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ARMY SERVICE FORCES

SIGNAL SECURITY AGENCY
WASHINGTON 25, D C

SPEIS-4A 13 February 1945

MEHORANDUM/for Chief, Perconnel and Training Division

P -
Subject — Recommendations of the Control Office

-

1. Reference 1s made to three recommencdations of the Control Office
as a result of their study df the Personnel Branch, These recommendations
wi1ll be daiscussed in the following paragraphs.

2. The first ana most far reaching recommendation of the Control
Office 1s that a1l CAF-2 positions be up-graded, and arrangements mede
for recruaitment of CAF-2's only ue trainees, and thet present CAF-3 posa-
tions be reviewed with a conesidcration for their reclassifaication to
CAF=-/ posations.

&g. The basis cf their recommendstion is summarized as follows

(1) The ancreese of pay for lover graded employees will
substantially reduce the separation rate of civilian
employees.,

(2) Reéuced separation rates would result in savings in
recrvuitment expenses to more than off-set the total
cost of paying the low grade employees higher wages.

(3) The reduced separations rate would provide for increased
security of operations.

b. The Personnel Branch aoes not concur in this recommendation
for the following ressons

(1) This recommencation 1s contrary to the Classification
Act of 1923, as emended 1

(2) The prainciple that an employee must change his dities
or responsibilities before he receives a substantial
increcse 1n salary 1s sound management Thias principle
1s followed an pravate inaustry as well as in the
government service

(3) The dafficult probler of maintaining an adequate 1in-
ternal relationshin between verious jobs in the agency
beccres almost impossible when the standards which the
Classificaetion Analysts now follow are discerded, as

"a recommended by the Control Office.
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(4)

(5)

(6)

(2) Job descriptions as prepared by individual
employees or their supervisors would be the only
basis of determining allocations of positions,
inesmuch as Classification Analysts could not be
reguired to perferm desk audits of positions and
shut their eyes to the actusl duties perforred.

(b) This reliance on written job descripticns would
require the agency to revert to the chaotic classi~
fication conditions that existed approximately four-
teen months ago. At thet time the ability of the
employee or his immediate supervisor to compose
elaborate job descriptions was rewarded by higher
classification,

(¢) Tme administrative procedure believed necessary for
the adoption of the recommendation of the Control
Office wovld result in further decentralization of
personnel authority. Inasmuch as Classification
Analysts would be expected to overlook, at least in
many cases, the actual duties performed, the state~
ments of supervisors would have to be accepted
completely. Consciertious supervisors who might
at first be reluctant to certify that an employee
wae performing the dvties of a job description which
greatly expanded the actvel duties, would be more
willing to make such certifications when they knew
that other supervisors were making similar statements.

The resignation rate among employees who are presently
occupying higher graded positions might well be increased
as & reaction to this preferential treatment of lower
salaried employece.

The exemption of this agency from surveys by higher
authority should not be regarded as license for in-
discriminate use of the asuthority granted. The broad
sweeping changes recommended are such that they would
become common knowledge and might well in themselves
encourage investigatory action.

The separations of this agency cannot be regarded as pri-
marily erising from the employees' dissatisfaction with
their salaries.

() There are known to be many who are presently self-
sufficient in Washington who are receiving only
the weges of e CAF-2,

(b) For the calendar year 1944, the percentage of
separetions of thie agency &as compared to the total
of Army Service Forces was not alarming. The
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salaries of at least half of the Army Service
Forces employees were determined by local pre-
vailing wage rates, and not by the Classification
Act of 1923, es amended. In spite of this, our
gseparations rate was considerebly lower than that
of Army Service Forces,

(¢) It is my belief that the high. turnover rate of all
employers at this time arises primeraly from the
wer-time situaticrn whach has forced into employment
more youthful female workers, uprooted the bread-
winners of families and changed family lives, and
which has made workers generally more mobile and ill
at ease than in peece times. There is no reason to
tclieve that compensation will substantially affect
the labor turnover,

3. The adcption of the recommendation of the Contrcl Office must
be regarded as irrevocable action, and as such should be the subject of
careful deliberation. The following are listed ae constructive suggestions:

ay Within the fremework of our present system, promotions must
be effected as & result of plafement. The agency is in dire need of a
more effective placement policy between sections and branches. There are
at present eighty-five persons who are occupring positions which are allo-
cated grades lower then their classification, while there are eight hundred
anc thirteen persons who are occvpying positions which are allocated grades
higher than their classification, The latter group are, of course, poten-
tially eligible for promotion. It is the aim of the Personnel Branch,
through an adequete follow-up program with the Branch Personnel Officers
to determine that the more qualified persons are selected and appointed to
£il1l these higher graded positions. Through an adequate follow-up policy
within each branch, it is expected that persons will be prevented from
becoming "stymied" in their various jobs.

b, Request special authority from the Wer Department to provide
for the payment of agency employees from special funds in order thet the
agency may determine the compensation to be paid to various graded posi-
tions. It 1s known thet the Office of Strategic Services, for a period
of time, did have such an arrangement, and compensated their employees
at salaries different from that prescribed under the Classification Act
of 1923, as emended.

4. The Control Office has further recommended that &ll prospective
employees be shown the gross and net monthly salary they will receive
before being recruited in the field, and that e true picture of the living
costs in Washington be emphasized at the place of recruitment. The Person-
nel Branch concurs in these recommendations. Each of the recruiting
officers will be instructed to discuss the monthly gross and net salary
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with each employee at the time of recruitment Further efforts will be
made to insure that eacn new recruat receives more complete information
as to living costs in Washington,

Y

J. W. Drury
Captain, Signal Corps
Chief, Personnel Branch

1 The Brookhart Act of 1930 (46 Stat. 1003), authorized and directed
the heads of departments to adjust the compensation of positions in the
field service to correspond with the pay scales of the Classification Act,
as amended by this act. Section 2 of the Brookhart Act, direct-ng such
adjustment, is regarded as mandatory, and subsequent cecisions of the
Comptroller General have had the effect of requiring the agency to apply
the principles of classification to the field as well as to the department-
al service. (14 Comp. Gen. 183,392, 15 Comp. Gen. 154.)

2 Comparative statistics on the monthly seperations rate of Army
Service Forces and the Signel Security Agency are shown below.

1944 ASF_ _Ssh_
January 8.1 4.2
February 7.0 2.8
March 7.8 3.9
Apral 7.9 3.3
May 8.3 5.2
June 8.2 5.0
July 8.6 5.3
August 10.5 5.5
September 9.4 5.7
October 8.1 4.2
November 6.7 35
December 6.2 b3
Monthly Average 8.1 Lod
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OFFICE OF CHIEF,
PERSONNEL BRANCH

, Captain J. W, Drury ,

2d Lt, M, B, Mattingly
4 Civilians

l

1_ 1 1 L 1
Recruitment & Classification & .
Payroll snd Leave Transactions & Records Placement Employee Services Wage Admin. ‘
CIC Mrs, Ruth Johnsorf | CIC srs, Elizabeth Cox| { lst Lt, J. S. hieffer| {1lst Lt. G. C. Keiser| {lst Lt J. k. Kenne
58 Civilians 27 Civaliens 1 Civilian 18 Civilians 12 Civilians
I [ |
Placement Recruitment Separations

ist Lt, B, K, Espedali 1lst Lt, E, J, Henning| | 1st Lt, Walter C, Gorey
3 Cavilians 1 Civalian 5 Civilians

Local Recruitment

H1st Lt, W, C, Trinkle
1 Civilien

Corres. Recruitment

H 28 Lt. Granger F, Hil
4 Civilians

26 Field Rec. Offacers
5 Civilians
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RO’I‘ING AND WORK S T

SUBJECT Coordination Trips
Number Na;ne. Division or
each To— Memorandum Branch, and Date
action
1. Acting Chief, 1. I have reviewed very carefully the re-

o7

Training Branchports on the trips made by Lt. Grimes and Lt.

IHowze, and also the report made by Lt. Park and
Lt. Reimers.,

2. These reports are very interesting as
they show generally that there i1s no coordina-
tion of training throughout the Army Ground
Forces, Army Air Forces, and Army Service Forceg
as tre lack of information as shown by these re-
ports at these schools is not merely on details,
but it is pasic and a number of obvious ques-
tions present themselves:

a. Have any steps been taken to correc
this procedure by the issuance of a bulletin or
an authoritative letter to these schools, re-
viewing in detail the subject matter discussed
and presenting a zar Department doctrine on the
matters under-discussion?

b. In the case of the recomendations,
what steps have been taken to carry out the
recommendations made, and who 1s responsible?

¢. 1In detail, has a letter actually
been sent to the Army Ground Forces as suggested

i d. Has a training film been made up?

e. What steps have been taken to
establish closer coordination between Signal
Security Agency and Army Ground Forces to assure
dissemnation of material under review, and if
so, what material has been sent and who sent it?
f., Has a War Department letter been
sent to the major commands describing violations
pof radio procedure.

- g. And finally, has a monthly Security
Pulletin been issued, and if so, who gets it out

3. It strikes me without going into furthe
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SUBJECT.

Number

action To— Memorandum Branch, and Dace
1. Cont'd detail that this is a subject which has been

Kicked around without any one section or umt
being definitely in charge of this instruction.

L. I know that in the Command and General
|Staff School at Leavenworth, Kansas, the hand-
ling of communicatlions 1s hopelessly inadequate,
and the material available for study there on
this subject is contained in so many manuals and
in so many separate bulletins, many of which
contradict each other, that 1t 1s almost hopeleg
Ifor an officer unfamiliar with this subject for
himself prepare it to give.

5. In short, I believe that this is one of
the most important functions of Training Branch,
and it is imperative that we have a clear under-
standing as 1o who is responsible for this en-
tire coordination of training for Army Service
Forces, Army Ground Forces, and Army Air Forces,

[/

James H, Frier, Jr.
Major, SPSIS-lA

8 February 1945
Ext. 472 .
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