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« « .« The 20th Meeting of the CIA Career Service Board convened
at 4:00 p.m., 4 Pebruary 195k, in the DCI Conference Room, Mr. Lymen B.

Kirkpatrick presiding . .

MR. KIRKPATRICK: Will -you come to order, gentlemen?

' The mein item of discussion is this little paper that I passed out
to you last week, but there are a couple of other things that T would like
to take up first so that we can devote the bulk of the period going over some
of the thoughts in that paper.

Matt Baird raised with me a problem presented by an individual who

has been largely utilized by one of the Divisions in the DD/P complex, a man

with a most unusual backzround for this Agency. His name is _25X1A93

25X1A9a
25X1A9%a

Now, the thought is this, there seems to be an indication to the
effect that no one of these four cen fully utilize Mr. B o~ = 100 per cent
besis and it has been suggested both by [ 223 »y Yatt that a system
be worked out whereby his broad backgsround of speecialty can be utilized full-
time by the Agency but that it be split between the different serments of the
Agency, perhaps as a precedent for other similar cases to be divided the same
way. I think obviously the first question that arises 1s whose TO is he on?
And everybody will immediately say, "Well, put him on somebody else's.”

Actually, we do have a volunteer in this instence. SR Division has volunteered to
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carry him on their TO, with the obvious guaranty that if somebody comes up
with a specialty thet another part of the Agency will carry, that they want

to get the same free use of his time es indicated here.

25X1A9a T have talked to Mr. il cbout this. He was perfectly frank in

25X1A9%a

25X1A9a

saying that there are other irons in the fire. Senator Case of South Dakota

apparently is interested in arousing the President's interest in further

level would obviously supercede Agency interest and we would gladly yield.
But I think it is importani: B if we are going to keep this individual on the
tayroll, that he be kept fully occupied and that his talents be mede full
use of, That is the case.

Mett, do you want to expend on that at all?

MR, RAIRD: No. Thet is just onc case. I can give you an example
of what is heppening in another, and I'm sure it must be the seme all over
the Agency. The Office of Training is carrying what we consider as the expert
on survival techniques, although there is no present requirement for survival
treining, with the understanding that he is writing survival man als on the
four geographic aspects of survival, and that 0SI is using him sbout Lo to 50
per cent of the time. When these mapuals sre completed he will really have
nothing to do for me as long as there is no survival training. CSI is then
faced with the fact, what do we do with a man whose time we can only utilize
about 4O per cent of the time? The DD/P, DD/I and DD/A all have people that
we would like to use part-time in treining. But we have been carrying thiec
men on our TO for a year now. I know the slot situation is toucgh and we
don't want to create an extra body of slots like the Career Development Slots,
but if they could be administered so somebody would keep their time and
attendance and see thet their time was utilized and divided equitably--

MR. KIRKPATRICK: There's another factor in this that we should
never lose sight of. - mentioned it to me. If & man is working for
four offices he really has no one he can consider his home or place to hang
his hat, and no one person locking after his intercsts, and that is an
irportant fector in seeing that their time is utilized.

MR, BATRD: Could an orgenization such as the Career Service Board
take care of that?
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MR. KIRKPATRICK: Matt, now that it has been propounded before
the Board, I wculd suggest this is actually a matter of personnel admini-
stretion, end I think Mr. Reynolds could very well take it over and see
what they can come up with in the way of a solution.

MR, BAIRD: Yecs.

25X1A9a MR.- I can't see any reason, Kirk, why it isn't quite
possible to slot him against SR Division and let him do these other jobs as
they are required, and to the extent that the Personnel Evalustion plays
any role in it, have those others who use him simply inform SR Division as
to how he has performed his duties.

MR. KIRKPATRICK: I think in each case the individuel has to be
slotted or assigned to one unit, and then thet unit must be fairly generous
in allowing other parts of the Agency to use him as they see fit.

25X1A9a MR. - I do honestly think, organized as this Agency is and
has to be, that if we can't work comfortebly across the board in cases of
this kind we're licked. There's no other solution except to give the man to
the Director, which is no solution at all.

MR. BAIRD: This all ceme up because the Agency was in danger of

25X1A losing this man. At one time Hl:-:c o couldn't keep him and I wanted
him but didn't have a slot for him. I wanted to use him in air training.
25X1A9a MR. - Did they seem inclined to lend him to you at all?

MR. BAIRD: No. But as Kirk says, he doesn't want to do this for

25X1A9a - today and then do it for Smith tomorrow. On the same basis thet T
have with 0SI, I think OSI should start doing it and let me use some of their
people.

25X1A%a vr. B T ecree. I don't kmow of any cese, that I have heard
of , where somebody in training wanted to use one of our people on a part-time
basis--where the guy could be spared--that we had declined.

MR. BAIRD: No, there hasn't been. With the ceiling tightened you
don't usually have anyone that you are not using full-time. If you have a
man occupying a slot at all he is being utilized full-time.

25X1A%a MR, KIRKPATRICK: [l does point out one thing. I don't know
how widely it is known in the Agency that he is abosrd, but my curbstone
opinion is that he is probably one of a handful of Americens who has the
expertise on this particulsr area and the particular technique of living in
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25X1A

et any part of the Agency that needs to
zet anything on that should make use of him while we have him.
25X1A%a MR, Il 1t's 2 hichly special case.
25X1A MR. KTRKPATRICK: Xe is one of these characters who looks like he
I

The second item on the agenda is the minutes of the last meeting.
Are there any amendments or corrections desired on these minutes?

MR. BAIRD: Kirk, I don't know that any amendment is necessary but
T miss a clear-cut statement of the action taken under peragraph 5. The
Roard approved but decided to deley the discussion--I understand thet, but
whet do we do now that we have decided to approve this?

MR. KIRKPATRICK: The next step is for the Personnel Office to
implement it.

MR, BAIRD: Well, don't we have to pass on our recommendations to
the DCI? To me it's so important. I think it's a very excellent system and
I'd just not like to see it lost in the shuffle someplace.

25X1A9a MR. [l The second paregreph of paragraph 5, namely, "Selection
on Permenent Carecer Staff,” ends with the sentence: "The Board epproved the
peper." But the Board didn't indicate any action to be taken on the paper.
Tt would eppear to me that the action to be teken would be to refer it to the
Director and get his approval.

MR. KTEKPATRICK: Does the Director have to spprove all of these

things?
25X1A%a 2. ] Tis is the setting up of the Career Service.
MR. KIRKPATRICK: You mean the peper?
25X1A9a

'R. B I ov telking about the paper. You can't use the
Form unless there is a Carcer Service.
MR. KIRKPATRICK: Then I think Mr. Baird's direction is in order
and the minutes should reflect thet this was referred to the Director for
his approval. »
25X1A%a MR. [l They don't because the Board didn't decide what to do.
MR. KIRKPATRICK: T believe that was the will of the Board.
MR. BATIRD: I assumed that it wes.
25X1A%a MR, I Ther the action is to prepare a transmittal from
yon to the Director asking approval of this paper?
S
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MR, KIRKPATRICK: Yes.

Any other corrections? Well, theun, with that correction they will
stand approved as submitted.

The next and principsl item of business is the memorandum which I
prepered and sent to the Director. The Director has been a little rushed
lately and hasn't indicated whether he has had an opportunity to resd this.

T think T should make it clear, before we start our discussion, that the
principal purpose in submitting this to the Director was to attempt to ascer-
tain some of his thoughts ss to the future of the career program to see if we
couldn't avoid doing unnecessary work if we were proceeding along lines with
which he was unsympathetic. However, I think it is certainly in order for
the Board to ascertain the degree of agreement we may or may not have on some
of these items.

25X1A9a vR. [} Vrere do you vant to start? (Laughter)

MR, KIRKPATRICK: You are sitting directly opposite, so why don't

you open fire? You have a good, clear field.

25x1A% g, [ weir, T think that page 1, which is the report of
progress, is certainly unaccepteble. Since you know my view on a couple of
these items, I won't develop that at any great length, but I will say this:
At this stage in the Agency's development I can't quite see why the use of
the Career Development Slots need be taken as a lack of interest in so-called
career development. If an individual wants to go to the Harvard Business
School T grant you that he may learn something there about being s better
supervisor, but it has been pointed out here and in various other meetings
that one of the things that hails the Agency most, particularly in the DD/P
area, is the question of supervision. But one of the reasons for that is
the fact that we not only don't have enough supervisors per se--cood ones or
bad ones--but that at the moment we have so meny that sre just learning
their jobs, that sending them off to the Harvard Pusiness School wouldn't
solve the problem that we have. Wow in this outside, or I think it's called
"external training", sending people to Service schools, and so on, I buy
the premise that that is good for the Agency in a public relations way, but
I have yet to buy the premise that it improves that guy as an Agency
employee, and I have yet to see the fellow that has come back from even the
War Collese who is a better handler than before he went there. After all,
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that is my business. So-I can't quite accept paragrsphs "a" and "i" as being
a truthful description of the situation.

Mow let's get down to the guestion of how the Carcer Service Boards
have been handling their work, which I think is much more germane and important
here. In days past before the word "career service" was even a glimmer in
anybody's mind around here, long before Kirk and I sat on any committee to
set up a career service program, the assignment of persomnel in the COffice
of Special Operations, which was the only part of the Agency that I knew any-
thing about, was lercely hendled by the Division chiefs--it was not handied
by the Personnel Office and it was not handled by the Assistant Director, ex-
cept in unusual cases where he had a particular view on some assigrment--and
that by and large, individuals in the vericus Divisions continued to be essign-
ed within the compass of those Divisions. There were a few exceptions but
they were definitely exceptions. With the advent of the Careser Sexvice
Boords there has been more cross-fertilization throughout the DD/P area than
there ever was before. Now I will be quite prepared to admit, as the memoran-
dum points out, that there is probably not as much cof that as would be de-
sirsble, but, by the same token, having a Cereer Service 3oard passing on
these things, knowing what the vacancies are and attempting to f£ill these
vacancies from the total body of the individuals availeble, rather than a

imited body of individuals aveilablc, is in my opinion & net irprovement in
assignment within the Agency.

¥R. KIRKPATRICK: Within the DD/P area.

25x1A%9a MR, [ vithin tre DD/P erca.

In addition to thet, the fact that the Career Service Boards have
handled matters of promotion is, in my opinion, perfectly proper, beceuse
there is no sinzle individual that knows everybody. Nobody in the Personnel
Office is in any positicn at the present time to judge the werits of any

specific individual's atteirments or his desire to be promoted, and by having
the Cereer Service Boards passing on these promctions we have, in effect, set
up for the first time, on a permenent basis, actual oromotion beards where
individuels are sitting who are in a pesition to meke 2 substantive judgment
as to what the performence of the man in the field has been, who know enough
apout the working conditions and the work to meke some sense out of those
promotions. I therefore think that within the DD/P arec that is a net sain.
-6 -
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Now, in answer to the point of rotation within the Agency between
DD/P and DD/I, DD/A end DD/P, end so forth, I em quite prepared to admit not
very much of that has taken place. But I would submit in evidence that as
far as the DD/P area is concerned we have had a very difficult time filling
the important slots we have had both overseas eand in Washington. I am not
talking about bodies of personnel now, I am talking about responsible jobs.
So that the problem that we have faced is that the individual who is accept-
agble to the DD/I , for example, to go on the Board of National Estimates or
+0 work in OCI or in ORR, is generally a pretty senior fellow and a damn zood
fellow, because they don't went any deadbeats, and, as e consequence, is a
highly valued erployee of DD/P whom he feels, at this particular juncture,
that he needs in order to prosecute his mission. I have no doubt the time
will come when there is going to be a better system of rotation between the
Offices and Deputy Directors, but it seems it is pretty carly in the geme to
hope that is going to work very satisfactorily. I can state one specific
case that I know where we had an individual who had very definite substantive
knowledge on a part of the world but he had really run his tether out in his
work that he had been doing in intelligzence, etc. He was going to leave the
Agency, go on leave-without-pay and finish his degree. It was pointed out to
him thet he did have available to him to go to one of the other Offices and re-
fresh himself and make availeble to the Agency, on a different basls, the sub-
stantive knowledge that he had. He was so essigned. A Year went by and
the Office came back snd seid, "Would you take the fellow back? He doesn't
nave that high-level approesch to the world that we need for thie particular
job.," Fair enough, bub it simply indicates that these people in some cases
aren't readily interchencesble. The interchangesbility just isn't there,
somehow, with all the best will in the worid. Another fellow was terribly
inbterested in language teaching. He wanted to resign and study lenruages,
etc. He felt he hed run his tether out in the clandestine service. I talked
tc Matt Baird shout it and Matt has arranged for his language teaching. He
seved him for the Agency, and I am sure he will be very valusble to Matt and
to others. There is one, I think, that has worked or will work.

MR, BAIRD: It sure has.

25X1A%a MR, - And T want to say I very seriously gquestion whether
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there is any artificial procedure we can institute which is going to improve
that situation today.

MR, KIRKPATRICK: Let me interject there, because I think we have
come to a fairly fundamental issue on Career Service. I was tempted to add
the sentence at the end of this paper--and I had it in and then took it out,
and haed it in and took it out--that I thought the time had come when, if we
are going to talk about a Career Service Program anymore, we should either do
something about it or stop talking ebout it. And by that I meant exactly that,
in the simplest terms--let's eliminate the term "Career Service" from the
lingo of this Agency--for one reason, and that is from our ranks we constant-
1y get the cry, "Well, I've heard an awful lot asbout this Career Service
Progrem but just exactly what does it mean to me?" This is something I have
to live today because I have to go down and speak to the Orientstion Course
on "You end CIA," and vhat I am going to tell them about CIA and their re-
lationship is a pretty difficult thing to say without having my tongue in my
cheek. And whereas I will do that for the Agency up to a certein degree, I
am not willing to compromise my integrity very much further than I feel 1t
has been compromised to date. When you get down to what CIA can do for
these people we all know, having gone through the Iegislative Task Force
routine, that basically speaking we aren't much different from other Govern-
ment employees, except perhaps adversely because we have to live in the
reslms of secrecy and security, and serving in a job not revarding except
for the self-satisfaction. Consequently, when we speak of rotation within
CIA one of the attractions that this Agency has had, and rightly or wrongly
sne of the sattractions which our personnel recruiters have held out, was
the opportunity to change between jobs, to go into different parts of the
Agency to broaden their careers. Oue of the items we all talk about as part
of the future of CIA is that we want to make you the best of all possible
intelligence officers, to give you a thorough grasp of the situation so
that you can do it.

Now, I am perfectly willing to concede that within the DD/P area
what hes been done in the last year and a half bas all been beneficial. I
also would like to say, perfectly frankly, that when I went down to SO I
found that in 1951 the SO Personnel Board was doing a very good job in

handling the items which Career Boards are now doing. It was a forerunner
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in its field to the Career Boards of today. But I feel equally strongly that
unless we sgt up some system~--and I am perfectly willing to concede that any
system we set up may have flaws in it and we have to proceed on a trial and
error basis--some system for orderly rotation within the CIA for the DD/A
people to go to the DD/I, and the DD/I to go to the DD/P, right around the
board, so that we can say to our people: "Well, there are X-number of slots
which are the DD/P people who will serve in DD/I over a period of time" --
right around the board, en orderly system cof slots, or we had better stop
talking about rotation within CIA and go back and say that the compartmentation
of this Agency is such that except for the rare individual who we can reassign,
that generally speeking your career is in the area in which you have joined.
That is why I feel that this busineecs of rotation is really one of the corner-
stones on which Career Service is laid. Admittedly I don't have the panacea
to answer this, but it seems to me that a standard number of slots allocated
each year for people to go into the other areas, or something like that, is
what is required. Maybe that isn't the way to work it but we all muist admit
that the ad hoc basis on which it is worked today isn't the right way from a
Career Program standpoint.

MR. - Well, Kirk, I wanted to go on and add one further comment
after I had spoken in this vein that I hed, which was just going to be my
close-off here. I do think it is possible to do that and I did not mean to
indicate that it was not possible to do it, but I think we have to somehow
adjust this idea to teke care of a younger and lower-grade individual rather
thaen attempting to do this career rotation business with the middle-aged guys.

MR. KIRKPATRICK: I'1l buy that 100 per cent. I had lunch yester-
day with Hanson Beldwin who is an old and close friend of mine, and I knew
him duringz the war. Hanson is a good reflection of what gets into the press
concerning this. Of course, he did have a close relative in the Agency who,

T suppose, was his source of learning about this. But one of his comrents

yesterday was one thet worried me a great deal. THe said, "I understand you
are having quite a problem with your Junicr Officers.” And I said, "Yes, I
wonldn't want to deny that." And he said, "Well, I've talked to quite a few

of them and they aren't very happy about the future of their careers in CIA.

They secem to see a difficulty in proceeding with the bureaucratic delays,

sdministrative bottlenecks, and so forth." So I would be the last one to say
-9 -
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rotabion should be on the highest level. As a matter of fact, I would
think that some amplification of the "Baird System” of Junicr Cfficers!
assiznments is almost indicated here. If the youngsters cen get the cross-
fertilization we are going to have a lot betier Agency.
25X1A%a ¥R, Il 26 eren't those the fellows we are really talking

about when we talk about a Career Service Pro‘gra.m? I think a lot of people
tend to think subjectively and think in terms of their own particular prob-
lems about this Program, whereas actually the dissatisfaction or great urge

to Tind out about Career Service, the ones that raise it most are the young
people from 25 to 30, maybe up to 35. And those people at least--and I will
yvield to Ting on this because I don't know enough about his side of the

house, but I would think his Office and National Estimates and ORR, snd s0
forth, could use a GS-9 simply on & trainee hasis far better than they could
use & GS-14 who has to occupy a key position. And if we cen take care of all
the young fellows the old people like the characters around this table, in-
cluding myself, they aren't so derned worried sbout it anywszy. They came in
here for certain reasons and maybe if they want to rotate they can srrange it
themselves. But if we could move the Career Service Prosram into the GS-T,
0S-9 and G0S-11, and see to it that we set up a mechanism whereby we move

these people around, then I think we would heve gone a long way toward cutting
the knot, because we DO have & knot. At the moment we are almost frozen rigid
in the three areas with all the people sbove 0S-13, except for isclated cases,
vecause we can't, any of us, get on with our jobs at the present rate of
rnowledgeability at the time. Thore just aren't enough knowledgeable people

to hold down all the senicr jobs there are today. And maybe 1f we can agree
around this teble that we are addressing ourselves to the young fellows who

are just getting families and whé sre just getting started, and so forth, and
look at their problem, snd look at it from their standpoint, maybe we can

get it airborne, because I think we have got a little hung up on trying to
take care of the 13's and 1h's.

25X1A9a MR. _ tThat we tried lately, we started with the idea of

two or three snalysts who we think Sherman could use in the Staff 2 or 3

years from now, and give them the type of training he would like them to

have, and they are sood ones. They are mostly GS-9's.

25X1A9a Mz, [l T verture to say we could sit aown with || R 25X1A%a

- 10 - ’
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Ting, and so forth, and take a group of 30 or o 38-T's, 9's and 11l's, and
actually work out over a five or six year cycle a reascneble program for
them, and still not constipate the work of the Agency.

MR. KTRKPATRICK: Thet is exactly what I have in mind, becauge I
think once you put it on a cycle basis you have the program rolling. When
this Coreer Development Slot business gets on a cyele basis and the demands
for those slots are coming on a fairly proportionate basis across the Agency,
ther it will begin to pay off.

MR. BAIRD: Where we got into e bind is that this word "rotation"
has somchow got a connotation that it is wholesale rotation. I don't think
that anybody that ever used it initially had in mind that everybody in the
Azency was going to be roteted. I think it is silly to think there is going to
he this wholesale rotetion. It seems to me rotation should be on a very care-
fully sclected basis end confined to those people whe have demonstrated that
they are going te profit by the proper rotation. And you onght to tell those
people tomorrow, because if you tell 600 of them it will met around pretty
fest, that rotation just ain't zoing to be for 90 per cent of the people in
this Ageney. I have clericals now that think the PER invites them to say they
want rotation to an overseas slot. That is no basis for it at all.

L. REYNOIDS: T think that is very impertant. I think you have
to say something ebout that, because it comes back all the time.

MR, KIRKPATRICK: The other thing we have to n coznize is that
rotation also would offer the escapc for the malcontent and the dissatisficd
erployee, and they will try to be on the rotation routine as long as they are
in the Azency. Consequently, when we set this wp even on the junior level,
which I agoree is the best way to start it and mizht lick one of our worst prob-
lems right at the start, that when somebody is turned down for rotation on
the basic he is a malcontent, he should be told at that time, "You're not
being rotated because you are not a career potential in this Agercy. We have
looked at your record and your record isn't good enough to rotete you." And
that should either cut him off from other further attempts at rotation, and
should certainly highlight him as a potential individual to be eliminated.

25X1A%a MR. - Ting, does this make any sense to you?

MR, SHEIDON: I see no prcblem in picking a flgure, say 50, and
sit down end say, "All right, the DD/I Offices will split up these 50 and

- 11 -
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they will tap 50 of their own people on & given time basis and work out
specific rotations for those people. I see no problem on thet score at all.,
At worst you have to absorb, in effect, some training. That is your net
effect, So what? Yecu are buying future potential by giving up a2 small amount
of training time.

25X1A9a MR. - Kirk, I agree with you 100 per cent that we are about
falling on cur faces with this whole conception of Career Service unless we
can start someplace and show evidence of it in a practical way. And I do
think it is with the junior people we have the problem, and Lit it there and
forget the rest of them, and tell them if they are interested they will have
to bide their time.

MR. KIRKPATRICK: Dick, if we had hit the junior people in the
length of time we have already worked on Career Service, we would have licked
this problem.

25X1A9a R 2o it is dawning on me that this is the trouble that
has actuslly frustrated us all along, is trying to get the program undexr weay
for everybedy. I have given up hoping that we can do that, but if we can get
this other thing going we would have a conceptilon.

MR. DAIRD: I can zive yow ancther example, that it just happens
there zye 12 JCT's that have hoen assipmed over the past three years to OCI
slone. There isn't one of those twelve thet isn't satisficd and has never
ssked for rotation ocut of O0CI. The good ones will telte rotation as it is
shown to them es a part of career development, but they are not sitiing on
someboly's docrstep asking for rotation. They heven't asked for rotetion to
the DD/P cormplex. They are doing a good job, and scme of them have heen pro-
moted three times in that pericd.

MR. KIRKPATRICK: But your JOT's you can't use as an example. They
were hand-picked and they were hand-processed, and they were babied through
their csreers. I em talking sbout the kids that came in under the - 25X1C

I o

MR. BAIRD: Why does the Career Service prospect stand or fall on

25X1¢c

one recruitment effort? Because that was exactly what that was.
MR. KIRKPATRICK: There were so rmany of them.
MR. BATRD: And the job for which they were recruited folded up

and we have been trying to assimilete them unsuccessfully.
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MR, KIRKPATRICK: But do I interpret your viewe as saying that
this business of starting with the juniors is a wrong way of starting?

MR. BAIRD: No, I don't at all. I have been hammering on the
importance of the Junior Executive Inventory, that it was more important
than the Senior Inventory.

MR, KIRKPATRICK: Let's not bureaucratize the operation. ILet's
get it set up on a simple basis whereby we can get this rotation of a given
number between the Offices done. And sure, we will inventory them as we o
along. It will have to be done automatically. But this business of
cetting solicitation of names and getting them all a notebook and then
hoping that it's going to be used -- let's start the machinery.

_ What are we trylng to accomplish? Are we trying 25X1A%9a
to get a homogenous whole like the Army used to be back in 1812 or are we
trying to maintain a Corps like the Engineers, Quartermaster, and so forth,
selecting certain people out of those to go through the Command & General
Staff Schcol and the War College so they can serve on the Joint and Combined
Staffs? I think we have to look at the Agency. Some of these highly special-
ized people, there's no reason in the world for them to do anymore than a
detail.

MR, ¥IRKPATRICK: The number of people that would go into the
rotation, to my mind, would be extremely limited. They would be the ones you
have coming up--

25X1A9a _ There are quite a few. Those are the ones who
want to get into the Central Intelligence Agency and want to become cloak
and dagger boys. Their PHS has been shopped around. We make them cryptographers
and that is the most monotonous job unless they aspire to get thrown up in
the Signal Center business. So after they have served a tour overseas and
know the operating officers they want to get out and get into intelligence 5
and I invarisbly let them go. They have learned a lot about the Agency.
But outside of that cetegory some have gone as high as they can go with me
and they don't know the business and can't pull their weight, snd they want
to go into some of the other Offices. It seems to me what we are trying to
do, we are trying to build some high-level, over-all people, not the
specialized ones. So I wouldn't take a quota basis, I would determine what

is the requirement, in trying to train some General Staff pecple, which is
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really what it amounts to, who know all arecas of the Agency and who because
of their brains and execubtive ability are going to be the key people in the
Agency in the time to come. And I'd start with these lower level people who
come in. Maybe therc ought to be forced rotation after you find out he
looks like an outstanding man for training purposes. The military people
have tried this. They used to detail Air Force people to the Army and Army
people to the Air Force to try to make them learn each other's business sc
they would be better able to support each other. The Navy required that
everybody do a sea tour every so often, except the engineering only, or
something like that. But it was a very small part of the military that ever
roteted, and the people who transferred from the Cavalry to the Infantry
3idn't do it because they zot tired of their officers, it was because it was
more desirable for them to be in another Corps rather than the one they were
in.

MR. KIRKPATRICK: Well, you have a breakdown there. You have those
individuels who start out in the wrong Office and should be in another one,
but that is a placement problem. Those are individuals the Personnel Office
gshould replace in other Cffices where they would be more appropriately fitted.
What we are talking ebout on rotation are the Junior Officers with the eppear-

) ance of having broad capabilities and the possibility of advancing to the
level of a Branch Chief or above, and start out with them and give them the
opportunity to see other parts of the Agency. Meybe somewhere in the process
their rotation will stop and they will say, "Well, I like this better than
T did the clandestine services" or "I like the clandestine services better
than T did straight intelligence work."

MR. SHEIDON: I think what we are trying to accomplish is to create
a certain group of selected general intelligence officers. Todeay there are
too many very narrowly specialized people. I know perfectly well that in-
telligence as a whole, over a period of years, would beneﬁt if he would gee
the other guys' problems. I think that has been demonstrated in _, 25X1A6a
for ingtance, when with great hesitation your pecple (irdicating Mr.-) 25X1A9%a
accepted the idea of the Strategic Intelligence Staff. I think it has proven
it is of real value. They see something of the operations side and the
operations people see something of the straight intelligence side, and it is
helpful right across the board. Therefore, the people that you select for
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these rotations would be your better, younger men, not pecple who are, as
you say, rolling stones. With everybody taking the problem on that basis
you wouldn't have to be afraid of getting a bunch of lemons. It would be &
serious effort of trying to build a groun of young pecple right across the
hoard. Don't you think so?

25X1A%a MR. - I think it ousht to be done initially on a restrict-
=d and highly selective basis.

MR. SHEIDON: Yes, and check it out.

MR. BAIRD: I'd like to see the young man or young woman prior to
rotation have been in cne job long enough to show that he or she can hold
that job and do it well, and that may be two or three years. With these
Junior Officer trainees we get some with a kind of a concept that when they
come in they can try 5 or 6 jobs every three months, and we dissbuse them
of that or they resizsn. And I think they ocught teo be, for instance, iIn the
DR/P or in OCI, because thoss are the two offices whers they have demonstrated
that they can hold a job for a hitch which is two years or three years, end
if they have done well in that jcb then consider them for a possible fotaﬁ:ion
at some later dste.

25X1A9a MR. _ Well, you have to keep them for eswhile or you couldn't
tell where to place them.

MR. KIRKPATRICK: BSay we tock an arbitrary fisure of 120 as the
over-all number for the Agency and then split that, that would mean, in fact,

25%9 we are robating _ of the personnel of the Agency, which certainly
is a selective program.

MR. REYNOIDS: Don't other people belons to the Career Service
program begides that 1207

MR, KIRKPATRICK: Certainly.

¥R, REYNCIDS: I am very nzive gt this thing becanss T am very
sreen at it. I've only heard it spoken of since I've been in here, but it
is my feeling thet the averase person in the Agency is thinking in terms
of the professional soldler, sailor or airman after 20 years' service:

Ynhere am I? What is my retirement? What are those rights? There dcesn't
seem to be rmuch said about that. I think your paper should.

MR, KIRKPATRICK: Where are you going to be in about 20 years?
About the same as if vou were working for Agriculture.
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MR, EEYNOIDS: Is it the same as if you were in the Army? That
is what they want to know.

MR. KIRKPATRICK: I think I did mention last time I talked to the
Orientation Course that we hoped to get different retirement benefits, but
that is somethinz that has to be done by Congressional action.

MR, REYNOLDS: 3But by and large our grades are hipgher than
Agriculture.

MR, KIRKPATRICK: But I am not sure that is scmething you want to
advertise.

MR. REYNOIDS: But on the other hand, the retirement of a GS-13
who has served with the Agency--well, he knows he is not going to make a
million dollars out of this thing and he hasn't come in with that idea, but
a lot of these birds--ones that you and I and Kirk really know pretty well--
a lot of those men can earn twice the money on the outside starting as of
tomorrow, but they have been bitten by the bug and they would miss it like
hell if they left it. Some of those want rotation, of that particular group.

MR. - Of the 120 hand-ricked rotaticn ones you are going
to get a pretty good normal flow of rotation. You and Kirk and Red White
are three of the leading examples.

MR. KIRKPATRICK: I am talking asbout the 120 of the junior group.
We are going to get the higher level. There is no reason why a stop showld
be put cn that.

MR, REYNOIDS: I think your 120 as a sampling is a good ides, and
if in three years you have accomplished a 50 per cent rotation of that 120
we will be on the road to success in this thing. Now maybe I am pessimistic
about the timinz, but I think it is going to take that much time to get

everybody in the groove on it and realize what we are trying to Jo.

25X1A%a MR._ It dcesn't have to be a two-year rotation.

MR, REYNOIDS: I am thinking more of getting the thing rolling, of
the youné fellow who maybe has only had a job end a half during that time
and then he is zoing on to two more years somewhere else.

MR. KTRKPATRICK: It seems to me we are all in agreement on this
basic principle so that we can pget some action started on it. I would think
that the next step is tc ask the Personnel Office to come up with a system
for doing it.

&
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MR. FEYNCLDS: I think thet is probably our job. I don't know why
not. We can certainly take a crack at it. It should be presented to this
Board when, as and if we can get the thing done.

MR. KIRKPATRICK: Something along the lines of an ellocation of
the number of slots to be rotated into and cut of each of your components,
and then you simply sit down and start putting names into slots.

25X1A9a wr. [ tovr idee would definitely be between the DD/P areas?
It would not include my giving Ting or OCI--

MR. REYNOIDS: If we take 120 out of the DD/P complex--

MR. KIRKPATRICK: My idea was the total over-all figure: say 30
from the DD/A and 30 from DD/I, 30 from DD/P, and 10 each from Training and
Commo. Those arc just arbitrary figures. You may want to prorate it on the
basis of sizec.

MR. REYNOIDS: The AD's of these various Offices through cheannels
to select whatever quota we say is epproximately the number. We pick the
people and you put them in. They have to be interviewed end it has to be
discussed.

25X1A9a _ There are two things I have to watceh for and one
is that T don't get rid of somebody I am trying to get rid of. So I think
the Personnel Office should require e pretty good briefing.
25X1A9a ME. JJB There has to be o central point of control for this.

MR. REYNOIDS: Isn't that what the appreisal and essscssment peper
is for?

MR, BAIRD: If they are not careerists until they have been in
the Azgency three years.

MR. EEYNOIDS: We have a good meny now thet have beer in 3 years.
25X1A9a MR. _ I believe the very first step is to get the Career
Service nailed down and under way.

MR. KIRKPATRICK: Well, we haven't gotten to that.
25X1A9a MR_ I think you can do this rotation as of now.
MR. KIRKPATRICK: This is one part of it. ILet's get the mechanics
of this rolling, and then proceed on with the rest of the paper.
25X1A9a _ The second thing you have to be sure is that
tre Office that gets the individual doesn't throw him right in and make him

swim and accept full responsibility for his job.
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MR. KIRKPATRICK: I think the ground rules will have to be laid
down pretty clearly so that the gaining Office or the Office to which the
individual is rotated understands the conditions under which he is arriving
and how long he will be there.

25X1A9a _ And he has to be under a period of training be-
fore given a supervisory job or a job of great responsibility. I have a
devil of a time with my outfit because they don't want to take anybody who
hasn't been in this geme since the days of Scotty and George and all of the
rest of them, no matter how qualified he is. If I send a communications man
over to OCI in a Grede 9, well a Grade 9 has to go someplace where he has a
lot of T's under him. He has to be a supernumerary until he has shown his
qualifications. ‘

MR. BAIRD: There is another thing I would like to call attention
to, that this system we are talking about has been in effect, to a certain
degree, with the Junior Officer trainees. We don't want to gsee that wiped
out.

MR. KIRKPATRICK: I don't think this is going to affect that at sll.

MR. BAIRD: I Jjust want that to be taken into consideration.

MR. KIRKPATRICK: Well, this business of wearing ﬁhe school ring
isn't confined to your Office alone. (Laughter) That is fairly wide-spread
in the Agency.

MR. BAIRD: There is another thing on rotation which is different
from what we have been talking sbout--which 1s obvious tc Dick-~and thet is
that the lifeblocd of the Office of Training depends upon rotation. Thet
isn't for career development purposes, it's to develop the people thet will
profit by good training.

MR. KIRKPATRICK: It seems to me this is going to give you some
more end younger corpuscles.

MR. BAIRD: No, because to train those younger corpuscles you have
to heve some pretty experienced people. Of course, our trouble today is
that everybody wants the "good man," and there just aren't enough in the
Agency to parcel them out. I want the same people that Dick thinks are the
best he has.

MR. KIRKPATRICK: I am tempted to put in the rules they have on
television sbout self-advertising.
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MR. BAIRD: That isn't for the career development of the individual
who 1s being rotated.

MR. KIRKPATRICK: ILet's leave this particular subject, then, with
the Office of Personnel going into the mechanics of it.

Dick, do you have a SHORT point you want to make? (Langhter)

25X1A9a ME. I 1'11 shut up for awhile.

You don't want to argue about promotion policies, do you? I simply
didn't want you to think I wes subsiding because I didn't have anything more
to say.

MR, KIFKPATRICK: I wasn't taking it as your acceptance or total
agrecment with the rest of the peaper.

MR. SHEIDON: It is in this paper that I would precisely like to
raise the point that unless the Agency finds some technique outside of the
present rules and regulations for getting rid of people that we are not able
to zeinfully employ here, any program we set up, career or otherwise, is
coing to fall flet on its face.

MR. BAIRD: Hear. Hear.

MR. SHEIDON: We can talk until we are blue in the face on these
plans, but unless that is taken care of, the Agency over a period of time is
going to get static and deteriorste in its quality.

25X1A9%a MR. - I want to ask a question, in addressing myself to that:
Has any individual around this table asked an employee to resign and have
the employee decline to reslgn?

MR, BAIRD: One.

25X1A9a _I guess dozens.
25X1A9a MR. _ We had one that cost us two years and I don't know
how many thousands of dollars in manhours. We finally got rid of him, and
within two weeks he was back in the Agency.
- MR. REYNOIDS: We have a file that high (indicating). It's one of
my immediate headaches.
25X1A9%a MR. Il Vet I was wondering,--and I am honestly interested in
finding the solution to the problem Ting poses--are there so many left over
after you have asked them to resizn? In other woerds, is it a question of a
mechanism to take cere of a small, hard corps of those who won't resign unless

they are literally thrown out of the door, or is it a question of a much
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larger number of people, because it has been my experience that when you tell
s guy he reelly hasn't got it, that by and large they quit.

MR, KTRKPATRICK: It's the small, hard corps, Dick, plus the fact
that some of our supervisors just don't join issue with it. And I don't think
it's part of the Career Service Program. I1'd hate to see this Board get en-
meshed in trying to discuss the techniques, because it's not a hard technique.
You and I, Dick, have gone through it on various occasions when we have been
desceribed as each other's axe man. So it really is something which is going
to require the education of our supervisors to face up to it, and I think this
new evalustion form is going to meke them fece up to it a lot more. I might
add that as IC I have told several people to resign when the supervisors fail~
ed to do so. It's a smell, hard corps that are going to go through every
bureauveratic Civil Service procedure and fight up and down the Halls of Congress
if they have to.

25X1A9a MR. Il Hove you had a lot of it?

MR. SHEIDON: No, but I can see it coming.

MR. BAIRD: The reason its size is so small, I think, is that we
hoped they would do it without asking: "Took, would you resign?" Because if
he says "No" there you've got him. So you put off as long as you can asking
that question, hoping that he will resign. I have more than one case being
battled at the moment who haven't been specifically asked to resign, I think,
for that reason.

MR. REYNOIDS: You say the supervisors, and of course it is, Xirk,
beczuse I think in half the cases I've looked over it has been a case where
their promotions have been very fast, and then the supervigor has decided
he doesn't want the person and if he says, "Will you resign?” the ansver is,
"what the hell did you promote me for?" Of if he is asked to take 2 lower
grade he says, "If I was good enough to get promoted to en 11 why should I
go back or resign?"

MR. BATRD: Kirk, I'd hate to have you go to the Director and ask
that Office Boards be abolished at this time until we are demn sure what we
are going to replace them with. And you haven't asked that the Office Board
of the Training Office be abolished, so this isn't sour grapes, but some of
the Offiée Boards thet T know of, and I'll speek more from the DD/I side of

the shop, I think are doing an excellent job, and I'd hate to see the work
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that has been done in at least three of these DD/I Office Boards Just wiped
out. I feel they will continue to act as they are now acting for the AD of
those Offices, even though they be called by some other nanme.

MR. KIRKPATRICK: Whet I don't went to see, Matt--quite hcnestly--
if we chanpe the system, to see the inherent bureaucracy cperate along the
previous system so that all we are doing is adding paper work. But I agree
that quite a few Office Boards have been doing a good job, depending upon the
AD and the spirit of the Office in their desire to have a career program.
Actually, that waes put in there to smoke certain things out.

MR. REYNOIDS: I concur with Matt on thet and I would add that it
is my impression that the DD/P complex has had some successful Boards and has
been helped.

MP. KTRKPATRICK: In view of the time, I sather from Mr. [ 25X1A%2
comments it is not the will of the Board to accept the rest of the paper with-
out comment?

25X1A9a MR. - I'm sorry, but you know very well this paper was desion-
ed to invite these same comments.

MR. KIRKPATRICK: Well, vou must say it is considerably moderate
in tone compared to what it could be.

25X1A%a MR. _ In 5 paper like this, summarizing past accomplish-
ments, you have to battle some things and then o on to sugpested changes.
MR. KTRKPATRICK: I was also trying to smoke the Director out on
certain things. He hears an awful lot about career service programs but he,
quite honestly, hasn't had time to acquaint himself.
25X1A9%a vz, B O promotion policies the Directors sometimes pick
up the bezll and run like maé with it.
25X1A%a MR, - Very honestly I don't think he has addressed himgelf
to a single one, but when he sees the sericusness of it he will--
MR, KIRKPATRICK: Simultanecusly with this beinj on his desk, it
1et loosz on this morning's Steff Meeting for a fair 15 minutes.
Pud, you said we wers nulged for next Thursday's meeting?
25X1A% vx. [ ve cen't meet here Thursday at 4:00.
25X1A9a 'R, [ con't von cet one of ONE's rooms?

¥R. KIRKPATRICK: Well, let's check. It will either be Thursday

at 4:00 or Thursday at 11:00.
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Now, a couple of quick items. The Director has spproved getting

legislative exception to the Performance Rating Act. It's in the mill now.

E:\

I haven't yet received any statement from the Director &s to whether he has
read through the legislative program.
25X1A9a VRl 1 rove two other 1tems. | 1= vritten o5y 1a0,
what I consider to be an absolute masterpiece in the way of a career planning
and carser managerent peper. I have gone over it with Ben and he has no ob-
jection to its being used. It's addressed to the FI Board, but I would like
to get Gordon's permission and then I would like to propose this be circulated
to the Board, beceuse it is an extremely velusble peper, in ny opinion. It's
the best I've seen in three years.
And the last voint, Ting, concerns owr conversation. The mimtes
show that the Board agreed that e career development slot for || N
would be revoked because he wasn't needed. 25X1A9a
MR. SHEIDON: I gether I spoke a little hastily at that time.
25X1A9a MR.- Yes, you would get into very serious trouble. So
while the minutes reflect the Board's asction, it is something that will have
to be postponed for & considersble period of time, at any rate.
MR. KIRKPATRICK: Okay.
We stand adjourned, and thank you, gentlemen.

+« + o The Board adjourned at 5:05 p.te . o
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