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ROTATION PLAN COMMITTEE ) I
4 November 1947 .

A meeting of the Rotation Plan Committee was held in Roonm 117
Headquarters at 1000 hours on 30 October 1947. The following vere .
present. - — g+unﬂ-

" Mr. William F. Friedman, AS-14, Chairman
Lr, 5. Kullback, AS-70
Dr. A. Sinkov, AS-80 . : o
Mr, F. B. Rowlett, AS-90 . . R
Mr, J. L. Sullivan, AS-6) ...
Capt.R. W. Stowbridge, AS-23
1st Lt. H. S. Buchanan, AS-21

Also preeentr . L . . L

Mr. Leo Rosen, AS~7O
Mr. Mark Rhoads, AS-14

mittee &nd the results of 1ts two previous meetings. He recalled ,
to the members that after the second meeting no further action was, .
taken because uncertainties incident to budgetary problems and =~ .. .
their effects upon our personhel levels and so .on made 1t advisable

to postpone action in regard to rotation of personnel. Recently e
Colonel Hayes inquired regerding the status of the Plen and . -
indicated that he wanted the Committee to resume its deliberations. _
He desired that the Committee should make additional specific oL
recommendations regarding rotation of personnel and indicated that o
the matter of rotating dlvision chliefs should be explored. s

In regard to the persons already rotated (Small, Douglas, and
Ferner), Dr. Sinkov stated that he would like to keeo Mr. Small ' N
for another =1ix months. It was agreed that no further rotation of A "
these personnel for at least six months would take place. . S

In answer to the gquestion: should rotation be made for definite
periods? Mr. Rowlett stated that he believed that it should depsend
on operational needs. - . ) .

A reviev of the 1lists of rotatable personnel’ previously pre-
pared by the division chiefs vas made. After considerable dis- ‘

cussion the names of the following vere suggested for possible o
rotation: B
¥r. Dumey, P-6, Chief of AS-T6 to be interchanged .. ...
with Mr. Clark, P-6, Assistant Chief of Security T
Division. w L s eb—

. - ~ - 3 = -




Mr. Gordon, b-s, Chief of Project Section ,
AS-76, to be interchanged with Mr. Austin,
P-~5, Chief of AS.83. ) Rt

It was agreed that the wishes of the individual in each case
should be consulted prior to any transfer. ' .

Due to the difficulty in .seloction of personnsl for rotation
when selection 1s based on individuals rather than on the jobs
held by them, it vas agreed that & broader program based on a
study of comparable job descriptions rather than on individuals
be studied. Mr. Rhoads was designated to make this study.

The rotation of Staff members with,operiting psrsonnel was
discussed. 1t was agreed that this was important because business
_relations between these two categories of personmnel would be-aided
by & knowledge of each other's problems. At present, if there
are confllicets in views these are due mainly fo the laeck of appre-
ciation of the other fellovw's problems for i1 1s the exceptionsal
case vhere g Staff wmember has had any operating experience and
vice versa, Because of the limltation on agsuignment of grades
higher than P-} to Staff, in accordance with a decision made by
the Chief or Deputy Chief, ASA, it was felt that no good purpose
would be served in rotating civillans from tae operating dilvisions
to the Jtaff, because it 1s personnel of grades higher than P-4
ordinarily vho would sccomplish the most good in this regard. It
was deemed most important, hovever, that Staff members be rotated
to operating divisions, in case they had no operating experience.
In the future, it would be advisable to assipgn those vho are to
ccecupy Staff positions for & mininmum of 2 yea: in the operating
divisions. The present short tour is totally inadequate to give
a proper appreciation of the problems to be cncountered. The case
of the 32 AAF officers to be assigned to AL\ was cited. Thess - -
officers are to be assigned to the operating divisions and not to .
Staff. Hence they will probably be better experienced than
equivalent ASA officers in their detalled knowledge of operations
and will be better equipped for thelr own operations in the Aipr

. Force and for effective liaison with ABA. . , T

aqd |t

Rotation of Division Chiefs. MNr. Friedmen reviewed the ad-
vantages to be gained from such rotation. In addition to the
points cited in the minutes of the previous mecting, he felt that
rotation of division chiefs would provide a frfshness in point of ]
view and prevent the solidification of people in jobs for long '
periods of time. An organization should not bo dependeant on one
man or & very limited number of men, and although 1t would be a
hardship on the lndividual to switch, the Agerncy as & whole would
benefit. Cases were clted of such rotation in high administrative -
positions in the Bell Telephone System and in other companies. A
Mir. Sullivan was requested to ascertain from the Personnel Divi- -
sion of the Department of the Army or elsewvhere pertinent data
in regard to any studies made along this line in the compercial .
field. : e : - T
2 i ‘ oL

——0—H—FI5-R-N-E ;A;
L




. ® REF ID:A67428

-
[ . - - =

Mr. Rowlett objected to aceepting as a valid generalization
that the "nev-point-cf-view" idea is 8 good reason for rotating
division chiefs. It does not always work out, and he does not
believe in shifting for the sake of shifting. If vacanclies occur,
hovever, that is another matter. The application of "new broom"
in practice often has repercussions and temporarily, at least,
there is & possibility of creating inefficiencles. .

Dr. Sinkov stated that he has been in his present position
for a year and 8 half. It has heen good experience bscause it has
been new to him. He feels, however, that he 1s totally out of the
picture in regard to cryptanalysis and the research laboratory
fields. He would welcome the ohange for the stimulation that it

would bring to him. His present position has become largely routin-

ized. -
Dr. Kullback had & neutral feeling in the matter. In his

—ENE

rosition as Chief of AS-70 he has dealings with both ‘AS~B0 and AS~90

and 1s between the twe. However, he would not object to rotation.

Asked for his opinion, Captain Stowbridge indicated his view
that rotation of high-echelon personnel, including division chiefs,
Would be good for the Agency.

Lt.-Buchanan,-fepresenbing L. Colonel Libby stated that he
was too new in his present assignment to venture any views on the
mtter. ) ’ ’

Mr. Sullivan stated that he had no viéwé on the matter except
to see that anything done was in barmony with Civil Service regu-
lations. ' .

" Mr. Rosen indicated that while he knew that rotation of high-~
echelon personnel vas a policy followed in the Bell Laboratories
and elsevhere, he was opposed to the idea of shifting people
around just for the sake of a change to see what might happen.

Nr. Rhoads was of the opinion that rotation of higher-egchelon
personnel, including Staff members and division chiefs, should be
adopted as a general policy wherever or vwhenever practicable. IHe
reiterated the fallacy of basing an organization on individuals
rather than on sound organizational prineciples. - ]

Tﬁe meeting was then adjourned to avait reporfé from Messrs.
Rhoads and Sullivan. _

WILLIAM F. FRIEDMAY .
Chairman
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A& meeting of the Rotation Plan Committee was held in Room 117
Headquarters at 1600 hours on 50 October 10k7, Tne following vwere -
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Mr., Williem F. Friedman, AS-14, Chailrmen
Dr. 3. Kunilback, AS-TO: :

Dr. A. Sﬁ;ﬁav, AS-80

¥r., ¥. B, Rowlett, AS-0C

Mr. J, L. Suilivan, AS-01

Capt. R. W. Ztowbridge, AS-23

ist Lt. B. &, Buchanan, AS-21

]

)

Also present: - : T .

Me. Lieo Rosen, AS-T
M. N 7k - Rhosds, AS-14

The Cheirman bﬁicfly revieved the order szeiting up the Com
mittee and the results of 1ts twoe previous meeitings.. He Pecalled
Lo whic meabers that after the sacond mesting no fuprtl 61 action vwas

taken because unceritainties incldent to budgetary problems and
thely effecis upon ouvyr persconnel levels and so on made 11 adrlo?b1e
to postrone action in ragard to rotaiticen of DbFSOﬁﬁOln Recently
Colonel Hayes inguired reozarding the status of the Plen and
indicated that he wented the Committee to resume its deliberatlons.
Hé desired that the Commlttee should maks additional specific
recommendations recarding rotation of personnel and Indicatsd that
the matter of rotating division chiefs should be explored.

In regard to the peracns alresa d3 rotated (8 ail, Douglas, and
Ferner), Dr. Sinkov stated that he would like to ksep Mr. ouall‘ '
for anothsr sisx months. I% was agrasd that no further fouat*o of
these personnel for &t lesst 3ix wenths would fulks Dla

in asnswey to the
3% HKr. Rowvlett

should yotation be mede Tor ded
é ' Fe0 st
cn opgrational nseds.

hes pelievsd that 1t %Fwd‘& deper

. A review of the 1lists of rotatablie pb“sonuel pPe yicusly pre-
raved by the division chiefs vas made. After considerable dis-
cugzion the names of the following were suggested for posslble
votanlon: :

Mr. Dumey, P-5, Calef of 45-75 o be interchanged
with Mr. Clark, P istant Chisf of Security

Division. o ,
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TTvice zerse) Because of the limitation on assignment of gradeq
‘higher than P=E to Staff, in accordance with a decislon made by
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Mr, Gordon, P-5, Cnief of Project Section ,
nu~76 to be interchanged with Mr. ‘Austin,
P_5, Chiecf of AS-83.
It wes agreed that the wishen of the indivlidual in each case
should be consulted pricr to any lLransfer. :

Due to the difficulty in selection of personnel for rotation-é?
vhen selection is based on individusls rather than on the jobs :
held by them, it was sgreed that & broader program besed on &
study of nomparaole job descriptions rather than on individusls Q?
be studied, Mr. Rhoads was designated to make this study.

The rotation of Staff mempbers with opersting personnel was
discussed. It wes agreed that this was lwmportent because business
relations between these tvo categories of personnel would be aided
by a knoylrdge of each other's problems. . At present, if there
are conflicte in visws these are due mainly to th e lack of apbre-
ciation of fh@ other fellovx's problems for i% :
ueeesamayﬂﬂaﬂbme£§-ueﬂbnxmhaNMQQQ_anxhgpggﬁiiagvexper%ence*ﬁnd

the Chilef or Deputy Chief, ASA, 1t was felt :hat no good purposs
would be served in votatling civilians from %ae operating divisions
to the Staff, because 1t 1s personnel of grades higher than P-4
ordinarily who would sccomplish the most good in this regard. It
was deemed most important, hovever, thet Sty members bc rohated
to operating divisions, 4n case they had no operating czperience.
In the future, it would be advlisable o assizn those who are to
gceupy <taff positions for a minimum of a8 yeer in the operatlng
divisions. The pressnt shori Lour is totaliy inmdequate to give n
a proper sppreciatlion of the proplems to bd cncountered. The case
of 'the 32 AAF officers to be assigned to ALl vas cited. These
ofTicers are Lo be a~3lgned to the operating divisicas and not to
Staff. Hence they will probably be better oxperlenced than _
equivalent ‘A5A officers in their detalled knovledge of operations

and will be better eguipped for thelwr o¥n operations in the Ailrp

Force, eﬁe:zﬁfzﬁxfﬁtxrta:;xr1unn-m:-
Rot&t*on of D17131on Chiefs. NMr. Priecdwen revieved the ad-
vantages to be gained from such rctetlion. Ia addéition to the
poin+s cited in the alnutes of ths previocus meeting, he Ffeli .that
rotation of division chiefs would provide 2 freshness ln polnt of
view and prevent the solidification of pecple lan jobs for long
pericds of time. An organizatlon should not be dependent on one
men or 2 vevy limited number of men, and although 1t would be a
ﬂanbﬂ[p on the individual to switeh, the Awer“y ag a vhole.would
penefit. Cases wers ¢lted of such fo“ation in nigh administrative
positions in the Bell Telephone System and in oather companies.

~a

Mr. Sullivan was requested 3o asceriain from the Personnel Pivi-

sion of the Department of the Army or elsevhere peritlnent dzin
in regard to eny studies mede aslong this line in the commercial

-fisld. : ‘ : ®
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Mr. Rowleut objected to accepting as a valid generalization
that the "nev-point-of-view" idea s a good reason for rotating

-'division chiefs. It does not alvays work out, and he does not

believe in sblfcing for the sake of shifting. If vacancles oceur,
however, that is another matter. .The application of "new broon"
in practice often has rcpercussions and temporarily, at least,
'there is a pos<ioility of creating inefficilencies.

Dr. Slnkov stated that he has been in hlis present position
for & year and & hslf. It has been good experience because it has
been nev to him. He feels s, hovever, that he 1s totally out of the
picture in regard to cryptanalysis and the research laboratory
flelds. He would vwelcome the change for the stimulation that it .
would bring to him. His present positlion has become largely routin-

ized. o | | | { L of

Dr. Kullback hed & neutral feeling in the ptter. In his.
positlon as Chlef of AS-7C he has deallngs with/both AS-80 and AS- 90.

;;sat:f:>:e would not obJect EO otatlon
v abionded v vo Jotatlon, wert

Asked Por his opﬁnion, Captain Gtovbridge indlcated his view
that rotation of high-echelon personnel, including d1v1Q10n chiefs,
would be good for the Agency.

4 po

Lt. Buchsnan, representing Lt. Colonel Libby stated that he
vas too nev in his present a%slg“m“a to venture any vievs on the

matier.

My, uulliven stated that he had no views on the matter except
to see that anyuhlng done vas in qarmony vith Civil Servlce regu-
lations, , '

fiﬂgw'ﬁ‘““i“ﬁ:yﬁwng"o

Mr, Rosen indicated that whlle he knew that rotation of high-
"echelon personnel vas a2 policy followed in the Bell Laboratories
and elsevhere, he uwas opposed to the ldea of shi fting people
around just for the sake of & change to see what might happen.

- Mr..-Rhoads was of the opinion that rotution of higher-echelon f
rersonnel including 3taff members and division chie-s, should be
adopted as a general pollcy vherever or whenever practicable. e
relterated the fallacy of basing an organlzation on 1nd1v1duals

rether then on sound owEanlzational bﬂlnciples M. 1Bt

A0 g2 a Do d Ptpars mdinrdurdll wﬂQ
The meeting was then adjourned Lo aua4t repcrts from Meswrs.
Rhoads and Sullivan. / cloreo , }aL

WA o fla 20e,,
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. IILLIAM F. FRIEDMAN
~ Chairmen.



