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AGENDA

FOR THE
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CIA CAREFR SERVICE BOARD

16th Mesting, Monday.?B November 1953, at 4s00 P, M,
DCI Conference Room, Administration Building

1. The minutes of the 15th mesting will be available for
. approval at the 3 December meeting of the Board,

2. Report of the Junior Officer Task Force dated 9 November
1953, (previously distributed); for discussion,

3. Report of the Panel on Career Service for Women datad
Novenber 1953, (praviously distributed); for discussion.

L. Memorandum from the Acting DD/I reparding, "Responsibility
for the Assignment and Career Development of General Admine
istrative Personnel.” dated 18 November 1953; (attached for

° Momtion)o

5. Hemerandum from the Acting DD/I regarding, "Restrictions
ard Obligations on CIA Careorists,® dated 19 Nowvember 1953;
(attached for information)s )

6, ¥New business,
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— SECURITY . JURMATION

MR, KIRKPATRICK: Gentlemen, should we come to order? We have a |
slightly lighter agenda than normally. I notice tbat the first item on
the.Asenda is for next week, so e will pass that one. Item 2 is thé "Re-’
port of the Junior Officer Task Force" which we mentioned very briefly last
week. Does the Board wish to make any further comment on this Report? '

MR. SHELDON: I thought it was a good report. Action is being initiated
in many respects to-take care of the' problems, and it would seem to me it

' wvas appropriate for us to commend them for a well done report, and have

the Board note it, that attention is being given to it -- something along
those lines. '

MR. BAKER: I think this i1s a very signifiea.nt report, and I hate for
us to Just pass it off too lightly. This is a very humen sort of document,
vhatever else you can say for it. | ‘

MR. KIRKPATRICK: Tais is the Junior Officers' Report, Mr. Helms.

MR. BAKER: How much of this report can be written by the Junior Officers
of the Kodak Company or the Department of Commerce 131 a very good question.
I hope that none of these euys -- and this will be the Job of the superviaora -
get the idea that Career Service is something that is going to take all

of the-emsbythehmdandleudthamalluptobecs-la'lom day, and
I would Just for w own information like to knov what the other gentlemen

here think of that aspect of the report, how nm.ch of it really is something |
we can do about 11; here,and hov much of it is the stand&rd unhappiness and
insecurity of young men.

o KIRKPATRICK: Red, 40 you have any comment on that report?

COLO!EL WHITE: No, I read it with & great deal of interest, and there
are very few bellyaches in there that I baven't heard before. Some of them
are real and some of them are not real. Some of the statements made in -
there are pretty w.tm as a matter of fact. I understand thé.t some of these
people vhen actuslly put to the ‘test on misleading statements mde by
recruiterl and that sort of thing actually ra.ther backed down a bit trom the

strong stand that they have taken here. After I read the report I frankly
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vas somevhat at a loss to know Just what to do about it. I think maybe it
1s oo bad that we go to all of this work and then just say, "It is & good
Job; let's file it," but I frankly am at a loss to krnow Just what to do about
it because most of the probigm that are brought out in here are not new to
us, I think, and they are real problems. The important things is that
vhether statements that they make are valid or not, the discontent is there ’
and tha.t is the real problem to cope with, and I think we a.re trying to
c:_ope with it a.ll the time, but we sre only going to eventua.lly cope with it
through the development of better,superviéors.'

Frankly, I thought maybe somebody would have a better suggestion as
to vhat to do with this report because a lot of work has gone 1nto'it, and
it does seem too bad.to file it,

- MR, KIRKPATRICK: I bave a suggestion vhich I will reserve to last a.'s_'

to what to do with 16, '

MR. KIRKPATRICK: Dick? 4

MR. BELMS: It vas my feeling that the prineipal value of the report
vas to confirm what were impressions and in some cases actual facts that we

“have obtained otherwise, and some of these things don't apply Just to

Junior Officers. They apply, of course s to Boards. The problem of rota.tion
is one that can only be solved over a period of time. It is. complicated,

- in addition, by certa:ln changeg in our '1'/0 structure overseas which tends

to cause temporary, and when I use the word temporary I mean your mal-

adjustments of six months to a year duration while we attempt to absorb a

large g:roui: of personnel suddenly back from oversess who were recruited

for overseas Jobs in ;arge missions and whom we simply have a hell of a

time placing in Weshington because they really aren't véry well qualified

for the cpecia.liied sort of work that we do. That is one of the basic problems.
‘me other ig that it is no question but that Clandestine Services suffer

from personnel indigestion. We took on 8o many the preceding three yea.rs -

aofutthatactu&llytolhakethemalldownandputthemintouaeful

gainful glots is a damn d;rficult chore, and only time will accomplish tha.t.
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In an effort to see to it tha.t those who were in a position to do some-
thing about it ‘were made mindful of it, I have not only cirqu.a.ted this on
an "Eyes Only” basis to the Division Chiefs and Staff Chiefs, but I ca.lled
& meeting ot the Secretaries of the various Career Service Boards the other
day and had & talk with them ahout what they could. do to help on th:ls prov-
lem of rotation and placement, and I pointed out to them in some detail that
1t was all very well to talk about the Chairman and the rest of the Come
mittee doing the work but that actua.ll& the Secietary vas always the work:l.ng
meuber, and it was the amount of push, force, and interest that he dis-
rlayed in getting the records together and seeing that the wheels vere
well greased, and it was largely dependzni;. upon that a8 to what results
were going to come out of these Ca.reér Service Board meetinés. The report
by and large I found good, useful, and constructive. Those things that are

" vrong in 1t, and those things that are overdrawn I incline to put down to

the natural pesk of en individusl who isn't feeling very good sbout his
employment, and it is very easy for him to overstate his case and to see
in highly subjective terms. |
There was ome part of it which puzzled me & little bit, and that vas
the number of people who seemed to feel that as séon a8 you graduated from
college and go to work that samebody was cbligated to mske you Queen of the
May right off the bat. I'don't think any of us who took Jjobs either in

' the military or in civilian life were ever given an impression like that.

As a matter of fact, it vas put the other way around, and it was pointed -
out that ﬂyoucmdtogoanyplace itmdamvelluptoyou, and there
vasa’'t anybody interested in seeing you, and we seen to have gotten this
thing twisted around to the place vhere We are sort of suppliants, "You do
a Job, and that doesn't m.ke & hell of a Lot of sense with a fellow 21 or

22 years 0ld and who is full of beans and feeling the vorld is his oyster,

‘andbydodhe:lsgoingtoseeto1t£hathecracksitthefirctyaa.r. And

8 lot of these complaints seem to come from that sort of feeling -- "I should
be doing c¢lerical work when I have a B.S. ?" Why in the bhell shouldn't he
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bedoingclericalworkroratim if it iagoingtobeusefulinthe long
run or useful to the orga.niut;ion? Granted you keep him on there :or two
years or three years, that is bad,‘a.nd it is a questioh of degree, but nevezl"-
theless we have created some of these problem for ourselves by spoiling
these people '.l'here isn't the sl:lghest doudbt of that. But I feel that if
we continue to work on the problems which we know exist in this Agency, _
particularly the supervision rroblem, as best we know how, we will get these
things straightened out in time, and that as far as the actual report 1tself
18 concerned, it should.n't be filed. It should be there as a constant
reminder, but I do have the impression there isn't a soul st this table

who isn't working hard right now correcting the things this report highlights.

MR, KIRKPATRICK: do you have any comment on it from a
Personnel Office point of view? '

Everything that Dick and Rud have said I certainly agree

to. We wenmt through the thing end made a number of obaervations. I think
throughout the pgper there are misunderstandings which if they had been

8 little more aware of actually existing éieceé of paper the& would ha.ve‘
been able to not make some m:l_sstateme?xts.

Now that pointed out just one thing to me tﬁat pe;'hapa ﬁhe system of .
distribution of issuances fails Ito get down'fé the lower levels. We have
had that problem before, and if that can be one of the areas that we might
concentrate on of getting these pieces of paper that are agrged on down to
the lower echelons, why, we will have accomplishe& some thing,

Several comments are made about recruitment promises and statements
that are attributed to Personnel Mansgers. . Tt is hard to see whether they
are gpecifically talking é.bout the Personnel Office of about supervisors in
general 'but I think that is immaterial unless there was a point we a.ctually
wanted to run down. 1 agree there are a lot of things here that if they were
true we would have a very poo’r situation, and I agree that there have been
some poor situations, but even from the time they had written this, I think
we have improved & lot of theae things up to the present time , which they
have not reflected in the report.
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MR. KIRKPATRICK: ers, Matt, do you have any observations you want to
make on it? _ ‘ |
COLOREL BAIRD: .-I don't think I will labor, Kirk. The only part of the
report I have had an opportunity to do a little research work on my own
is the report om the Junior Officer 'l‘rainee;, the one page which I think is
more damaging if taken literally from the way it was worded than they meant

it to be, and if the rest of the report is as inaccurate as that one, the

_ report as & whole is not as good as I had hopes it was, but I am not going

to labor that. That is for somebody else to Judge.

I would think that the CIA Career Service Board should at least give
them an answer &s to _sonie of their specific recommendations even though it
requires an explanation of why we can't adopt the rather elaborate CIA
Career Service Board structure. There is one point that they made which I
personally have felt is a very important one a.x':d‘have for a couple of years,
and that is the early identiﬁc‘afion of vhat they call the Junior Executive
Inventory. ,

MR. KIRKPATRICK: They don't mea;n it. Actually the group they are
thinking of isn't Junior Executive. We have now got the Executive Inventory _
vhich, incidenmtally, I will report on under New Business as I think I should
at this point, but in discussing it with them when they suimgted the report,
Matt, they actually are thinking of a lower level than your Junior Enecutﬁe
Inventory because your Executivg Jlnventory takes in those . . . well, 1
think 1t 1s going to run sbout 300 top Agency executives who are qualified
or belleved to be qualified to £ill any one of the 70 odd executive Jobs
in vhich the Director personally 1is interested in £illing; in other words,
that would either be filled by him £illing them or by his .concurring with
the Deputy in filling them. The mext Executive group would sctually be a
Junior Executive or maybe they would be youi- Senior Executive. Inventory, |
this being your Super Executive Inventory. I don't know how you would
sctually qualify them, but that would teke you down to the original concept
the Board had vhicli was all GS-1i's or above. What these _Mividuall » I

believe, were thinking:from:what they told me after I explained these Executive
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Iivenrtories to them was identification of potential caliber to eventually
go into that but not in it now, |
COLOREL BAIRD: - I feel that is very important.
+ BOULTON: You are ta.lking sbout & Junior Developnent Inventory.
COLOREL BAIRD Identification at ‘an early age of the execut:lve

potential.

MR. KIRKPATRICK: Well, that particular one, as I told them, I would
Just like to pass on for the future. Let's get the top Executive Inventory
working which I think it is starting to do now. It has been, I might add,
one of the mst fantastic jobs to get that stuff on paper that I have ever
seen. Ve have one person working full time doing mothing but that, and,
Charley, we have really got to do something sbout the personnel folders
when you start trying to find out about an individual by going through
those folders beceuse it is Just terrific o get the details out, but that
is all covered in another report, 80 By comment on their cuggestion would
be that it is probably a yea.r hence before we get into a.nything at that
level., I think it :ls a good idea when we can do it, but we simply can't
do it right now. |

COLONEL BATRD: That is really at the basis of what you talked

' about there, the criticism they don't want to have their hands heid_. I

think if they knew that there was some syatem of identification of thos'e
that have it so that they aren't lost sight of lin'the welter of mediocrity,
their morale would be raised considerably. A |
MR. BAKER: You bave to couvince these gays who is mediocre and who
isn't. I Just think you are going to bog dovo if you try to do t‘hat at
eny level lower than about GS-13. It takes that long, I think, to discover

‘who really is coming up as exncutivel and who isn't, and if you start -

KIRKPAIRIC!O When we give competitive promtions, Johm, it will
sharpen this a lot.
MR. BAKER: If you stert this down at the GS-9 level you are going to

have a real morale problem on your hands,
_ 6.
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COLOREL WHITE: I am inclined to agree with Kirk that you ha.ve‘ to,

I think, not bite off more than we can chew here at one time or we never
vill get down, but certainly that should be our aim to get down that far.

The Services, of course, vhatever you think of their system, they do

‘identify their outstanding Second Lieutenants,and their outstanding First
' Lieutenants, and so on up the line. They have & system to do it, and there

18 0o reason why in time we couldn't have & system which would do that
too, I think, but I don't think we are ready for it yet because we don't
even have the grade 12's and up very well idemtified st the moment.

MR. mucvmxz General McClelland, do you have any?

GEERAL MCCIELLAND; I comcur with Mr. Baker thgt we can't brush
this group off because they are highly motivated, and they have doue a
lot of vori:,' and they feel very strongly about it, I gather. We ought to
give them something that certainly_ 1sn't recognized as a brush-off.

The second comment there isn't sufficient clinical material in here

to drav a firm conclusion. There were 115 people polled, I am not sure.

Wes it the seme 115 in all respects? Well, that isn't a very large
percentage of the Agency, and I would like to know whether:qr not they
veren't led to 80 to the malcontents, or vhether it was a true sampling.

MR. BOULTON: It is not & true sampling. They admit it is not a true

MR. KIRKPATRICK: No, it definitely reflects, I think, the ones that are
happy. | :

GENERAL MCCLELLAND: But there is enough smoke there to indicate some-
thing needs to be done.

MR. BAKER: I know & lot of young meﬁ that were really very happy.

GENERAL MCCLELLAND: I think something can be done here. Individuds
like to kuow that there 1s @ system and that they ere not going to be lost,
and in my outfit they £il1l out & Home Leave and Reassigmment Questionnaire
8ix months before they come back from ovérseas » and then that.go‘es to the
Career Service Board and they put down their preference of the kind of jobs
they went and the areas they want to & to. We all did that in the
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military, signed a.Preference Station List, wvhere we wanted to go, what
kind of Jobs, ﬁat schools we wanted to 8o ‘to, and there was no assurance
| at all you were going to get your first preferenc_é or even your third one,
but at least you were allowed to say sé.

My returnees know they can ecme before the Career Service Board and
discuss their next assigxment, and state their personal preferences, their |
family problems, and that sort of thing, and 8o we don't lose very many of
them even if they don't get what they want becanae they know they have had
& fair hesring. They also know they are going to be considered for pro-
motion along with the contemporaries, and the Career Service Board has
built up quite & dossier om each individuai now, and even GS-7's, some of
thembegint.o stand out, and some of them we are quite clear that theywill
nevergohimrthanacs-S a.ndtlfeyaretoldthn.t, andirtheyvantto
leave, all right, snd if they want to stay and continue to be a GS-8 for
the rest of their life all right ,. and then your offi#er éaliber beéins to
come up by the time they get to be & 9, and we jump them so it isn't a
seniority systeﬁ of promotion. |

In this rotstion business if there 1s just scmebody at home they kmow
they can come te at the Home Office vho says, "oh, sure, yon_sa:ld_'you

’ L 4
vanted to go to } Wewr, [ Jis fwi, but go before the Career

of this griping it brushes of“f. In fact, I have a Receptionist who meets

evwerybody who cameo back. There 18 a little room there with maga.zines in it,
and she lets then ory on her shoulder. She is a mature person, and by the
time they gét to the Career Service Board or to Mr. iohnson they don't have
any troubles. It is an old trick, but just 1isten, personal sttention, and |
. only real malcoutents would show up, and there are some in here I can
say must have been misfits overseas and just are hard to place.

The mchanim, the very elaborate mechanism, of the Career Service

System, Career Service Boa.rds, it ’bype.sses the coma.nd line and puts an

W awful lot of work on the Career Service Board that I think :I.s personnel

'~ o sE
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Vork, but personal management I do it in my Career Service Board.

MR. KIRKPATRICK: I think that from what you all say there are really
two problems which we are confronted with in this report. One is, What
do we do sbout vhat they say? . The second is, What do we tell them ebout
vhat is being done? Fow as far as problem one is concérned, when the .
report was presented I commented without having read the ’report acfua.lly
on items A through L oiz mcfuitment and placemexit. I told them thé.t‘ on
the basis of my experience both in dealing with the Fersonnel Office and
in dealing with IG cases that I thought the misstatements on recruitment
were actually something that took place several years ago andha.d been
corrected over 'the recent years and that reéently' _the recruiters were

rretty carefully briefed on what they should or shouldn't say, and I

- thought we had corrected that.

GERERAL MCCLELLAND: That has been pract':l.caliy corrected for the re-

cruiters. |
« KIRKPATRICX: Omn rotation and reassigmnent I pointed out ‘that I

thought tha.t eventually vhen we got the Career Service System shaken down
a little turther the Career Service Boards of the individual components or
of the major components, depending on how many Boards we have » would devote
their time primarily to planning for future careers which wéuld make -rotation
and reassigoment almost an sutomatic function.

On the career system I gave them some of my views vhich, as I indicated
to you last week, I am putting on paper and will submit to you for your |
¢omments, which I think will simplify, streamline, . and acceleraté the career

system and do two things which I think are highly important, that is, (a)

return to the responsibility of the Personnel O;tficev some of the things

that the Career Service Boards are doing now which the Fersonnel Office shauld

" do, and (b) return to the supervisors the things that supervisors really

should do vhich the Career Service Boards have usurped and that way get back
to basically a delineation' of responsibility more in line with kee;é:lng and
putting Careerx Service Boa.rda real.ly into ‘what the title 1ndica:bes, ‘& planning -

c'r;

for a career rather than routine processing and transfers, etc.
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Supervision, I could on:Lv acknowledge that 'chey had a great deal
correct in their comment and tha.t there_was something thg.t the Aaency from
the top right to the bottom was looking into, and & study was being made
of the poksibiiity of more formal training of supervisors, pointing out what
I think I have said to all of you many times that our aupervisors, our intel-
ligence officers, analysts » Or operators are very bright guys who have
suddenly bad thrust on them command supervision reaponsibilities for which
they had.n't really been traired except in rare instances.

MR. BOULTON: Two senior people are going-to Chicago to a Supervisor
Conference this coming ve,ek.‘

MR. KIRKPAPRICK: On pay and praomotion I said I thought they ought to
recognize that the U. S. Govermment pey doesn't go too high and that pro-
motion probably comes as fgst here as it does anywhere, and I thought one
thing they should really get in their minds was that promotions were based
on merit and not on time, that they were here to serve a period of time
and get promoted, but 'they would be promoted when they showed that they
vere better than snybody else in their group.

I don't think I commented to a.ny degree on security or on training.

The efficient use of monies, I think that is very clearly out of the r:leld

- of this report actually. . v

Military credit is a nasty one because we have a lot of difficulties
kicking back on us from that P recruitnent period, but I think the Jor
aspect of the military credit is all under control, isn't it? There is no
problem, is there, Matt? | o

COLONEL BAIRD If they want to devote that much time to their mnitéry
training.

KIRDARICK' Of course, I have a very strong feeling that the
sooner the Agency gets to considering only those who have satisfied their
military obligations the happler it will be. You don't agree s Richard?

MR. EEIMB: I agree heartily. | |

« KIRKPATRICK: On medical benefits I pointed out that the Legislative

Task Force had come*\? on that andtthat was & matter of Congressiona.l action ‘
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vhich I wouldn't want to comment on.as to its possibilities. I also didn‘t

comment on intengibles. Now as to what to do with 1t, I have the following
suggestion to make: I think that in view of the fact that something is .
being done on Jﬁst about every single thing they mentioned that in the

space of six months it would probably be wise to reconvene the group and )
tell them in an oral briefing exactly what has been done and accomplished,
and by that time I think they will be sble to see tangible re.m;, Iam
quite confident, of the Career Service System. I think that would do it
because I do feel if this is filed and forgotten that there would be re-

‘action to that.

MR. BOULTON: May I say something at this point, Kirk? Over a period
of about three or four days I wes pretty much fat}ier coxﬁ'euor to this
group on practically 2h-hour-a-dey basis. They got quite excited as to
the possibilities of this report being filed in the bottom drawer and the
fact that they might be getting the brush-off. I conviécea them they would

" not get the brush-off, and one of the things vwhich they are most concerned

about is hearing in en appropriate way and at the time that the Board is
Frepared to tell them or rrepared to release informstion as to just what

is being done about specific things because from their point of viev, from
the place where they sit, mothing is being done. In other vords, if they
thought 1t was being done they probably wouldn't have put 1t into the
report, 8o, Kirk, if I may say so, 1 say six months from noﬁ is too late’
because I think saméthing should be told.to the_m right . now. In other ‘words,
they should get some kind of communication from the Board because, in the
first place, ﬁiey interpreted your remarks when you met with Mr. Dulles

and the group on that day that at least one of their members, if not all of
them, would be present to hear the discussion by the Board. That is the vay
they interpreted 1%, and I said you had not made any such promise. Rever-
thele‘s"s:thgy feel that since the decision was that they would not be present
today they feel that they are being put in the deep rreéze as it Qere, and
if they transmit that feeling to a larger circle, then I think we are in
bad shape.
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+« KIRKPATRICK : Qn the other h&nd I don't think we should allow

them as General Cabell has exprensed himgelf to this degree that he is

.afraid they might consider themselvee &8 & pressure group acting on behalf

of the Junior Officers of the Agency, and I th:lpk that would be a very
serious thing if they should get that impression.

MR. BOULTON: I used exactly those vords. I told them the more they
pressured you and the more they came to me to find out who vas going to come
to the Board, were they coming to the Board, to that extent they were
demaging their cause, and if they would relax they would hear in due time.
Hovever, I think 8ix months from now is a little far orf.

o HELMS: How wvould it be i.f 1 called in the ones that belonged
to owr part of the shop a,nd te]_l them what the score is and vhat we intend
to do about 1t? Then if they hed any beefs they wented to air they could
g0 right ahead and air them at that time. |

MR. BOULTON: I think it would not be a bad idea., We have recognized
around the Board here as I understand it that there are problems and that
we are doing something about it. Maybe 1t is perhaps the hard way to do
it, but maybe we shouldat least for our own sake, and we could use that
after we had done it; and if we so decide we could go through this and
decide just what is being done and make sure whether thinga are being done
and what they are because some of‘ their recommendations, I believe, are

completely sound even though they may be based on a miscoﬁcept or sort of

- & Juvenile or callow apprehension., .

HRICPAE!IGKz I think, as 1 think General Cabell has a good point,
that they might become a pressure group.A I think also they could be uged
as a sounding board for Agency point of view to get the Agency point of
view back to the others and be actually goodwill smbassadors.

BAKERz I would recommend that whatever reply vas made to these -
people » either oral, or written, or how, to very strongly include a
fatherly talk to the effect, "Now ook, fellovs, al.‘l. the.frustrations in
life are not built imto CIA. It is part of the business of living no matter

vhere you are at, a.nd in the last annlysia your career, chum, 13 going to




R

.f""‘* fr“-'v TR,
“ i : ™

“"»ﬂé'n \u)u *h.,uu 17

SECURITY INFORIMATION

be your own doing. No matter how many Career Boards we sét up here, vhy

ve are not going to give you any cradle to 'the grave passageway through
life, and it is up to you to carve your own way like most of your superiors

- have, in fact, done, and for better or for worse."

MR. BOULTON: I think I got them cooled down to the point after three
meetings in one day with them, and at the end of that day my Derves were
slightly on edge, I must admit, but I think I got them cooled down to the
point where they are perfectly willing to wait to hear. I think the Board
1 1t gives them any information, it should be mot as & right that they
are baving but as & courtesy to them, and that whet information is going
to them is for them to help the Board do, as I believe -- who suggested
it? -- you suggested it, use u ambassadors to the Agency. |

. KIRKPATRICK: Well, they are in effect being thet becsuse a
couple ot them have come up to me with problems which could be ha.nd.l.ed ra.ther
simp]y. : 4 .
MR. BOULTON: There are two points of view in this Task Force, There

18 one rretty sound, conservative, well-considered group, & group with a

certain amount of proportion and restra.int, and there 1is another group
of . .. - | - A
COLONEL WHITE: That is the thing that 1s wrong with the'report. I -
remembered some of this I have been through myself because I Tecognized the
case vhen I read it, and what they say in there doesn't conform %o the
facts at all. .
MR, KIRKPA’RICK:. Let's spell it out this way. It seems to me that
1like all mammals they have an effect on eech other, and whereas you could
probably teme dova the ID/P side becsuse they would be awed by the presence,

why maybe it might be better to get the who]a group together and just tame
them down all in one body.

COLONEIL, BAIRD_: You meen 1537

« KIRKPATRICK: Oh, no, the 7, or 8, or 10, or vhatever it is on this

o don .t knowr if that is all your answer, K:lrk, because
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one of our people was asked at the 1llth hour to come in and be on this

group. He told me that by the time he got there the thing was practically

done, and they wanted some specific angwerg to specific questions, and he
vas in a position to give those answers, but he is not a discontent.

MR. KIRKPATRICK: That is what I meant in getting them all together so

‘you would have the good rubbing off with the bad.

:j Well, he is ome of the 7 or 8 listed here.

MR. HEIMS: He sounds like a strike breaker. _
[ ] But he aid as best he could in the short time he had to
try to straighten some of these things out s Or at least try to give them
the facts, but he was not able. He told me to take out & lot of this
stuff which he personally disagrees with violently.
« BOULTON: This is not exactly a Clandestine Operation although

it might be , but there is a much larger group standing behind these young
men who are listed than it appears on the surface.

| o KIRKPATRICK: Well, I think that is what General Cebell is worried

about that they .are going to spearhead themselves a8 the JLO or something

. 1ike that.

COLOREL mmn- 1 would 1ike permission to do this, There are two

.parts of the program that Speciﬁcally have to do with 'Braining One is the.

JOT Program and the other the tab on Training. I would like to meet with

that with the people who signed 'bhe report and tell them what we are

gpecifically doing to meet the:l.r ob:)ections to what they had outlined. I
can do mt because there are two specific . . . _One is on the JOT Program,
which this is a complete misconception of in my eétimation, and the other

is vhat they say about Training which is rather innocuous » but at least let

those 8 or 10, or 12 people that sign the report know what the Orﬁce of

Training proposes to do to meet their obJections and criticim.

That simply reinforces the point I wa.nted to make, and

that is it is very important that each and every one get spoken to in one

voice because otherwise Dick is going to give a spiel, and you will meke

SEC:JF ;:——‘) . 1’,: .
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another splel, and Bob will make another piel [“then you are going

- to have them maneuvering you saying, "Well, that is not what this guy said.

He said something different.” I would favor a letter which spoke in
fatherly tones; among other things put the whole thing in context and
indicate that at some future date there would be some statement made to
'Ehem oi‘ the actual attacks on the problems. I think you are better off
that iay. I think it is very dangerous to hs.ve them spoken to in groups.
You are much more apt to create a pressurized technique.

COLOHEL WHITE: Isn't there also some o.anger in allow_ing some of these
things to be completely unanswered? For instance » their ide_as on medical
benefits, for example, are just wrong. I mean -- and maybe this is just
another thing to throw in the hat -- but msybe there would be some purpose
to be served by letting the people who worked on our Legislative Task Force,
a.nd somebody from the General Counsel's Office and the Personnel Office Bit

down and answer correctly some of these questions. I mean definitely medica.l

. benefits is Just an example of things which clearly they don't understend.

Maybe we are at fault in the Agency for not seeing that they do understand
it, but if we Just accept the report and don't' ssy,- "We'li, you boys have
kind of gotten off on the wrong track on this," that may not be good either.

MR. KIRKPATRICK: I recomnend what we do then is Mr. Boulton's Staff
will solicit the members of the Board s to the comments that they vant |
made in replying to this group, and get together a reply to them, and bring
it to the Board for consideration. I would draft the reply and circulate
it to the Board for considere.tion before it is made, and then when the Board
meetg on that subject we can determine whether it ghould be oral or written
ann circulation that should be given. I think in that way you cen get in
Colonel Baird's points, and points that Dick would want to ms.ke, and points
that Red made, etc.

MR. HEIMS: I think it is a good idea if we do specifically defer the
decision it 18 to be written or oral because honestly I don't know what is
the matter vith me ~- mayte this is Jjust personal -= but I have a very strong
disinclination to give any gronp in the Agency -- I don't care Hhe.t group’
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they are -- the sensation that all they have to do is be tough enough and '
complain enough, a.nd then the Director, vhich is in effect this Board, is

not only going to give them the courtesy but is under am obligation tha.t

they have satisfied all of their complaints.

GENERAL MCCLELLAND: You ha.ve brought the light to a lot of ‘thinga that
will take a long time to correct.

MR. BOULTON: Anything more than that 1s merely a courtesy to them

GENERAL MCCLELLAND: They shouldn't have the status.of Shop Foreman
coming up dealing with la.bor. mhtiom.

MR, BAKER-: "Look, Sonny, we know how you’reel, and these are the
facts ér life, and now you go back and see if you can belp us do something
about this and quit bitching, and furthermore if you have these b_ellyacﬁea ’
please come to your supervisors about them," fdu hear a lot that goes on
in the halls indirectly, that"l have this gripe and that gripe, but I
couldn't go see Bakexj about it because he is too damn busy." HNo matter if
you make & practice, as I have, of not ever being too busy to see anybody
about a thing liké tha.t; but they will sit there and they will chﬁrn these
things around, and the next thing ymx know they are traipsing up to the

. : [ 4
IG and everybody gets in a greet snarrel. That point should certainly be

gotten over to these ms.‘t..hat 1f they hsve their bellyaches, stand up and

put them forth, and if they are well founded they will get some satisfaction,
am_i if'they aren't they will get throwvn out.
MR. mmméxz Rud, will you then undertake that, and I would aayv
plan to have it vwithin three weeks. That is certainly a reasonable time.
I have asked Jack Blake of ny sta.tf to see Donaldson tomorrov to diacuss
th:ls thing on monies because, as I said, they are off base there, and I told
them so, in their report, and that was out of their report, and when they
start talking about mfficient or bad use of money they are right in my
backyard, and people play ;n my backyard on.Ly with my permission, and he is-
going to get right down and find out what this ome on monies is and vhether
| - 16 -
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there is any truth to it or not. " We might get a beef from[:lon

the subject, but if he does, I would be happy to see him.

| Kirk, I esk that not preclude a reference to that facet

in any lettér of communication.
MR. KIRKPATRICK: Oh, no, &bsolutely no.
MR, SHELDON: Because you want to throw back at these guys anything

that 18 out of lime.

,;/- MR. KIRKPATRICK: It is their dollar that is being spent too. Let's

go on to the Report of the Panel on Career Service for Women, dated
November, 1953. I thought it vas a fascinating report, but I must eay that
the statistical charts got me dizzy for sbout 20 minutes after . . .

MR. BAKER: Very feminine report.

MR, KIRKPATRICK: Do you, gentlemen, have any specific comments you
would like to meke on the report. .

MR, BAKER: I would like to know. These statistics show some pla.ge

_the rate of turnover for the DD/P complex is exactly the rate of the turn-

over for the Agency as a whole. _
MR. KIRKPATRICK: That is for the sake of the record, I suppose. .

COLOREL WHITE: It would seem to me, Kirk, in reading this that I also

-got confused with the statistics, but I had an overall impression when I

finiqhed that discrimination, if any, in CIA is no worse than it is evety'
place else in the United States in Govermment or out, so that I didn't
have any feeling that we should be particularly self conscious about fhe
way CIA is handling . . . | |
MR. KIRKPATRICK: | I think thej came to tha.t_ same conclusion themselves.
They didn't come right out and say it, but they cgrt;ainl,y hinted at it.
COLOREL HEITE: I was pleased to note that insofar as their specific
recommendations that the DD/A should screen all of these requests that
specified "Male Applicant Only” will do, and certainly we are happy to
comply with that, and certainly if it is the desire that we do 8o, and

that we provide a fulltime counselor in the 1AB.

: I would like to talk about that.
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COLONEL WHITE: Yes, 1 think maybe that is Justified and maybe it

\
/T isn't. I haven't talked toz about 1t, but we spend most of our time

counseling there in the AIB already.
» KIRKPATRICK: I wondered vhat else you did when I reed that.
: May I say & word ‘sbout that. That is in the recommendations
"on the Prefgrence, but I can't go a.long with tha.t at all. We have the
counseling group right there in the same building, and those people are free
to talk with anybody at any time that they want to talk to & counselor.
The people who are responsible for managing the IAB bave through th§ months

and years they have .begn' with it acquired a certain rather large handkerchief,
and 80 in the first place our budget wouldn't permit it, which is. the basic
re#son, but I can't see that it is necessary in view of the,'other facilities
that ere available to them. Now that is Item 5. On Item 6 they refer to

the appointment of a qualiﬁed person in each major component to deal with
problems of clerical personnel. How I am told that they don't envision

there a fulltime person doing just that. It is the designation rather tha.n

O appointment that they are referring to, but again I couldn't agree to setting
Z‘ up counselors all over the Place if we can't afford counselors in the
Persoﬁnel Office. _ »
MR. KIRKPATRICK: There 1§ a Personnel Officér :'anevery gingle office.
What is he for? .
MR. WILHEIM: Yes, ve have a person vho is just about doing this as )
. part time, part of his Job. ' |
GENERAL MCCLELLAND: I do too.

Everyone ‘ dces.

COLONEL WHITE: I will tell you this busimess about people getting
' married and pregnant at your operational inconvenience is played down
considerably. I don't see how . . . it is very conmendable, and I am very

much in favor of it, but I Just don't see how you can. as a group expect

supervisors to put quite as much money on you as they do somebody that is

\!l not suﬁaecf to those hazards. It is a réal,problem.
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GENERAL MCCLELLAND: I had & feeling that these people were not too
much diéturbed about this Qituation, but they thought they had to do a
Job. |
MR. nﬁius: DD/P?
MR, KIRKPATRICK: The women.
_MR. BAKER: You mean the women that wrote this were not disturbed
about the prospects of their getting pregnant or. married?
MR. EEIMS: I would just like to make this observation that I svear

to goodoess that since I have been around here it would seem to me that an

able woman has had a damn good opportunity and very fair treatment in this ‘

Agency. 1In fact, I don't know of a single case that has ever come to
mr'at‘bention where s person vho was conscientious and very good she hasn't
gone forward, been promoted, held decent jobs, been courteously treated,
received recognition, and everything else far out of proportion to any
other put of the Govermment to which I am aware, and I thj.nk would compare
favorably with any industri&l enterprises in this country, and obviously
cannot be compared with education where there is an entirely difre_i'ént
situation and merchandising where there is a different situstion, etc.,
but considering the type of work we ere in, at least the Clandestine
Serw-iges vhich 18 hardly the kind of thing that would normall:; aﬁtract an
awful lot of women, but it attracts a surprising number, and to my view
gome of them are surpfisingly good at it, but it does seem té me that is
recognized, and I have ever at any time had any sensation that they were |
purposely held down.’ It would seem fo me they were alldwed to go shead
e.'bouf._ as far as their capabilities and circumstéhce‘s permitted. There a.re
gome very definite limitations which we can never change in certain of the
field stations, certain areas of the world, which are pointed out in the
report quite fairly, I think.. There is the other point that Red makes that
there is a const#nt inconvenienée factor Wit';h_ & lot of 'thém. .You Just get
them to & point where they yarel about to blossom out to a GS;12, and they
get married, go somewhere else, or something over which nobody has any

/
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control, and fhey are out of the_ﬁmning. I would like to submit m‘evidence
.the ones that have been in the Agency five years, or maybe six yeé.rs, or
more. It seems to me they have been very well treated, have got good Jjobs,
interesting Jobs that most of them wouldn't trade for anything else, and I
don't quite see how aside from, oh, such issues as lack of courtesies,
various clerks and people in the Registry, etec., which_ is more a question
of human relations than it is a question of Agency policy. How do you
make agezrtlemanoutofaboor overnight? I mean if he 1s a boor he is
going to be a boor to a.nybody; I mean if he is a clerk, or who have you.
I am not ew}en 1mpres§ed by _tha.t argument because I don't even recollect
having had any complaints except mimor ones such as "So and so vas rude
to me today,"” which may have been because he bellyached or something of
that kind, but aside from that if there was any feeling there was a
conscience policy of downgrading tbem, treating them .discour.teously,'
and, as a matter of fact, I think they are very well treated by and large.
COLONEL BAIRD: By and large. I ~think that the trouble s, Kirk,
that there are some flagranf exceptions, and it ‘15 Just like this other
report vhere you hear the ma.lcoxitent's , but I was embarrassed the other day
at a 'méeting that was held of two runy cleared consultants, but outside the
Agency in another organization. One of the Agency representatives present
is a Division Chief, and he nade the statement in a.-semi-humordus ma.nner.
thathehasnodoubtastowha.themantthathedidn'twanta.nywomenin
his shop. He just eaid so. He said, "I just don't want them." Well, he
h‘appens' to ’be a Division Chief where I think he could use qualified women.
How when he mskes that kind of a statement that i8 the kind that the girls
'pick up and pasg on, and vhat is not ususlly pa.ssed on is the story of the
Division Chief who does use women. I think that is again just your
supervisory ﬁatte;-. Ii’ f;hat is brought to the attention of the office
heed component that he has got a Diviéio-nChief that expresses liimself
that way, he ought to take appropriate action, and maybe the Division Chief
is right, but I think it is those 1ndividua.l cases that upset your by and
. J.qu'ge ,treat_nggt.
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MR. BOULTOR: I worked with this group not as much as with some others,

and I think it is important to remeinber how it came into being because a .
couple of wise gals at an orientation meeting asked the' ﬁirector ab6u§

tizi-ee or four questions, and that is the reason the Task Force was set up.
Well, this Task Force in my Opinion is a group of pretty mature feet-on-the-
ground women, and the more they got into this, and the more statistics they
emined, the more they came to the conclusion that women got a pretty

good bresk in CIA by and large excepb as you say for these flagrant examples
of boors or, as you put it, those who a.ré elweys going to be that way until
somebody takeé them aside‘ a.nd says, "Look,. this.'isn't good supervisory
practice,” and I personally think tha;f is a pretty competent report with

a pretty sure touch and a non-inflammatory kind of réport which they
eventually came up with, and the best evidence of it is that they bave no
very wild and earth-sha.king recommendations to make becauae that is the

way it is. They found that the situation was not that which one would be
1e§. to believe from the type of -questions whicﬁ were asked of the Director
on:. that occasion. | | ‘

GEHRERAL mCI.ELLAND There were two things that'they were talking
about here. One is more equitable treatment for the women who are now 1#
the Agency, and implied an appeal to hire more women in the Agency, in
which case . . . which I don't think is an apgropriate'matter; Those people
that are in the Agency want to be sure that they are not always two grades
below the man for the same type of work. | They didn't make a pinﬁ of that
| "Hire More Women". | ’

MR. HELMS: Is it really statistically ascertainable that e woman
doing like vork with & man’ is getting paid a g'ade or two below the man
because that had never been my :meression, and I am Just curious?

MR. BOULTON: You can demonstrate they are & grade or two be.low ’ Vbut
it is almost impossible to prove the work is the seme, but I think there
is no question about ,the statistics that they are a grade -'Qr two below in o
vhat vould appear to be comparable posts, but whether the work is the same
is' something that can't be proved.
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MR. KIRKPATRICK: I think hat the feeling as reflected in the questions

(D

iabout the Career Service Program comes primarily from one group, and that
1s the group of college graduatés who come in and start doing clerical
work eilthe‘; vith the impression or perhaps, as was the case in the past,
some actual statement that they would be sble to get ahead and get rapidly
into the non-clerical field, and there very obviously is a difficulty in
managing that Jump unless you get under a kindly supérvisor who is going to
aaai'sf you in it or you demonstrate a tremendously outstanding aptitude
because with the situati_on and the shortage of clerical workers, no
supervisor in this Agency in his right mind 18 going to teke s good stenog-
rapher or a darned good competent file clerk and say, "Well, just because
you got your B.A. I don't think you ought to be doing that worii, and we
are going to meke a Ca.se Officer or Researcher out of you." You just
don't do it when you are shért_ of clerical help.

MR, HEIMB: Kirk, I not only agree with you, but in one respect it is
& condition which I don't know what the hell you do about because over a
period of time I have talked to enough college graduate vomen to be sure
of my facts personally on this particular point, and thst is that for
some reason they are given the impression in college or g§t the impression
themselves somewhere that the thing that they are qualified for is an .
analysis on policy questions, and I am not kidding about that. They all
talk about policy when they come in, and no matter how mich effort or -
tiﬁe you take to point oﬁ.f. to them the policy in this Government is in
the hands of about two percent of the total employees, if tha.t many,
that everybody has nothing whatever to do with policy and tbat 1t would
be years bngre they would ever get close to' it, ngvertheless they sit
there bound and determined that they are not going to do any Vvork vhich
might dirty their hands, might ma.ke them tired, or might be routine, and,
80 help me, the one thing in a workaday world that the woman is much better
at than a man is maintaining & routine. I think that has been demonqtrated.

v Look at the Code Clerks. They are much better than men at that. They are
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Just cra.cker,jacks, and they do it dsy after day,i aud 1t 1s Just nonsense
for these gals to come in here and think the Govermment 18 going to fall
apart becanse their brains aren't going to be used to the maximm We can't
a.‘oaorb them, 80 help me, even if we vanted to. The fact they don't want
to do stenographic work and do 8 hell of a good Job and get out to a field
station vhere they would have every Job under the sun to do indicates to me
& very great motivation whicb this Agency can't handle. very well. |

MR. KIRKPATRICK: I was very amused in talking to a British representative.
We got actua.liy on thé' subject of careers for ioman in the organization,
and they .h‘ave given upl. He said that as far as their field orgapizatibns
are cdncerned, their success with them has béen .a.t' such a low levei, a.nd
there are so meny areas in which they can't possibly use them except
for strictly clerical work that in the professional field tﬁey 3us_£ think

it 1sn't worth the time end training. In recruiting them if an exceptional

one comes along that 1s obvious, they will take it up, but otherwise they
use them almost solidly for clerical, reports, and research writer, the three
things that these women have pixt their hands on as being the predominant
fields of interest for women in the Agency.

MR, BAKER: To my way of thinking there is a discrimination against
& class of women in this outfit which I haven't noticed this' Teport even
addressing itself to, and that is the sad state of the really good
secretary who probably never looks foﬁard to anything more than a GS-T »
vhereas a really cracking good secretary is one of the most vélua.ble animals
in the whole organize;tion."

MR. KIRKPATRICK: Our time is just about at an end unless you have
some further comments to make on this, that we treat this in identica.l.
fashion as we treated the preceding report, and you might db ﬁ simultaneously,
Rud, and see if there are any specific comments the members of the Board would
like .to meke on this report. It is my personal feeling that again we have
education of supervisors, and, to my mind, like 90% of the things put in
this report a.nd put :Ln the Junior Officers Report, vhen we get the supervisors

to learn that they have human beings working for them that like the same things
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he genere.lly does or she generauy does and treat them accordingly
once they do that, I think a lot of these personnel prpblems will dissipate.
i'ne only other problems . . . without a thorough may of this, but on a
first reaction, we could save the Agency an awful lof of 'trouble ,' Chariey,
it thexfe was a high graﬁe, well known, and well respected woman in the
Personnel Office to whom the women could take their gripes and who they
feel would do something al'aout them, |
MR. BAKER: There was until she got married and left. |
There is such ,; woman clerk in Be?tha Bond. She occupies

& very responsible position with & member of this Committee.
MR. BOULTON: 8he is a GS-13, and she works for me. I couldn't get
along without her. |

COLONEL BAIRD: I would like to throvw in one thing. Iknowyoue.re_

busy, but it seems to me there is another forgotten group in hefe » and

that is the group that Frances Perkins told me three years ago to stay
avay from completely. She said, "You will never get the best results out
of women in the Agency or any other Govermment department as long as you
continue to go after the age group from 21. -- in other yords, the college
graduate to 28. Don't hire a woman except befween the ages of 28 and

35. When she 1s 28 she knove whether she 1s going to be in Gévérmment
either as a married woman or whether she is not going to get married
usually.” She said, "You will waste money on training and recruiting of
the 21 to 30," or whatever you ca.ll it. I think that is something we might
consider.

MR. KIRKPATRICK: I have always thought we did miss a bet in recruiting
some of these long stemmed American roses, but that is a specialized departient.
I think that ought to be an undercover job. N |

MR, HEIMS: Clandestim; Services.
" MR. ICII!KPATRIGC On new businéss I siniply wvant to report on the
Executive Inventory- seeing 'tlx'gt has been mentioned previously, its present

status. Ingoing over the -aspects of how to implement it, one of the things
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most strongly stressed, and, incidentally, which Larry Houston emphasgized

on the basis of what they a.dviaéd him.vﬁp at the Harvard School of Business
Administration, it seems that most Executive Inventories while very sound
in concept usually tripped in implementation over the very simple factor,
and that vas too many people got to talking sbout who wes and who vas not
in the Executive Inventory. It created a morale problem, and you jJust tore
the Inventory apart. Consequenmtly, in implementing it, as you recall, we
handled all of these things on an "Eyes Only" basis to the Deputies con-
cerned, and ] think that was very. strictly adhered to.‘ I haven't heard

of any gossip or leaking around on that particular item, eand then with all
due respect to any other part of the organization, I thought it best Just
to handle it right out of my office to the Direétor'a Office vhich is being.

done. Mr. ]  lcameup witha suggested form sheet, which I must sey
when. you see that you know more sbout yourself than you genera.uy do |
before you read it. It is extremely comprehensive and all encompassing,
and, as I meniioned, it 16 very difficult to get filled out because it 1is
hard to £ind all the details to put imto it. We now have sbout half of

it completed. The Director wanted 1t in motebook form rather than in
cardex because hotebook is a lot easier to ﬁandle. In one notebook you can
get 300, and cardex you vould be walking down the hall with your arm full
of cardexes, and it should be completed in I would s"a.y another couple of
weeks. I think it is going to prove useful because a.lready it has been

ca.lled for in two mgtancea, which is fine except it was premature because

it wasn't ready yet to be fully utilized, and once it is fully completed

and I have a chance to brief the Director on it, why, I will report back

on his reaction, and then we can take up & discussion of a Junior Executive
Inventory, which I thihk'uoula be the one at the next echelon down, but this
thus f&, I think, is showing very good signs of being a very ‘useful tool

for the Director to have. It certainly just by taking it home over a

veekend and glancing through some of the biographical sketches, he will

know the top 'gc_helon of h;p'A'gency:far better thb.n possibly could be conceived
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SECURITY 8
under any other method because every single individual has the front and

back of a sheet single spaced completely filled in. Any other new business?

When 1s the next meeting, Mr.[ = B

MR.[ " }--A-week-from this coming Thursday, & week from Thanksgiving.

-

MR. KIRKPATRICK: And the subject i8 . ., . ?

(The meeting then concluded at 5:05 P.M.)




