬁ,‘the recruitment of minority CTs has been sporadic
and uncoordinated and does not differ significantly from the

-

Agency's overall problems with minority recruitment.

L4
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betermination of entry grades is also proving trouble-

some'to>a significant number of CTs. A highly sought after

grOUp, mahy have taken salary cuts or declined higher offers

to join the Agency. Many believe, however, that the Agency
:'_is "trying’to get us on the cheap" and think the CT Staff is

evasive,*arbitfééy ahdminequ%tab]e in its salary determinaQ
tions. The Staff has what appear to be workable criteria,
but its unwillingness to disclose the criteria to applicants

and new CTs, and possibly uneven application of the criteria _-

. o»
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have created suspicions and misunderstandings. We believe |
that a review of the criteria and their apb]ication is
dictated‘and.that, for reasons of professionalism and

credibility, general disclosure is advisable.

IX. Professional Applicant Test Battery

 The PATB, an e1ght hour ser1es of wr1tten tests is

admlnlstered to about twn th]rds of the app11cants for

e

professional employment. Ind1v1dua] components determine

whefher app1icants for a given position should be tested.
Hiring officials’ use-of the PATB as a selection device is
,diécretionéry;_only 25%“qf more than 500 supervisors who li
were surveyed dUring thi§ i;spection indicate that they give
7 tHe-‘PATB resu]fst significant weight in their employment
decisions. '(Higher weights are accorded to academic work/
-tfaining;”pridr'work experience, and judgmeﬁt based on
personal'interview;) Over 60% of these supervisors either
have no opinion about the PATB's usefulness or indicate it ' R
is not used by theif Components. On the basis of Agency- |
widé interviews as well as a review of Recruitment Guides,
we find an applicant may be required to‘take the PATB for a
particular position in one component but(npﬁ.fgt.g compa-

rable position in another component."Simiiériy,ﬁgomé'

”»
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~applicants for a particular position will have been tested,

others not. We see need for a systematic Agency policy
concerning the testing of applicants to establish some
uniformity about the positions for which testing is required;

the essentiality of evaluating test results fbr all appli-

cants for positions in whlch test1ng is used as a se]ectlon

~

tool; and the nature of the testing 1tse]f

The two psychological consu]tants from Columbia
University who examined the PATB on our behalf cqnc]ude that
there .are serious deficiencies in the evidence developed
over.the years for the reliability and validity of the PATB.
They report that on]y f1ve of 31 separate tests in the

battery have re]1ab111t1es wh1ch are m1n1ma11y acceptab]e

within the profess1on and that re]1ab1]1t1es are partic-

ularly weak for fema]es and m1n0r1ty groups The Psycho-

]og1ca] Serv1ces Staff (PSS), wh1ch adm1n15ters the PATB,

has. recently produced a study of the reliabilities of eight

of the tests which it claims refutes the consultants®
criticism.

Among 23 PATB tests which the consultants examined

for validity, only ten tests present sufficient research

evidence, they claim, to Judge their validity and that,'even

in these ten, the evidence is weak and does not meet minimum
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standards set by the American Psychological Association

(APA) or the Uniform Guidelines on Employee Se]ect1on

Procedures developed by the U.S. Equal Emp]oyment Oppor-

tunity Commission (EEOC). Again, PSS strongly contests this
view, asserting that its methology and validation studies

cbnfbrm fully to standards, established not only by the APA

and EEOC, but also by the| |which

conducts nat10nw1de PATB testing for the Agency.

PSS! work in assessing the validity of the PATB has
been based on the "criterion-related" approach which en-
déavofﬁbto’establish a significant statistical relationship
befﬁeén<6he'or mbre test scores, on_thé one hand, and a
méasuré of employee performance on the job, on the other.
ATl éoﬁcerned héve.acknowledged that fitness report ratings,

which are the primary performance measure relied upon, tend

to be subjective:and, given the fact that the great majority

of Ageﬁcy'emp]oyeeS~have been rated "Strong" or better, are

" not well differentiated. As such, they are poor instruments

upon wﬁich to base test validation. The consultants urge,'

and we agree, that the Agency's test program, as well as its
other selection deviées, should be based on a comprehensive
job analysis which identifies key abilities, knowledge and

skills required by a particular job or job category. Tests

XXXiii
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are then developed against these attributes. Known as a

“construct” approach to test validation, this would requife

a major change in concept for the Agency's testing program

but one which we find is endorsed by many 1eéding authorities
in the field of psychological testing today. In practical

terms, this wouid lead to marked curtai]ment_in the use of

PATB until a new testing program is developed.

The consultants find no direct evidence of bias
or unfairness in the PATB in relation to female or minority
groups. They:stﬁte, however, that there is serious poten-
tia]Afor misuée or unfair use of it in this context. The.
inspectjdﬂ team concludes, from a review of both PSS and
cohsultént'dafa,'that‘the PATB, in general terms, does not

discriminate against black applicants and is not, therefore,

vulnerable to a charge-of adverse impact. At the same time,

however, we find no steps yet underway to maintain énd‘
report-test data for minority groups in relation to épecific
jobs or job tategories'in the Agency, a requirement stip-

ulated in the EEOC guidelines.

X. "Cost of Recruitment

We have been unable to discover any comprehensive study

=

of the cost of thé AgeﬁtyfélféEQUitment program. OPPPM's

~ Approved For Release 2003/96/20 CJA-B[_)PS4BOOSQO3000400040026:4 '




Approved For Release 2003/06/20 _CJA _B_I;)F:84800890R000400040026-4
NLATIA
w*-‘i LR RY:

recruitment and placement budget of almost $3 million is

augmented by extensive, but not clearly identifiable,
resources in Security, Training (Career Training Program),
Medical Services and all components engaged in hiring new
personnel.

_ The cost of OPPPM's field recruitment network is
_ approximate]j $900,000, or more than $3,000 fof each of the
285 new emp]oyeeé it produced in FY 1979. BecauSe of an

expansion of this network without a commensurate increase in

.persdhnelvrequiréments, the per capita cost for EODs from

fie]d offices'in FY 1980 1likely will be closer to $3,500.
‘A séniqr OPPPM official asserts that the cost of the
fdtai fecruitment, selection and processing system was
‘$8 000 per EOD, based on an informal 1976 study. We esti-
‘ mate that currently, total program and personal serv1ces
COSLS for the system are in the v1c1n1ty of $10 m1111on,

9or about 510 000 per EOD

XI. Recruiting for the '80s

Agency recruiters, under present circumstances, face a
Herculean task. The gquidance which they receive about

- personnel requirements is quantitatively overblown and

N : XXXV
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qualitatively imprecise. Their recruitment territories and
target populations are vast and they are under constant
pressure to vsubmit more applicant files. The resulting
applicant file flow clogs selection and processing mechan-
isms, and for many positions produces more good candidates
than can be absorbed.

Simultaneously, the Agency is experiencing a recruit-

ment shortfall in scientific, technical and clerical cate-

gories, and the situation is getting worse. Qur recruiters

are not well equipped to recruit specialists. The Agency is
losing a competitive edge in entry-]eve] salaries thIe
fa1]1ng to sell the nonmonetary advantages of Agency
emp]oyment

The recent trend has been to expand the field recruit-
ment network--open1ng three new field offices and addIng
five black and three aux111ary recruiters. Yet, aside from
the U.S._armed forces. with their needs for massive numbers
of relatively unskilled personnel, we found no large organi-
zation that maintains a nationwide, full-time network of
field recruiters. Business corporations, as well as the
U.S. Foreign Service, use professional Tline personnel to
recruit new professionals; recruiting is not a fu]l-tiﬁe Jjob

for these professional employees. Selection for recruiting

A K XXXVi
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duties 1is considered an honor, and is often reserved for

"comers". Line personnel are selected because they can

best articulate what the organization does, what the appli-
cant will be doing, and the benefits of working for their
particular organization. They are carefully selected and

trained, and sent to field locations in teams, buttressed by

clerical support. Hiring decisions are made early, either

immediately following initial contact or after a visit by
the candidate to an organizational facility.
We be]iéve»the Agency should adopt a similar system,

cdnverting recruitment from a staff to a line function.

The -final chapter of this report contains a recommendation

for a pilot project to select and train a small number
of sﬁbstantivé,personne1~~professiona1, technical and
clerical--for brief periods of recruitment duty. They would
be assigned to perhaps two or three teams of ten members
each, 1including fémale and minority employees, and sent
under the direction of the 0ffice of Personnel Policy,

Planning and Management to selected areas of the country to

interview candidates developed through prior advertising,

academic contacts, personal referrals and other means.
Consolidated field recruitment offices would be maintained

to carry out the Tatter responsibilities. We see two major

\ -
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benefits to be derived -- highiy selective judgements about
candidates early in the rec}uitment cycle and, therefore,
fewer but moré‘viab]e applicants in the system, and accel-
erated selection and processing for those recommended hy
substantive recruiters. By this means we would expect to

obtain the very best candidates reduce the burden of

'unwanted f1]es, fulfill our S&T, minority and cler1ca]

requirements, and reduce processing time hy nmrg1ng the

recruiting and se]ect1on functions.

XXXViij
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SEGRET

RECOMMENDAT 10N . D/PPPM COMMENT DDA _COMMENT ’ IG RESPONSE
1. DOCI request D/PPPM to develop Concur. D/PPPM already has Concur, but wish to avoid Appt salaries have almost
in consultation w/DD's a liberal- adequate measures to deal companent bidding wars. reached topmost steps in
ized appt grade structure for with this on a case-by-case some grades; basic shift
hard-to-get personnel. basis to maintain uniformity is needed, case-by-case
and equity. approval should not be
. necessary,
2, The DD's be required to obtain Concur None ' None

from D/PPPM an evaluation of the
impact on recruitment and
staffing of major changes con-
templated in personnel require-
ments. .

3. DD's be required to review and Concur None None
validate the accuracy of the
Advance Staffing Plans sub-
mitted by their components

4. D/PPPM issue revised guidelines Concur None None
for the preparation of Recruit-
ment Guides.

5. DD's ensure that Recruitment Concur. Guidelines will None None
Guides prepared by their call for annual review.
components conform to the
revised guidelines.

6. D/PPPH designaté an officer to Concur ' Hone Recommendation was revised
review Recruitment Guides for to omit a technical point
their clarity, specificity, : bothersome to the DDA.

and completeness; verify their
accuracy with hiring officials;
and disseminate them to Agency
personnel engaged in recruiting
duties.
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RECOMMENDATION D/PPPM_COMMENT DDA_COMMENT
D/PPPH assure that professional Concur. Being done but will None
and technical applicants for be formalized in new computer
employment are recommended system (CAPER). .
against one or more specific - . -
Recruitment Guide(s).

DD's incorporate the EEQ Plan Concur None
(20/5/2) into the Advance

Staffing Plans and the hiring

mechanisms of their directorates.

D/EEQ compile for the DDCI a Concur. OPPPM is already None
quarterly report on minority providing these statistics.
recruitment and recommend

corrective action, where

necessary,

D/PPPM, in consultation with Concur. We have already None
Dir/Public Affairs, develop published bulletins re

a monograph for distribution clerical and CT prospects.

within the Agency to alert ‘

employees to the importance

of, and means for, recommending

Agency employment to others.

D/PPPM, in coordination with Concur. We also plan None
Dir/Public Affairs, develop similar consultation re

printed and visual materials cassettes and slide shows.

SEGRE

tailored specifically for

the Agency's recruitment
program.

s

1G RESPONSE

None

None

None

The recommendation intends a
broad, continuing publication,
especially for new employees.

Most desirable.
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RECOMMENDATION

D/EEO, in cooperation with the

OD's, compile a centralized data

bank of recruitment sources for
female and minority candidates
in professional and technical

fields and make such data available
to personnel engaged in recruiting

for the Agency.

D/PPPH develop for use in an
Agency training program for
recruiters consistent guidance
about informing candidates of

the mission and functions of the

Agency, the need for cover (in
appropriate cases), and the

nature and duration of applicant

processing.

D/PPPM discontinue walk-in
interviews at WARO, for other
than clerical candidates, in
favor of prearranged inter-
views. Acceptance of resumes
from walk-in prospects should
be continued, however.

D/PPPM instruct Position Mgmt.

& Compensation Division to revalu-

ate the grade ceiling for field

clerical positions for the pur-

pose of upgrading them.

[

D/PPPM COMMENT

OPPPM already has such a
repository .

We will reaffirm standing
instructions to recruiters
and will work with OTR in
developing appropriate training

Non-concur. Recommendation is
not based on reasoned judgment,
We should talk to the engineer,
linguist, scientist, CT appli-
cant, minority, etc., in any
forum possible. Makes no sense
to ask them to return later by
appointment.

Concur |

None

None

None

None

W84300890R000400040026-4
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DDA COMMENT

1G RESPONSE

The OPPPM repository lists
only academic institutions.
Professional/trade assns and
other sources need to be com-
piled. OEEO is the logical
unit to do this.

Despite standing instructions,
recruiters vary greatly in
their treatment of these
subjects.

Earliest possible referral of
hard-to-get candidates to
substantive interviewers is
preferable to immediate WARQ
interview. Relatively few
hard-to-get types walk in;
the bulk are generalist and
marginal candidates who drain
WARD staff from recruiting
which needs to be much more
positive and selective.

None
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RECOMMENDATION

D/PPPM abolish the Skills Bank
and Applicant File Listing;
instead, after reviewing &
aclnowledging receipt of new
applicant files, initiate the
referral reconmended by the
recruiter.

D/PPPM arrange for files of
applicants rejected by one
component, including the
Career Training Staff,

to be reviewed for possible
referral to other components.

ODCI authorize D/PPPM to with-
draw an operating component's
right to an individual applicant
on whom the component fails to
make a decision to interview,
place in process or reject
within two weeks of receiving
the file.

D/Security begin an experi-
mental program to polygraph
applicants before starting a
background investigation to
determine whether a significant .
reduction in the number of
investigations can be effected.
The experiment should include the
option to repolygraph an applicant
following the background investi-
gation, when necessary.

Approved For Release 2003/06/20 : (ElA/—RDPS4B00890R000400040026-4

D/PPPM COMMENT

This recommendation has been
overtaken by our new process-

ing system.

Many CT files are reviewed

. by other components.

Non concur. I have both the
authority and "toughness"

SEGRET

DDA_COMMENT

Non concur. Strongly recommend
retention of Skills Bank and
Applicant File Listing. Latter
should include more useful
information, however.

None

Concur

necessary in our new applicant

processing system.
to take every possible step
to make our system work.

We have ipitiated discussion
with D/Security on such a
program since it is an
important part of our new
(recruiting) system.

1 intend

'
* The Office of Security will
study the feasibility of a
pre-investigative polygraph
testing where they feel such

would be appropriate.

SELBED

IG RESPONSE

PPPM is sti1l using the
Skills Bank/AFL system.

The recommendation intends
that OPPPMmake a specific
determination about the
suitability of each CT
applicant .rejected for the
Program. OPPPM's comment
relates only to.component re-
quests for CT files when they
first appear on the Applicant
File Listing. A more active
effort re CT rejects is intended.

We believe OPPPM"s "expediter”
system will not adequately
change longstanding practices
of "sitting" on applicant
files unless sanction is
involved.

None




20.

21,

22,
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RECOMMENDATION

D/MS insure that psychiatric
consultants share with each
other and with staff psychia-
trists their knowledge and
experience as related to the
evaluation of applicants, that
they be briefed by operating
officials about the Agency's
functions and personnel needs.

D/MS delineate the respective
roles and functions of PSS and
SSB in the applicant screening
process and codify these in
Agency regulations.

D/PPPMdefine the kinds of cases
the Applicant Review Panel should
consider and codify the ARP's
rote and functions in Agency
regulations with specific
emphasis on the right of
managers to appeal its
reconmendations.

Approved For Release 2003/06/20 : EIb-RDP84B00890R000400040026-4

SECRET

D/PPPM COMMENT

None

None

Concur, except for pro-
viding appeals. To do

so would require dissemina-
tion of very sensitive info
and diffuse standards of
suitability. Managers are
apt to react in terms of
their own parochial needs
rather than the Agency's

as a whole. Central exer-
cise of this authority allow
uniform, equitable treatment
of all cases.

S

DDA _COMMENT

Current OMS procedures do
allow for sharing of
knowledge and experience

by psychiatric consultants.
They are briefed on Agency
functions and personnel needs.

Differences between these two
functions were included in the
Agency Regulatory System in
October 1977.

We support the inclusion of the
ARP charter in the Agency regu-
latory system. The regulation
should défine operating guide-
lines as recommended. ARP should
continue to function in same
basic manner as it has for last
several years.

IG RESPONSE

The psychiatric consultants
professed to the inspection
team a lack of such exchange
and an ignorance about Agency
mission, functions and jobs.

An OMS internal reg. (1-1)
provides highly generalized
statements only about the
responsibilities of these
units.

Where judgment, as opposed to
formal precepts, is involved,
managers in the actual work

- environment should be entitled

to submit a view for considera-
tion when, in their opinion,

the circumstances of an individual
case so dictate. At the same
time, the Panel would be operating
in less of a vacuum.




23.

24,

25.
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RECOMMENDATION

D/PPPM engage the services

of an independent contractor
to assist new employees who
are relocating to the
Hashington area.

D/PPPMrevise Form 894 to state,
in unequivocal terms, the

the improbability of clerical
employees advancing to

professional status.

D/MS arrange a validation study
for the Short Employement Tests.

Approved For Release 2003/06/20 ;\E/I_A-RDP84B00890R000400040026-4

SECRET

D/PPPM COMMENT

Defer. OPPPM is currently
providing an (externally-
published) apartment guide
and a booklet concerning
Jocal housing, schools, etc,
Clerical Staff Branch main-
tains a current notebook on
apartments. Our projected

. Family Liaison Service can

provide considerable assistance
in this area.

Non concur. In FY 1979, 298
clericals were advanced to
professional or technical
positions; we see no need to

DDA COMMENT

Believe it wculd be prudent
to consult OGC about its
legality; 0/Comptroller
should be asked to size the
people and dollars that
would be required.

None

be as unequivoeal as recommended.

Concur

While' the SET has not been
validated specifically for
clerical tasks performed in

the Agency, we feel that its
validation when originally
developed was adequate. If
Agency management disagrees,
OMS will conduct an appropriate
validation study. .

SECRET

16 RESPONSE

These appear complicated
responses to a relatively
simple proposal to solve
a straightforward problem.

The number cited by OPPPM
constitutes about|
the Agency's full-Time, staff

clericals. (NB: This informa-
tion is classified SECRET).
Given this percentage, and the
extensive morale problem within
the Agency among clerical
employees whose advancement

is circumscribed, especially
at the GS-7 level, we believe
the caveat is required.

None

25X1
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27,

28.
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RECOMMENDATION
D/PPPM

a. Revise Form 894 to eliminate
downgrading;

b. appoint stenographers and
typists at grades and titles
only on the basis of criteria
fully satisfied prior to
EOD;

¢. revise Form 894 to advise
would-be stenagraphers and
typists that the next higher
grade Efnr stenographers? or
title (for typists) will be
awarded only upon passing
the qualifying tests within
90 days after EOD;

d. revise Form 894 to advise
typist applicants that
failure to pass the typing
test prior to EOD will require
their having to pay their own
moving expenses,

[VPPPM assign an additional officer
to the Clerical Staffing Branch
and expand authority within the
branch to select applicants and
initiate processing.

D/PPPM instruct Clerical Staffing
Branch to initiate formal process-
ing of clerical applicants within
one week of receiving workable
applicant forms.

Approved For Release 2003/06/20 ;\C/IA-RDPS4B00890R000400040026-4
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D/PPPM COMMENT

We believe our new pay system None
for clericals will eliminate
most of these downgrading
problems. It will réquire
revision of Form 894,

This has already been accom- None
plished.
This 1s a standing instruction None

and was and is being done.

SECRET

IG RESPONSE

The new clerical pay system
retains the downgrading
feature for failed steno
candidates, despite
liberalized scoring. We
continue to believe this
procedure is unethical

and should be dropped.

None

The inspection found this not
being done despite standing
instruction; OPPPM's model of
present clerical processing
shows this period to be 20 days.




29.

30.

3.
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SEARE

RECOMAENDATION

D/PPPM reinstitute the clerical
pool for qualified typists,

who have passed a pre-investiga-
tive polygraph examination, to
perform unclassified work until
they are fully cleared and
assignable.

D/PPPM set the policy of
having new clerical employees
interviewed by their prospec-
tive components before being
assigned. If either has
strong objection, another
assignment should be arranged.

DDCI have the Executive

Committee examine whether the .
Career Training Program should
retain its primarily DO orienta-
tion or be used more broadly by
the Agency as an intake mechanism
for junior officer generalists.

D/PPPM _COMMENT

We believe this recommenda-
tion has been overtaken by
the new system proposed in

J

our covering memorandum (of

response to the draft inspe
tion report). -

Nen concur. Such policy
would further delay
processing. We already
reassign new employees
when there is not a good
match. Follow-up inter-
views would better
determine the extent of
and reason for clerical
dissatisfaction.

No basic disagreement, but
we should note that any
large-scale recruiting of
CT's for NFAC will further
strain our already overipad
recruiters.

C-

ed

DDA_COMMENT

Believe the Agency would

benefit from re-establishing

the clerical pool. Also

believe that the concept of
professional pools, particularly
for specialty areas where
professional skills can be
applied to unclassified applica-
tions, should be examined. HWe
certify our willingness to

study the implementation and aid
in establishing security procedures
to cover persons assigned to
pools.

None

None

SECRET

IG RESPONSE

If OPPPM can process
clerical applicants

for employment within
42 days, as projected
in its model, need for
a pool is obviated. If
not, a pool would be
highly beneficial to
both the Agency and the
clerical applicant in
need of a job

The recomiendation relates
not to applicant processing
but to post-EQD assignment.
It is better to assign
personnel wisely to start
with, than to have to resort
to reassignment due to a
poor match. Responses to
the 1G new employee survey
provide ample evidence ‘that,
among new clerical employees,
Tack of an interview with
the component of prospective
assignment is a major source
of /satisfaction,

dis
The recommendation does not
envisage a net addition in the
recruitment of new employees,
but the possible redirection to
the CT Program of some professional
employees who are now recruited
directly for components.
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~—/




32,

33.

34.
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RECOMMENDATION D/PPPM_COMMENT

We are surprised by the reported
inconsistency, but will continue to
provide specific guidance to our

DDA_COMMENT

DDO and DDA provide consistency
between cover arrangements for
applicants and the cover used

We believe the pre-EOD cover
situation for CTs is a serious
one requiring further study.

by Office of Security back-

ground investigators. cover issue.

DTR establish a system for the None
Career Training Staff to brief

applicants about pre-employment

cover and to communicate with

applicants through channels

not attributable to the

Agency.

DTR review the criteria used

by the CT Staff for determining
entry-level grades for CT's,
adjust any found inequitable,
but abolish the detailed

point system used to determine
grades and salaries.

We plan to contribute to the
review by the DIR.

Approved For Release 2003/06/20 ; CIA-RDP84B00890R000400040026-4
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recruiters on how to address the

0S believes an improper inference
has been drawn in your report

virtually any txecutive Branch
activity. Applicants should be
so informed to preclude mistaken
impression.

This recommendation has been
implemented.

OTR has recently reviewed the
criteria, as recommended. We
believe the point system evolved
from a need for specificity in
the process, and is the most
effective way to deal with the
mix of qualifications presented
by current CT applicants.

IG _RESPONSE

Guidance to recruiters
must be consistent with
0S and Central Cover
Staff guidance. The
OPPPM comment appears

to be made in the context
of its own unilateral
concerns. We believe
that State Department
security officials, repre-
senting themselves as
such, conduct background
investigations of appli-
cants for employment with

Details re changes have
not been provided to 0IG.

25X

25X1

OTR did not comment on the
point about adjusting
possibly inequitable grades.
We learned indirectly of
one case which was adjusted
and are aware of several
others challenged by

CT's.
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SECRET

RECOMMENDATION D/PPPM COMMENT DDA COMMENT IG RESPONSE
35. DTR disclose to current CT's We plan to contribute to None OTR has been opposed to
and applicants the general | the review by the DTR disclosing these criteria;
criteria for determining grades The absence of a comment
and salarfes. surprises us.
36. The DDCI instruct ExCom to None Non concur. We favor Standards are necessary for
develop for regulatory issuance retention of current purposes of equity and
an Agency policy specifying practice by which fairness to all applicants.
types of positions for which individual managers
selection tests are to be decide- when to use PATB
administered, and types of in the selection process.
testing appropriate to them, (D/MS comment)
37. The DDCI
a. authorize D/PPPM to con- Nane Non concur. Original Mean test scores do not
tract with job analyst construction of the PATB constitute a logical job
specialists to assist in was based on logical analysis, nor can training
developing an Agency job analysis of Agency jobs, criteria be used to demon-
analysis program; and is proving workable. strate job-related validity.
(D/MS comnent?
b. establish a professional unit None Non concur. Responsibility for OPPPM is the proper locus for

under D/PPPM to develop and
try out a new applicant test
program, and establish
acceptable reliability and
validity data and norms
before tests are authorized
for use in personnel selection.
Also assure reliability and
validity of all other Agency
testing for professional and
non-professional appiicants.

Job analysis should not be
assigned to OPPM. Inspectors
Sﬁgarcnt]y do not understand
ference between job analysis,
which is in the domain of test
validation, and job description,
which 1s in the domain of position
management and compensation. If
more job analysis is needed; it
should be assigned to PSS along
with added personnel. (D/MS
comient ) .

SERREC

a job analysis program as it
relates to all personnel
selection procedures, not
Jjust testing.
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SERRET

RECOMMENDATION

D/MS continue to administer a
partial PATB of 8 cognitive
tests and essay pending a job
analysis and test development
program,

D/MS, in consultation with
D/PPPM, assure that a profile
of cognitive test results, plus
the unevaluated essay, be placed
in an applicant's file prior to
review by hiring officials.

D/PPPM enter into computerized
records for indefinite retention
the names, special skills and

 test profiles of hard-to-get

and unusually promising appli-
cants,

D/MS discontinue reporting
results of five specific
tests which consultants view
as indefensible, and of the
PATB narrative report.

Approved For Release 2003/06/20 :EI/A-RDP84B00890vR000400040026-4

None

None

None

None

D/PPPM _COMMENT

DDA COMMENT
Non concur. (D/MS)

Non concur if raw, unevaluated
scores are to be placed in file.
Potential for unfair and improper
use is high if raw scores are
provided. (D/MS Comment)

Non concur if raw, unevaluated
scores are to be included.
Potential for misuse of raw
scores is high. (D/MS Comment)

Non concur. The tests are
professionally sound and highly
useful. To replace narrative
reporting with 1ist of raw test
scores is ill-advised. (D/MS
Conment )

16 RESPONSE

None

This recommendation initially
stipulated "test results", -
meaning evaluated results, but
has been changed to "profile
of results" to preclude wrong
inference.

Recommendation is revised to
specify test profile to pre-
clude inference that raw

test scores were intended to
be included in applicant files.

Continue to believe that PSS
arguments for relfability and
validity of these tests are

not persuasive.. Re narrative
report, it was not and is not
now being recommended that raw
test scores be disseminated.
Terms "test results" and "test
profile” have been used through-
out to mean evaluated results,
not raw-scores. It was recomendd
that only the essay be included
on an unevaluated basis.

s
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RECOMMENDATION
Vre

S of the Agency's
present recruitment system to

a new system with the following
principal elements:

a. the transfer of recruit-
ment responsibilities to
1ine management to encom-
pass the careful selection
and training of professional, ¢
technical and clerical
employees for recruitment
duties; such employees
ultimately as many as 40
from each directorate and
NFAC, to serve on field
recruitment teams for
two to four weeks, not
necessarily consecutive,
during a given year, and
to be rotated periodically;

b. the similar selection and
training of inter-directorate
teams to serve in WARO, but
for a more extended period
of time;

c. the development and annual
conduct of a training
program to provide employees
newly assigned to recruiting
duties a comprehensive
knowledge of current-
personnel requirements
and of recruiting techniques
and procedures.

N

oAt
D/PPPM COMMENT

Non concur. This recommenda~
tion, in the light of the
preceding 140+ pages simply
does not make sense. Through-
out the report are conments
about the extent to which the
Ereéent recruitment system has
een fulfilling Agency require~
ments in general as well as

‘maintaining quality levels.

The report, as did my own

study, identified "sluggishness"
as the most serious problem

in the processing of applica-
tions. Rather than deal with
this single problem, the
reconmendation here would
dispense with a structure that
1s conceded to have worked and
continues to work. Replacing
trained recruiters throughout
the country who know their
territory well, have excellent
lines of commnunication with
sources of applicants with

teams that would descend on
these recruitment sources like

a horde escapes logic. Little
attention is given to the time
and expense required to develop
and train large numbers of ad hoc
recruiters. No comment is made
on how universities and other
sources would react. Ho attempt
is made to develop cost esti-
mates of where economies of

time and money would be
achieved. No analysis is

SEGRET

DDA COMMENT

This involves a cardinal change

to the current recruitment and
hiring structure in the Agency.

It implies a large, direct commit-
ment of Agency personnel resources,
even from offices currently satis-
fied with the quantity and quality
of applicants and personnel
currently being processed into

the Agency. Your report goes to
considerable length to portray

many inefficiencies in the current
system; you conclude that "Direct,
active participation by line
managers...is a logical and probably
the most efficient course of action
for the Agency to take", yet you
present no evidence to substantiate
the reconmendation. We are aware
of several OPPPM initiatives
already in progress that will
address many of the major procedural
problems discussed in the report

We believe adoption of these
improvements will substantially
compress the recruitment cycle. It
is this reinvigorated systen, aug-
mented selectively by line recruit-
ment, that should be compared to
the full 1ine recruitment system
you propose here. Ve think the
Tine recruitment systen proposed
here, considering the tremendous
number of different skills and
Tevels of people we need, will be
much less efficient than a restruc-
turing of the current system.
0ffices which require new personnel

Approved For Release 2003/06/20 : CIA-RDP84B00890R000400040026-4
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Careful reading of the
inspection report will
find that “sluggishness"
was not cited as the
most serious recruitment
problem. Of equal
importance is the problem
of "bulk" recruiting by a
permanent field staff
considerably removed in
knowledge and experience
from a vast number of
jobs for which it is
trying to recruit.
result is a flood of
professional applicants

(more than 3,000 in FY 79),
75% of whom are never
processed for employment

and only 13% of whom EQD.

It is also a fact that

more components are doing
their own recruiting

because the present system
is not satisfying their
needs. Some of this is
coordinated with OPPPM, some
is done independently. There
is some stumbling over each
other in the field. The
D/PPPH and DDA comnents
appear to overlook that

this recommendation pro-
posed a pilot project,

not a total conversion, to
provide answers to some of
the questions they have
raised. Also, it envisages

The
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RECOMMENDATION ) D/PPPM COMMENT DDA COMMENT IG_RESPONSE
42. (continued)

d. the authorizing of members made of the impact on our with more generalized back- the retention of consolidated
of these recruitment teams minority recruiting effort grounds, for which the OPPPM OPPPM field offices, not a
to reject candidates or, which is just building. system is able to supply - dissolution, to maintain
upon receipt of completed Components would be forced candidates, should not have to contacts with sources, a very
applications, to initiate to recruit by themselves conmit 1ine personnel to an legitimate concern indeed.
immediate action for even though their requirements, already responsive recruitment We would expect at least two
Headquarters interviews except in hard-to-get cate- system, OTR and OPPPM have recruiters in each regional
and /or formal processing . gories, are fully being met. already begun work on the office. We would also anticipate
for employment within . We cannot take seriously such development of a training pro- a personnel commitment by each
mechanisms established by a radical change from a system gram for personnel, including directorate of three man years,
D/PPPM; that is working without at line managers, involved in cumulatively; those selected

least some analysis and recruitment and selection. and trained would be directorate

e. the dissolution of the factual evidence that the Therefore, Recommendation 42(c) recruiters, not individual
Minority Employment system proposed here would at will be implemented shortly. component recruiters and not
Coordinator structure least be able to achieve what nearly as narrow gauge as DDA's
and the inclusion of the present system is.... conments suggest. We comnend
minority employees and To say that we find this D/PPPM for his new approach; we
women in the recruitment recommendation amazing and think it most desirable and
teams; disappointing 1s to understate 1ikely to streamline processing

our lack of regard for the considerably, although not as

f. the retention of not more reasoning that led to its . much as hoped. Nor will it
than three OPPPM regional formulation. solve all of the basic recruit-
field offices to provide ment problems of the Agency. We
planning and administrative . believe D/PPPM's system and that
support for the recruitment which is proposed here are not
teams. . only compatible, but are comple-

mentary and necessary, and both
should be tried.

SECRE[
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II. THE AGENCY RECRUITMENT SYSTEM -- A GENERAL DESCRIPTION

A. Personnel Requirements

The cycle by which the Agency hires new employees

theoretically begins with an annual planning of personnel

needs within approximately operating components of

the Agency. This planning, which projects only a year
ahead, attempts to identify and describe the types of
positions for which new employees are to be hired, as
well as the qualifications sought in candidates. This
information is codified in what are called Recruitment
Guides (see Tab A), of which there_are approximately 180 for
professional and technical positions in the Agency, e.g.,
operations officer, editor, economic analyst, computer
programmer, supply officer, telecommunicator, foreign
linguist, mechanical engineer, electronic technician.
The component planning process also projects the number of
new employees needed in each functional category, including
clerical classifications. These projections are consoli-
dated, first by Directorate, then for the Agency as a
whole into the Advance Staffing Plan (ASP) (see Tab B).

Together, Recruitment Guides and the ASP constitute the

CONFIDENTIAL
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basic guidance by which the Office of Personnel Policy,
Planning and Management (OPPPM) undertakes to satisfy the
Agency's needs for new employees.

Overlying this basic guidance for the past several
years has been an annual Equal Employment Opportunity
Plan (EEOE), authorized by the DCI. The EEOP, adopted from
the Office of Personnel Managemen%, establishes goals of 20%
women, 5% blacks and 2% Hispanics among our professional

employees.

B. Candidate Sources

Candidates for Agency employment come from a wide
variety of sources. They are stimulated by official Agency
action -- advertising; recruiting literature distributed to
dﬁiversity placement offices or employment offices throughout
the country; contact by Agency officials, especially field

recruiters, with persons in academic, business, or other

endeavors who are seen as in position to refer candidates to
the Agency for employment. A large percentage of applicants
is referred in unofficial ways -- through friends, relatives,

professional associates, and Agency employees. Large

GORFIDENTIAL
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numbers write to the Agency in Washington, or contact one of
the field recruitment offices which, although maintaining a
low profile, are listed by number, but not address, in local
telephone directories. Ultimately, a person seeking employ-
ment must obtain and submit an application through one of
three meéhanisms -- the fie]d recruitment network; the

Washington Area Recruitment Office; or a component other

than OPPPM.

C. Field Recruitment Network

The Recruitment Division (RD/OPPPM) maintains a field

Pt network of 11 full-time (and one part-time) professional/

25X1

sible for producing a specified number of clerk/steno and

clerk/typist applicants. There is an additional full-time

25X 1 field recruiter in [::::::::::]who specializes in clerical

and technical recruiting. All full-time field recruiters

have part-time assistants (30 to.35 hours per week).

i 6

L CORFIDENTIAL
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Individual recruiting territories range from a minimum of 1
1/2 states and 52,000 sqﬂa}e miles to ten states with
800,000 square miles, and total populations ranging from 10
to 40 million.

On 1 July 1979, a pilot program of auxiliary recruiters

-

was inaugurated; three Agency retirees, one each in central

P

have been selected for part-time professional recruiting
duties under a local full-time recruiter. They receive a
monthly stipend of $200, plus expenses, and $500 for each of
their applicants who is formally processed for Agenéy
“employment.

Almost all candidacies for Agency employment are
self initiated in the sense that first contact is made
by the candidate, not by an Agency recruiter. Relying
on the sources noted in (B), above, and normally having
had opportunity to review a personal resume beforehand,
recruiters interview applicants in the recruiters' offices;
in hotels/motels, other public places and on university
campuses.

Most interviews are concluded within 25-30 minutes

and, during campus visits, as many as 15 candidates are

7
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interviewed in one day. Applicants judged by the recruiter
to be qualified for one or more positions in the Agency, and
who appear interested, éreugiven application forms to
complete (and in some céses are scheduled for testing). If
and when the forms are returned by the candidate, the
recruiter _appends an interview report and transmits the
applicant file to RD with a rggommendation as to which

component (s) the recruiter believes the applicant is suited.

D. Washington Area Recruitment Office (WARO)

WARO is located on the ground floor of Ames Building.

It is staffed by a chief, six recruiters and four secre-

N

taries.

WARO operations do not differ significantly from
field recruitment offices except that walk-ins are accepted
and, if their resumes appear promising, they are interviewed.

WARO deals with three kinds of applicants: walk-ins;
local write-ins whose resumes are referred by RD to WARO
for followup; and candidates who are found through visits by

WARO's professional recruiters to academic campuses in and

around the District of Columbia, and as far south as North
Carolina, and by clerical/technical recruiters to high
- ‘ schools, state employment offices and other locations in

Washington, D.C and adjoining states.

CONFIDENTIAL
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E. Component Recruiting

Several Agency offices conduct their own recruit-
ing efforts either independently or 1in conjunction with
OP. The offices that do so generally are looking for
candidates- with highly specialized or scarce skills, candi-
dates which the Agency's field. recruitment network has
difficulty producing. These offices, to a large extent,
depend on advertising and referrals from campus contacts,
Agency employees, and industry. The Offices of Economic
Research, Scientific Intelligence, Data Processing and
several offices in DS&T are significantly invo]vedrin
recruitiﬁg on their own behalf, and more are becoming
actively involved.

F. Student Programs

The Agency has two student employment prégrams: the
Student Trainee Program whose primary purpose is to augment
the Agency's work force in the long term, and the Graduate
Fellow Program designed to inform selected graduate students
concerning what the Agency does and how it does it, i.e.,
improve the Agency's public image. These programs also
serve as indirect recruiting devices in that participants
are expected to recommend the Agency to others. Partici-

pants in both programs are given full staff clearances. The

~ CONFIDENTIAL
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Student Trainee (or Co-op) Program has a 100-125 partici-

pants who work in the Agency, primarily in DS&T offices,
T during part of the year for academic credit in a work/study
program concurred in by their academic institutions. The
Graduate Fellow (formerly Summer Intern) Program is limited
to graduadte school students who work in various Agency
components during the summer momths and return to academic

study. Approximately 65 students participated last summer.

G. OPPPM Headquarters Processing - Phase I

The application forms of professional and technical

% (“;;Q; appli;ants, once received at Headquarters, are referred to

_ ; “ the recently-established Applicant Screening Panel in RD,
% where they are reviewed for completeness and skeletal
-é' _ information is extracted about the applicant -- education,
o - experience, foreign language, asking salary, and the compon-
ent(s) recommended by the recruiter -- for the Applicant

" File Listing (AFL). This daily compilation of new applica-
: ; tions and resumes (see Tab C) is disseminated electronically
to some 90 computer terminals throughout the Agency for
review by hiring components. At this stage, OPPPM rejects

more than half of those who have sent in resumes but

almost no one who has submitted a formal application.

SR -
coRF ST
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After review by the panel, applicant forms are trans-
mitted to the Correspondence and Records Branch, Staff
Personnel Division (CARB/SPD). where an (orange) Official
Applicant File and a processing control card are created,
and a letter sent to the applicant acknowledging the
Agency's receipt of the forms. The files of certain pre-
committed applicants, such as telacommunications specialists
and Career Trainees, are sent directly to the interested
component. Under a procedure recently established by OPPPM
to expedite the processing in a particularly hard-to-get
category, electronics engineer applicants (grades GSE-7 thru
e 11) are placed into formal processing a]most immediately,
: leaving for‘]ater'determiﬁation the component to which
the app]ican£ will be referred. A similar procedure for
scarce electronics technician applicants 1is contemplated.
Except. in the instances cited above, the new applicant
files are sent to the Professional Staffing Branch, Staff
Perﬁonne] Division (PSB/SPD) and for ten calendar days are
placed on a shelf, called the Skills Bank, where they are
available for review by representatives of hiring components.
Component representatives who find an applicant of interest
on the AFL have the option. of ordering the file from the

Skills Bank (for delivery sometime after the expiration of

R 1
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the ten-day shelf retention) or of visiting the Skills Bank
in Ames Building to review the file. Components which are
trying to obtain applicants with scarce skills tend to visit
the Bank because their expressed interest in an applicant
usually has primacy over components which ask for files to
be sent to them and because an on-the-spot request that the
applicant be brought in for Pre:brocessing Interview (PPI)
can be serviced much more quickly.

If no component interest is expressed in a given
applicant by the end of the ten-day period, the file is
removed from the Skills Bank and the applicant is sent a
rejection letter. According to OPPPM officials, approxi-
mately 22% of 3600 professional and technical applicants
were rejected in this way during FY 1979. Typica]Ty,
components will ask that full applicant files--in some cases
resumes--be sent to them upon completion of the ten-day
waiting period in the Skills Bank. If more than one com-
ponent requests the same ffle, an OPPPM selection officer
determines to which component the file will be sent; the
other components normally are not advised of this decision.

After reviewing the applicant file, a component either
will reject the applicant or request a PPI. If rejected,

the file is returned to OPPPM for possible review by another

CONFIDENTIAL
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cdmponent or for the transmittal of a rejection letter to

N

the applicant. If the compohént desires a PPI, however, the
file is returned to Professional Staffing Branch where a
processing assistant requests a name check of the applicant
by the Office of Security. Upon favorable response from 0S
-~ an unf;vorable response to a simple request for a Head-
quarters interview is extreme]} rare -- the processing
assistant contacts the applicant by telephone or mailgram to
arrange Headquarters interviews. Following interviews, a
decision is made to reject the applicant or initiate fdrma]
processing for employment. If rejected, the file is re-
- 1 ¢ turned ‘to OPPPM for preparation of a rejection letter; if
“put in process" (PIP), the file is sent to SPD for the

}liiv processing assistant to prepare official requests for

security and medical clearances.

H. Career Trainees

Listing. Their files are not held in the Skills Bank but

are transmitted directly to the Career Training Staff (CTS),

13
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Office of Training. CTS decides whether or not to interview
applicants in the field; to bring them in for Pre-Processing
Interviews, testing and psychological assessment; or to
reject them. If the decision is positive, processing
assistants assigned by OPPPM to CTS handle all of the
processing, except for official cgrrespondence which is sent
and received by Correspondence and Records Branch/OPPPM. If
the decision is negative, the file is returned to OPPPM
where records indicate if another component had expressed
interest in the file when it was first listed in the Appli-
cant File Listing. The file is not relisted on the AFL. If
! \$i f no other interest has been expressed, the applicant is sent
a rejection letter. If a component has expressed interest,

“the file is referred to the component for normal hand]ihg.
I. Minorities

Minority files are not listed on the Applicant File
Listing. Instead they are transmitted to the Minority
Employment Coordinator (MEC), OPPPM, who reviews the file
to determine which directorate/offices might have an
interest. He has the authority to reject candidates he

judges not qualified. In cases of positive judgment,

_ S CONFIDENTIAL
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he sends the file to the appropriate directorate MEC

for review. The directorate MEC then ensures the file
isireviewed by appropriaté offices in his/her directorate.
If an office rejects a candidate, the reason must be stated
in writing. In theory, such rejection can be challenged at
all levels, i.e., directorate MEC, Agency MEC, D/EEO, DDA,
D/PPPM and the DDCI. 1In practice, rejection cases are
usually resolved at the Directorate or Agency MEC level.
a minority candidate is interviewed'for a position and then
put iﬁ-process, his or her p}ocessing is handled thereafter

like any other professional applicant.
J. Clericals

Following review by the Applicant Selection Panel of
clerical applicant forms for completeness, the forms are
transmitted to the Correspondence and Records Branch/Staff
Personnel Division where their receipt is acknowledged by
letter to the applicant and an applicant file created.
The files are then sent to the Clefica] Staffing ’Branch
(CSB), Staff Personnel Division for review by a CSB officer
who determines whether, on the basis of qualifications, the
applicant should be rejected or placed in process. Unlike

the procedure for professional and technical applicants,

15
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which generally requires a decision by an operating com-
ponent to initiate processing, OPPPM initiates processing of

clerical applicants.

K. OPPPM Headquarters Processing - Phase II

-

A decision to begin fdrma] processing for employment,
whether for professional, technicgl, or clerical appointment,
requires further review of the Personal History Statement
(PHS) and other applicant forms to determine their complete-
ness and currency. A PHS which is more than six months old,

for example, may require contacting the applicant for

updated information. For professional and technical appli-

e

cants, this review takes place in the Professional Staffing
Branéh; for clerical applicants, in the Clerical Staffing
Branch. If there are no problems which require contacting
the app]%cant, the file is passed to a processing assistant
who prepares the forms to begin security and medical process-
ing. The processing assistant also arranges for reproduction
of the PHS to serve Office of Security (0S) background
investigation requirements. In approximately a week, the
processing assistant is informed by 0S and the Office of

Medical Services (OMS) that their respective processing has

P | 16
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been initiated and that the processing assistant can contact
the applicant to arrange theﬁgre-emp]oyment trip to Washing-
ton for the medical and-bolygraph examinations. The
applicant is contacted, and depending on his or her avail-
ability and 0S and OMS scheduling problems, the pre-employ-
ment processing trip is arranged, usually six weeks hence.
This contact by the processing.assistant is usually the
first definite word to the applicant of the Agency's
intent to hire. A follow-up letter is sent to the applicant
confirming that he or she is being considered for a position
and the grade and salary of that position; a schedule of

processing appointments is enclosed.

L. Security Processing

The 0S investigation is twofold: background investi-
gation and polygraph examination. When the file is received
in Clearance Division/0S, a name check against 0S files is

undertaken and an interagency (FBI and military) name check

is initiated. A security appraiser decides which [ |

will have responsibility for'the background

investigation and the case is assigned. It is at this stage
that the processing assistant in Professional Staffing
Branch/OPPPM -is informed that the pre-employment polygraph

examination can be scheduled.

17
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The background investigation normally addresses the

TN
f

last 15 years of the applicant's life. Investigations are
ordinarily run to completion even when significant, seem-
ingly disqualifying information is uncovered auring the
investigation. A summary of the highlights of an investiga-
tion is cabled to Headquarters followed by a pouched
T ' report. Starting at the point whgn an investigation request
is received in 0S, an average of 45 days is required to
complete and report the results of an investigation, an
average of 60 days for issuance of full clearance. The
averages fluctuate depending on 0S workload.
During the applicant's pre-employment processing
R visit to Headquarters, the polygraph examination is normally
scheduled to follow the physical examination. In most cases
the polygraph examiner will have the cabled results of the
background investigation. The result of the polygraph
examination 1is transmitted to the Clearance Division, by
telephone if satisfactory, by written report if there is a
noteworthy problem. |
A security appraiser in Clearance Division reviews
the results of the applicant's background ihvestigation
and polygraph examination, summarizes the findings and

recommends approval or disapproval of the applicant. If

18
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approval 1is recommended, .gnd the supervisor concurs, 0S
approval is granted. If d?éapproval is recommended, the
case is referred through the 0S chain of command to the
Director of Security. Only the latter has authority within
0S to disapprove an applicant for employment for reasons of

security. Security disapprovals are issued in about 10% of

-

applicant cases; this percentage has been fairly consistent
over the years, according to 0S statistics. Cases in which
the background investigation or the polygraph examination
uncovers questions of suitability for employment, in con-
trast to established security criteria, are referred to the

Applicant Review Panel for resolution (see N. below).

M. Medical Processing

Examination by the Office of Medical Services (OMS) is
also twofold: physical and psychiatric. These examinations
are given in Ames Building. For selected categories,
psychological testing and aésessment are added. The phys-
ical includes laboratory tests the first day and a physical
examination and consultation with a physician the second
day. Prior to the physical, OMS will obtain, with the

applicant's permission, a statement from the applicant's
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doctor pertaining to any prior significant medical problem.
The psychiatric evaluation involves filling out a Personal
Index, review of the form by a psychometrist, and in about
two-thirds of the cases a psychiatric interview. It takes
an average of one and one-half hours to complete the form.
The psychdﬁetrist, based on her experience and staff guid-

ance, reviews the form for potential psychiatric problems

and determines which applicants should have a psychiatric
interview. (A11 CT candidates are given a psychiatric
interview.)
Approximately four percent of applicants are rejected
Q"}" for employment for medical reasons (1.5% clinical, 2.5%
psychiatric). Cases involving questions about suitability

are referred by OMS to the Applicant Review Panel.

N. Applicant Review Panel (ARP) .

The ARP was established in 1953. It is chaired by an
OPPPM officer with representétives from 0S, OMS/Psychiatric
Staff, and O/EEO, and an advisory member from OMS/Psycholog-
ical Services Staff. It reviews applicant cases referred by
0S and OMS involving questions which are not disqualifying
under security or medical criteria. Examples are heavy

drinking, job hopping, habitual tardiness, indebtedness, and
A | CONFIPENTIAL
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volatile behavior. The ARP follows guidelines enumerated in
the Federal Personnel Manua] Letter 731-3 and in Executive
Order 10450. It meets week]y and considers approximately a
dozen new cases each week. Most of its decisions are
consensus judgments. It recommends by memorandum to D/PPPM
against the employment of some 200-300 applicants a year,
about half the cases referred for its consideration and
10-15% of all applicants in process. D/PPPM almost always
concurs. ARP and 0S, combined, annually reject about 500

applicants who are being processed for employment.

0. The Final Stage

OPPPM processing assistants are informed when each of
‘the above clearance actions is completed. If clearance is
denied, the applicant is sent a letter of rejection stating
that a variety of factors has resulted in a decision not to
hire. Specific reasons are not given; a persistent applicant
can determine the reason(s) by submitting a request»undek
the Privacy Act. If, on the other hand, clearance is
approved by 0S and OMS, the processing assistant contacts
the hiring component to determine a desirable date for entry
on duty (EOD). Components sometimes may indicate at this

stage they are no ltonger interested in a particular applicant

21
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or are unable to hire the individual because of administra-
tive constraints. However;{ff there are no complications,
the assistant contacts the applicant to determine the
latter's preference. In some cases, a certain amount of
negotiation between the applicant and the hiring component
is requiré& to fix a firm EOD date. EOD usually occurs from

30 to 60 days after full clearance has been approved.
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| : III. THE RECRUITMENT CLIMATE

A. Then and Now

Since the 1950's, fhere have been major changes in

the Agency and in -the nation's recruitment environment.

During the Korean conflict, Ehe Agency was expanding in

v; mission and size, but was sfi]] 1ittle known and not very

—i visible. A nationwide network, centralized in the then

Office of Personnel, was developed for producing a large

; number of candidates for employment in professional and
"\ technical positions. The emphasis was on the recruitment of

g_ generalists. Circa 1965, there were full-time Agency re-

STAT

cruiters in

In contrast to the centralization of recruitment,

the actual hiring of app]icants was decentralized among
relatively autonomous operating components which selected
f _xﬁ the best prospects from a seemingly endless flow of files
provided by the recruiters. One Agency official has likened
the process to a supplier (the recruiter) filling barrels 6f
disparate merchandise in a country store, letting buyers

; (components) make their own particular choices.
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As the Agency became better known and developed a

mystique, it was able to .attract large numbers of highly

- qualified applicants willing to persevere in the employ-
ment quest despite lengthy processing times, minimal revela-

Zﬁg”: tion about jobs for which they were being considered, and
| virtually -no communication from the Agency during the long
wait for appointment. Salaries and benefits offered by the
Agency were commensurate with, and in many instances better
than, those available elsewhere. The Agency also enjoyed a
distinct edge in intangible attractions -- service to
country; intellectual stimulus, opportunity for travel,

o - participation in the "omniscience” of U.S. inte]]igénce.

2N

The present milieu is decidedly different. The
Agency' has contracted in size and ‘has fewer recruitment
needs. We have achievéd, not altogether by choice, cpns%der—
able visibility. The resulting public awareness and afti-
tudes have had both positive and negative impact on recruit-
ing. The essentiality of a U.S. espionage function is QtillA
widely accepted within the country and there exists exten-
sive interest in the Agency as a place to work. Thé volume
of inquiries and formal applications is high. (See Tab D.)

But the "bloom" has faded. Today's applicants are more
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skeptical about the Agency and its reputation, seek more
assurances about job tenu;é and Agency morale, want more
knowledge about jobs, are less patient with processing time,

" weigh more job options, and expect substantia1 monetary and
professional benefits.

A]thoagh the country's unemployment rate would suggest
that employers can be highly se]eétive, applicants who offer
high-caliber credentials appear to have the advantage.
Those enter1ng the employment market expend considerable
effort looking for the "best“ job. A 1979 study by the
placement office at Northwestern University indicates that
the reputation of a wou]d-belemployer is still important,
but applicants no longer focus on a single employer.
-Fortunately, judging from the results of employee survéys
-and interviews conducted during this inspection, the
Agency continues to draw people for whom this organ{zation
has had an almost exclusive appeal.

There are those in the Agency who contend that the
basic recruiting concept and system established in the
1950's remains essentially sound on the grounds that "if
works". We find, however, that the system works only with

what we regard as unnecessary sluggishness. Recruiting

25
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shortages have developed in several key areas, notably in
scientific and technical personnel at both entry and ad-
vanced levels, and in clerical personnel. Minority recruit-
ment efforts, which only began in earnest in FY 1974, have
\ not produced significant results. We also believe that the
Agency is‘;n the threshold of a change in recruiting circum-
B - stances, characterized by rising‘salary pressures and need
for quicker responses and improved articulation of job

opportunities if we are to gain the services of high

caliber personnel.

B. Salary Competition

Agency salaries seem generally competitive for entry-
i level personnel, except for some scientific, technical and
clerical categories, and minority candidates. Inflationary

pressures are such, however, that private corporations tend

R .
DU IS SN X5 1

to move quickly and frequently to adjust salary scales
upward. We believe that the Agency will be facfng signifi-
cant salary disadvantages shortly unless there is greater
discretionary use of appdfntment grades and salaries.

Salary disadvantages have already emerged in Agency

components seeking scientific and technical personnel

ADViNISTRATIVE-NTERMAL USE 01
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at both entry and advanced levels. Officials in the National
Photographic Interpretation Center, the Information Manage-
ment Staff and the Offices of Communications, Technical
Services, Data Processing, Sigint Operations, and Development
& Engineering express concern at their growing inability to

-

locate and obtain a sufficient number of qualified engineers,

electronics technicians, computer systems programmers, and

physical scientists. The Office of Communications (0OC)

has only 80% strength in its approximately electronic STAT

rf technician positions and 85% strength in its ngineering

positions. Internal transfers to DS&T, where grade struc-

9’;%’ tures are higher, account for some of the OC engineér short-
ages. The Office of Data Processing has only 74% of its|:| STAT
systems programmer positions filled.

The problem is not limited to initial recruitment;
of equal concern is the loss of personnel already employed,
especially of engineers and systems programmers. Their
‘mobility and frequent job changes have bécome commonplace
in the larger society but haVe introduced "cultural shock"
into many Agency components accustomed to career commitment.
An official of a major international engineering and
construction firm told us that the annual turnover rate

among engineers in his industry is approximately 45%.

0o 27
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Two Agency components have provided us with case
summaries of applicants who have rejected Agency employment
because of salary offers.labur own investigation confirms
this fact and provides a measurable dimension. Listed below

‘E are comparisons of average annual salary offers on a national
scale for® 1979 college graduates without experience and
~‘E\1f _ Agency salary levels for the same “category of personnel. The
B national figures have been tabulated by the College Placement
Council (CPC) and the Endicott Report, published by North-

western University.

o N CPC/Endicott Agency Difference
1 r B
I I ’
Engineers $18,360 $18,101 (GSE-7/1) -$ 259
Computer ‘ 16,560 13,925 (GS-7/1) 2,435

Scientists

The current average starting salary for engineers nationwide
is 10% higher than a year ago, for computer scientists 11.5%
i higher. Agency salaries in these categorieé are 6% and 7%
higher; respectively (October 1978 to October 1979). The °
nationwide salary fiqures cited are average; offers to those -
i with better than average qualifications are scaled upwards

to more than $20,000 (GS-11) for engineers and $19,000

 AISTRATHE HTERMAL U5t o
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(GS-10) for computer scientists. Interestingly, a phen-
omenon which has emerged {h’this upward salary spiral is a
trend by private industry to favor the hiring of bachelor-
S level candidates over the higher-priced graduate-level
i;j ; prospects. There is a major move within the Agency to make
J vf appointments at advanéed steps Qpigher salaries) within the

grade authorized. OPPPM must approve each casé. We believe

this approach is at best a makeshift solution to a problem
which requires fundamental rethinking of the Agency's grade
: and salary structure for hard-to-get bersonne1; For
'1 - ) ' example, the Agency's standard grade for a bachelor-level
| i | engineerkﬁifhout experience is GSE-7, Eanging ffom $18;101
B ‘ (Step 1) to $22,277 (Step 10). Current appointments are
: being made as high as $21,349 (Step 8), leaving less than a
:”Q,é $1,000 leeway within the GSE-7 grade. Given existing
| _% | inflationary pressures, this mérgin will soon evaporate.
; | _ Secretaries are in the hard-to-get category as well; af

“‘} - the same time, despite the Agency's low clerical attrition
rate compared with the rest of the Federal.government, the
Agency is losing secretariés to private inddstry. Appli- ;

cants can bargain with prf#ate industry for entry level

29
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salaries whereas the Agency basically has a fixed scale.

Stenographers, in particu]ar, can command premium salaries.

f%{;;E Private industry often of%;rs more prestige, more challeng-

N ing duties than typing and shorthand, and more generous
benefits.

Many Agency components have turned to part-time cler-

ical staffing to save money and positions. In late 1979,

there were almost 150 such requirements outstanding. OPPPM

is having particular difficulty in locating part-time

clerical candidates because pay scales -- diluted by infla-

tion, transportation, parking and subsistence expenses --

are nof sufficient to attréct _c1er1ca1 applicants in the

numbérs needed. Even in the Washington area with its high

concentration of govérnmenta] jobs versus those in the

Nk . i, .o .

private sector, the latter is drawing relatively larger
numbers of clerical applicants because of advantages in

salaries and benefits.

RECOMMENDATION:
1. The Deputy Director of Central Intelli-

gence have the Director of Personnel

£

Policy, Planning and Management to

develop, in consultation with the
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Deputy Directors, a liberalized struc-
ture of appointment grades for hard-to-
get personnel to enable operating
components to cope with current infla-

tionary salary pressures.

-

C. Not By Bread Alone

The above analysis is not to suggest that job seekers
believe the Agency is just another employer in what is
basically a salary rat race. Although there is legitimate
reason for concern about salary differentials, numerous

A%.; ek Agency officials who are involved in hiring appear to
be overemphasizing the salary issue. Several other pertinent
considerations, both positive and negative, appear to be
receiv?ng inadequate attention. According to a study by the
placement office at Northwestern University , job challenge -

remains the single most impbrtant magnet for those seeking

[P UVEIS MU SRS S . SO ORI

:;; f ' employment. However, a combination of poorly written
recruitment guides, security restraints, lack of intimate
knowledge of Agency jobs among recruiters, and insufficient
attention by component interviewers to relating job demands
| to candidate qualifications and interests result in gen-

erally poor Agency sa]esmanshipf We believe that, in

31
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contrast to earlier times, the Agency needs to se]]\itse]f
to candidates, particularly in the hard-to-get categories,
but without compromising concern for candidate motivation
and excellence.

The second most important factor for today's job
seeker, according to the Northwestern study, is employment
location. Yet, Agency hiring officials appear to pay scant
attention to the positive aspects of assignment in Washing-
ton, D.C. and overseas. _OPPPM recently worked with an
Agency component to produce'a specialized pamphlet on job
challenge and the advantages of 1living in Washington, and
expects to do more of this. We find that candidates are
a]sb concerned about the nature and importance of the
Agency's mission, professional pride, the state of employee
morale, and prospects for job tenure in the wake of highly-
publicized "firings" in the Operations Directorate. ‘We
= think hiring officials need to address these issues when

dealing with candidates.

Component hiring offic}als are insulated from Tlabor
market dynamics, and are not familiar with professional
recruiting concepts and teéﬁniques. We believe that the
Agency, as part of the new approach to recruitment outlined
in Chapter XI of this report, should develop a training
program for personnel engaged in the recruitment/selection

3N cycle.
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IX. -PROFESSIONAL APPLICANT TEST BATTERY (PATB)

The PATB, an eight~hdur series of written tests, has
been used by the Agency for more than 20 years as a tool for
the selection of new professional employees. It is admin-
istered by the Office of M;dical Services/Psychological
Services Staff (PSS). This inspection examined two aspects
of the PATB -- its use in applicant processing and selection,
and the evidence concernihg its reliability and validity.

The first aspect was addressed by the inspection team,

v the second by two experts {n psychological testing who have

extensive experience in hcademic, military and indus-

S trial settings, and are widely quoted in current profes-
sional literature on the subject.

[The complete reporf brepared by the consultants
appears as Appendix H to this report. Detailed consultant
findings and explanations are necessarily omitted from this
chapter which attempts to present their major findings
in non-technical terms. _Appendix H should be read in its

entirety to obtain a full understanding of the consultants'

findings.]
!
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A. Agency Use of the PATB

Our findings concerning the use of PATB are based on a
questionqaire survey of 900 employees entering on duty
between 1 October 1977 and Augugt 1979, and of 500 super-
visors. They also derive from interviews of Agency employ-
ees, and from a review of Recruitment Guides which indicate
whether the PATB is supposed to be administered to appli-
cants for a particular type of job. .

We find that there is no consistent policy withinAthe
Agency as to which app]icahts(shou]d take the PATB and which
not. Among recently-hired professiona] employees, two thirds
report they had taken the PATB and one third report they had
not. A1l Directorates resort to it to some extent, but the
Directorate of Science and Technology relatively little. It
is, for example, administered to applicants for engineering

positions in some components, but not in others. As appli-

.cant files are shunted from one component to another, it

often happens that among applicants being considered for the

same type of position, some will have been tested, some not.

— - PR 4 py——
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Decision as to whether an applicant must take the PATB
is made at the Office and Division levels, and such deci-
sions often are not consisgeht among Offices and Divisions.
Even within components thch specify in their Recruit-
ment Guides that the PATB is to be administered to appli-
cants for certain positions, reliance on it by individual
managers varies from extensive ta total disregard. More than
60% of 500 supervisors who were surveyed either have no
opinion about PATB's usefulness or indicate that it is not
used by their‘components. Only about one-fourth of the
supervisors indicate that théy give significant weight to
the applicant's performance on PATB in making employment
decisions. ' |

There is a need for the Agency to develop a systematic
policy on the role of PATB 1n_personne1 selection. This does
not imply that all applicants.should be tested, just that
applicants for a given type of position should be evaluated
against uniform selection critefia. Policy guidelines need
to be set for determining the positions for which the
PATB is to be used as a se]eétion device, and such guidelines
should be followed by all components. If the decision to
require or not require PATB for professional jobs is made

arbitrarily by individual managers there is a high potential

Approved For Release 2003/06/20 : CIA-RDP84B00890R000400040026-4 ™.
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for violating EEOC Guidelines on disparate treatment of

applicants. In the opinion of the Office of General Counsel,

"If CIA does not comply with lawful and appropriate EEOC
regulatory issuances, CIA would stand in violation of both

1/
statute and executive order."

-

RECOMMENDATION: : -

36. The Deputy Director of Central Intelligence
instruct the Executive Committee to develop,
for regulatory issuance, an Agency policy which
specifies the types of positions for which sele-
tion tests are to be administered, and the types

of testing appropriate to such positions.
B. Reliability

An important consideration in evaluating a test
battery is its reliability; a test is regarded as reliable

if repeated measurement gives consistent results for a

1/

" Memorandum from the Deputy General Counsel to the Director

of Equal Employment Opportunity, 0GC 79-05429, 13 June
1979.
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given individual or if the individual's relative standing in
S a group shows little change. If test scores are not reli-
- able, they cannot be used with confidence for accurate
measurement or pred1ct1on g

Some reliability data are available from PATB research
performed in the mid-1950's. PSS states that, in 1975, five
additional studies were made of the reliability of the PATB,
although only one 1975 study was made available to the
consultants and the inspectors.

A review of these data shows that for white males and
females, only five of the PATB's 31 tests have reliabili-
ties that the consultants regérd as being at least minimally
]ﬁ- acceptable. For all other tests and scales in PATB for which
reliability data are available, they regard the reliabili-
ties as below minimally acceptable level; i.e., the scores
‘:'t}i - from them are too unstable for use in making decisions about
individuals. No reliability data are available for the
o iy - sample of writing ability or the scoring procedure. The
consultants find PATB .reliability data particularly inade-
quate for females and minorities, due apparently to failure
to recognize that females and minorities have become a more
significant portion of the Agency's professional work force

I . than they had been in the 1950s.
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The consultants caution that, until adequate evidence
exists that a test is sufficiently reliable to be used, it
is unwise as well as legally questionable to use it as a
personnel selection device. To do so violates professional
standards for test development and violates Equal Employment
Opportunity Commission (EEOC) Guidelines because it can lead
to false interpretation of tesf scores,

The Psychological Services Staff (PSS), in response to
the consultants' findings and conclusions, asserts that when
the PATB was developed in the 1950's it was validated,
normed for use in persqnne] selection, and a concerted
effort made to establish its reljability. . PSS further
asserts that once the re]fabi]ity of the tests is estab-
lished, and the test battery put into use, there is usually
little reason to question the reliability further. We
believe the changing composition of the applicant population
constitutes ample reason to recheck PATB reljability. In

consequence of the consultants' criticism of the adequacy of

the reliability data, PSS recently conducted reliability

studies of eight of the PATB's cognitive tests administered
to 426 applicants in 1978 and 1979. On the basis of these

studies, PSS advises that reliability co-efficients for the

235 males, 191 females, 228 whites and 198 blacks in the
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study exceed minimally acceptable levels. We find several
difficulties with these results: the statistical method
used to establish test re]fabi]ity yields spuriously high
results when used with tests whose questions are not independ-
ent or for tests that are timed. Also, results of reli-
ability studies for the eight tests cannot be assumed to
extend to the ofher 23 tests in=*the battery. A recommenda-
tion later in this chapter addresses the PATB's reliability
within the context of a comprehensive approach to the

Agency's psychological testing program.
C. Validity

A second major consideration in evaluting a test
battery is its validity; a test is regarded as valid if
there exists a demonstrably logical relationship between
specific elements of the test battery and knowledge and/or
skills required in the job, or there is a statistical
relationship between test §cores and performance on the
job.

The consultants, in their review, considered the
several types of validity recognized by the American
Psycho]ogical\ Association (APA). ~ Essentially, there are

three -- content validity in which actual elements of the

RT OMeit Y
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work are replicated in testing; construct validity in which
knowledge, abilities and skills logically related to tasks

performed on the job are tested; and criterion-related

validity in which statistiba] comparisons are made between
jndividuals' scores on certain tests (not necessarily
related demonstrably to the work) and measures of incumbents'

performances on the job. An example would be a correlation

between scores on a numerical operations test and performance
in a job not involving mathematical computation. Virtually
all of the validity studies conducted by PSS on elements of
the PATB over the years have been of the criterion-related
type.

The consultants reviewed 23 studies done by, or under
the auspices of, PSS. They conclude that the evidence
presented for the va]idity of these studies is seriously
inadequate. They state that of 16 PSS studies relating
performance on the tests to performance on the job, only ten
provide sufficient information to permit judging the evi-
dencé for validity. They find that even the evidence which
is presented in the ten studies is fragmentary, very weak
and unconvincing, and does hot meet minimum standards set by

the APA or the EEOC's Uniform Guidelines on Employee Selec-

tion Procedures. The consultants point out that the samples
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of job incumbents which were used are too small; that
the incumbents who were studied represent primarily a
high ability range and cannot effectively be used to
validate tests which seek to differentiate among applicants
across the entire range of abilities; and that relevant,
reliable and unbiased job performance measures were not
available by which to judge the incumbents' success on the
job.

The consultants also find that PSS' statistical mea-
sures of the degree of agreement between the test scores of
individuals who Were hired, and supervisors' subsequent
rating of the performances of these individuals in partic-
ﬁ]ar jobs have been inconsistent and generally low. They
assert that such results are to be expected in the absence
of suitably reliable tests and when the hiring process

- eliminates the Tless - talented applicants, resulting in a
restriction in the range of talent available for subsequent
study.

PSS has, in some of its studies, developed special
criteria for measuring employee performance, but PSS acknowl-
edges that the job performance data used in its validation
studies generally is not satisfactory. Fitness report

ratings on which many of the studies are based are neither
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sufficiently reliable nor differentiated to provide an
acceptable basis for test ya]idation.

The consultants fiﬁa no validity data of any kind for

the PATB writing sample and point out that the STAT

, which compares an

applicant's self-expressed interests with those of incum-
bents in a wide variety of jobs common outside the Agency,

lacks both‘Agency norms and Agency validation. PSS contends

that Agency norms per se are not necessary for the STAT
because external interest profiles developed as part of the
instrument are re]evant_ to Agency jobs. The inspectors
find, however, that a hiring offigia] contemplating the
selection of an applicant for a job as a 1%brarian, re-
searcher, or security investigator is not demonstrably
helped when informed in the PATB narrative report that
the applicant has interests similar to a forester or aviator.
Although there have been some attempts to validate certain
items on the Biographical Information Inventory, statistiéa]
evidence for its validity is lacking and, again, because of
the lack of explicit job analyses, logical relationships
cannot be established.

Four PSS studies have been done on the validity of

PATB test scores for predicting success in foreign language
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training. According to the consultants, only two of the 3]
PATB tests were related wiﬁh any consistency to success in
foreign language training’gut these related only tq training
%Z1¢‘i\ in French and Spanish. They conclude that the results
of these four studies do not establish the va1ﬁe of PATB for
evaluat%ng language aptitude. PSS objects to this conclu-
sion and states its work in this area remains exploratory.
Still we find the results being reported to hiring officials
as predictors of performance in foreign language study.

It is the consultants' view that the confidence with
which results of the validation studies are reported
as predictors of job performance greatly e*ceeds the level
of confidence which is justified by the statistical data on
the reliability and validity of the PATB.

Given the .inadequacies, on both theoretical and
practical terms, of the existing criterion-related test
;ﬂw o validation program, we believe the Agency should adopt a

| distinctly different approach which is both professionally
and pragmatically sound. The consultants recommend a
construct test validation based on comprehensive job

analyses, and we agree. (A proper job analysis identifies

4 Big gfa han\-n}ﬂm"in Ej%g:- {8
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the knowledge, abilities and skills an individual should
possess in order to perform a particular job, or group of
similar jobs, effectively.)d;

The consultants find no evidence, in the PSS data
which were made available to them, that comprehensive job
analyses have been perforﬁed.for the purpose of validating
the PATB or other Agency personnel selection procedures.
They explain that the mean test score profiles of individ-

uals already performing Agency jobs, which are now relied

“upon, do not constitute job analyses. They conclude that

there is no logical, professionally justifiable relationship
(or construct validity) between the PATB and fhe jobs for

which it is used as a se]ection tool. PSS asserts that its

Test Data Book #15, dated 1 July 1958, constitutes evidence

of job analyses appropriate for this purpose. The consul-

tants disagree, pointing out that almost all the data in the
book relates to success in training rather than to success
on the job and that training criteria cannot be used to
demonstrate job-related validity.

The consultants cite the absence of job ana]yﬁes upon
which to base selection as the most serious deficiency of
the PATB; They assert that the lack of job analyses is a

violation of APA professional test development standards
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and of EEOC Guidelines when a statistical relationship
between test scores and job performance ratings cannot
be established feasibly.
"Q ‘ " PSS, in commenting éh the consultants' report, has
| construed their recommendation of comprehensive job analyses
for the Agency as a "mechanistic, task-oriented approach".
The thrust of the consultant$8' recommendation is that
comprehensive job analyses identify not the detailed tasks
to be performed, but the human attributes (knowledge,
abilities, and skills) needed to perform a given job, or
group of similar jobs. In endorsing the consultants' view,
- _ the inspection team is suggesting the use of just such é job
analysis instrument, one which has been used widely, although
certainly not exclusively, 1in private industry and which
forms a basis for the Federal Bureau of Investigation's
testing program to select new spécial agents.

Initial work in conducting comprehensive job analyses
could be accomplished under contract by a group of cleared
test development specialists/consultants, using commercially
available instruments. At the same time; the Agency should
hire test development specialists for an ongoing capability.
We estimate that three to four professional personnel, with

supporfing staff, would be a workable complement for such a

T Tl 155
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) f‘. test development unit. Appendix H of this report should be
provided to them for initial guidance.

The inspection team believes that responsibility for
the development of an Aééncy comprehensive job analysis
program should be placed within the Office of Personnel
Policy, Planning, and Management, rather than in the Psycho-
logical Services Staff, Office of Medical Services, because
such analyses are relevant not only to testing but to the

_ entire range of personnel selection procedures. We note that
a recommendation to this effect recently was made by the
Agency task force for implementing the Uniform Guidelines

g: T and was approved by the DDCI.

‘ RECOMMENDATIONS:

g 37. The Deputy Director of Central Intelligence:

; a. authorize thé'Director of Personnel Policy,
Planning, and Management to contract with
job analysis specialists to assist the
the Agency in developing an Agencywide

| job analysis program by a specific date.

| These specja1ists should.consider, among
others, the ,Position Analysis Questionnaire,

‘ developed at Purdue University, for this

',f purpose. It is a worker-oriented, as opposed
) i to a task-oriented, approach. It permits .
e 156
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one to generalize the human attributes under-
lying diverse jobs performed in the Agency.
establish a,dnit of three to four profes-
sionals under the Director ofﬂ Personnel
Policy, Planning, ‘and Management ‘to develop
and try out a new applicant testing program,
and establish Srofessionally acceptable
reliability and validity data and norms
fof such tests before they are authorized
for administration and use in personnel
selection. This unit should also be respon-
sible for assuking the reliability and validity
of all other Agency testing for professional
and nonprofessional applicants. Job analysts
and test deveiopment specialists with demon-
strated profeésiona] training and practical
experience in the specialized fields of job
analysis and tgst development should be hired

for this unit.
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D. PATB Narrative Report

The consultants have major reservations with respect
to the narrative report thét is prepared to summarize an
applicant's PATB results. They assert that the strong,
confident recommendations to hire or not to hire applicants
for speci}ic jobs or in specific components are not sup-
ported by the available evidence for validity of the PATB.
The consultants point out that since most of the PATB tests
lack adequate reliability and have little demonstrated
validity for jobs in the Agency, the narrative reports
based on the test scores are misleading and potentially
unfair. In addition, they find no written guidelines
available to or used by the psychologists in writing the
narrative report, and statevthat sections of the repbrts
tend to vary considerably in unpredictable ways. To them,
the variations appear due as much or more to the personal
idiosyncrasies of the psychologists as to differences in
performance on PATB among applicants. For exampjé, reports
~of applicants' writing abilities variably address grammar,
syntax, spelling, sense, and literary quality, and use

ambiguous terms to describe the results.
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PSS challenges criticism of the PATB narrative report
because the consultants and jnspectors failed to examine the
raw test scores on whicﬁ fﬁg reports are based. The Staff
asserts that objective judgments of the reporting of test
'results cannot be made in the absence of direct, s1de-by—
side comparison of the narrative reports with the test
scores on which those reports are based. The inspection
team acknowledges that such side-by-side comparison was not
made but reiterates that comparable sections of narrative
reports vary greatly in bofh the selection and‘treatment of
points which are addressed. In the final analysis, the real
value of the narrative report to a hiring official depends
on the reliability and va]idjty of the test results behind

it, and on their objective presentation.

E._ Relevance for Minorities and Females

At the time of the consultants' review there was no
evidence that studies of adverse impact as defined by the
EEOC had been done for PATB or for any other selection
procedure used in the Agencye Although there was no direct
evidence of bias or unfairness, the consultants believe
there is the following sérious potential for misuse or

unfair use of PATB:
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-- no evidence that minorities were represented
in the groups used to norm the tests;

-- no evidence that'minorities have been included
in the sampi;s used to determine job-related
validity;

-~ evidence that females have not been repre-
sented at all in some samples and are under-
represented in others;

-- reliability data for PATB tests and scales are
not available for minorities, nor for the work
attitude scales for females.

’jf Only two studies of minority gpp]icants apparently
have been done by ?SS. " According to the consultants,
one of these, done in 1974,’did not analyze the data cor-
rectly and must be disregarded. The other, initiated in
1979, they view as not yet conclusive with respect to
fairness of the PATB. The study was in process when they
completed their review. PSS reports that the now completed
study of 952 black applicants between January 1974 and
January 1977 reveals that the Agency hired épproximate]y the
same percentage of blacks frém among those who took the PATB
as it did from among those who did not. The PSS study also

; found that, among black applicants who were tested, the
VE? R _ 160
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scores of those who were hired were superior overall to
the scores of black appl}cants not hired. Finally, PSS
reports that during this period the Agency hired 15% of the
1; }j black applicants who were tested, 13.8% of the white appli-
cants who were tested. PSS concludes that PATB testing has
o adverse impact on b]ackvépplicants and that this study is
sufficient to meet EEOC Guidelines on this question.

We conclude from our own review of the Uniform Guide-

lines for Employee Selection Procedures that PSS' view

on this question should be acceptable to the EEOC for the

time being. However, the Guidelines stipulate that data
t: (13 about the impact of selection techniques, including tests,_
must now be compiled in relation to specific jobs or job
categories. This is not yet being done.

PSS asserts that there is not enough test data for
other minority groups to méke any determination whether
these groups are experiencing adverse impact from the
PATB. Again, the Guidelines specify that in the absence of
such data, "the Federal enforcement agencies may draw an
inference of adverse impact of the selection process from
the failure of the user to maintain such data, if the user
has an underutilization of a (minority) group in the job

category, as compared to the group's representation in

161
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the relevant labor market or, in the case of jobs filled
from within, the applicable work force." (Section 4.D.)
Thus, the Agency will be required to maintain and report

minority test data with which user components will be able

to conform to the Guidelines.

-

F. Summing Up

The Psychological Services Staff seeks an augmentation
of its staff with which to intensify its research work
on the PATB and other psychological services; it also seeks

improved access to personné1'data which would strengthen its

~criterion-related test validation program. We believe that

PSS ié, indeed, shorthanded, but are concerned that, in its
comments on the consultants' study, appears to support
the status quo concerning thevpontent, reliability and
validity of the PATB as‘wéll as to endorse individual
managers' completely discretionary use of it in the selec-
tion process.

By contrast, we be]ievé that major changes should be
made in the testing program to make it more reliable and to
convert tést validation to the construct validity concept
based on a comprehensive job analysis program within the

Agency. We are moved to this view both by the consultants'
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report and by the Uniform Guidelines which call for selec-
tion criteria based on job analysis.
Despite their criticism of the PATB and of the validity

evidence for it, the consuifants see the Agency's need for

a battery of good selection tests. If testing is eliminated,

the only procedures for selecting personnel would be inter-
view, review of past academic records and experience, and
personal recommendation. They view each of these alterna-
tive procedures as having major shortcomings, with none
being able to provide the sort of relevant information about
an applicant's capabilities that are potentially available
from a good selection baftery;

Based on the consultants' foregoing analysis of PATB
and their evaluation of fhe>Agency’s vulnerability fo legal
challenge, we considered the recommendation that PATB be
suspended in its entiretyiunti] validity and adequate

reliability of its tests have been established. However, we

share the consultants' belief that the Agency needs a

battery of good selection tests and recognize the possi-

bility that future studies may indeed confirm the construct

validity and adequate reliability of some of the existing

PATB tests. Consequently, we favor a modified course of

action which retains certain aspects of the current PATB
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program while efforts are initiated to develop a sounder
psychological testing program for the Agency.

v'<”i Although the consultants found no suitable evidence for

validity of the measures of intellectual ability, and that
t}f;f; some of these tests had low reliabilities, we do not recommend
| that use- of these be discontinued at this time. Some
require modification, and all raquire new norms based on a
representative sample of current applicants. They also
require a logical rationale (to establish construct validity)
for their use, based upon a sound job analysis. Pending
such developments, they may provide at least some. basic
C:f measure of an 1nd1vidua1‘§ intellectual ability. They

- should be modified, however, with all possible speed.
RECOMMENDATION:

38. The Director of Medical Services continue to
administer the fo]]owiné tests subject to the
Agency's initiating a job analysis-and test develop-
ment program:

-- Vocabulary
-- Reading Comprehension
-- Figure Matrices

-~ Arithmetic Reasoning
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-- Contemporary World Affairs
-- Numerical Operations

-- Consideratfons

-- Interpretatioﬁlof Data

-- Essay (Writing Sample)

We égree with the consultants that profile results of
the eight cognitive tests listed above should routinely be
reported in Fhe files of all applicants who are tested,
and that nahes of applicants with special skills and
high abilities be retained for computerized recall for an
indefinite period. Reports of applicant test profiles
should include the notatien that the use of the eight
cognitive tests is an interim procedure pending a validated
testing program. The essay also 'should be included in the
applicant file on an unevaluated basis. This data, of
course, should be removed when an applicant enters on
duty. “

RECOMMENDATIONS :

39. The Director of Medical Services, in consultation
with the Director of Personnel Policy, Planning,
and Management, 1ﬁsure “that a profile of cognitive
test results, plus the unevaluated essay, be
placed in an app]i;ant's file prior to its review

by hiring officials.
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4 40. The Director of Personnel Policy, Planning and

Management enter into computerized records for

indefinite retention the names, special skills

and test profiles.of hard-to-get and unusually
promising app]icanfs.

41. " The Director of Medical Services discontinue

reporting test results for the following PATB tests

and procedures which the consultants view as

indefensible:

STAT

~

-- PSS Professional Applicant Testing Report

i ' “(the narrative report written by OMS/PSS

psychologists) in its entirety.

} The tests could, however, continue to be administered for
| internal research purpose§ until sufficient validity data
|
! . are available to support their use as a selection tool.
!
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