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ROTATION PLAN GOHMITTEE
_ 4 November 1947

A meeting of the Rotation Plan Committee was held in Room 117
Headquarters at 1000 hours on 30 October 1947. The following were

present.

Mr. William F. Friedman As-lu Chairman
-Pr. 8§, Kullback, AS-T0

Dr. A. Sinkov, 48-80

Mr. F. B. Rowlett, AS-00

Mr. J. L. Sullivan, AS-61

Capt. R. W Stowbridge, AD-23

1st Lt. H. 5. Buchanan, AS-21

Also present: . !

Mr. Leo Rosen, AS-T0
. _ Mr. Mark Rhoads, AS-14
The Chalrman briefly reviewed the order setting up the Com-
nittee and the resulis of 1ts two preaviocus meetings. He recalled
to the members that after the second meeting no further action was
taken because uncertalnties incident to budgetary problems and
thelr effects upon our personnel levels and 30 on made it advisable
to postpone action.in regard to rotation of personnel. Recently
Colonel Hayes inqulred regarding the status of the Plan and
indicated that he wanted the Committee to resume its deliberations.
He deslired that the Committee should make additional specific
recommendations regeardlng rotation of personnel and indicated that
the matter of rotating division chiefs should be-explored.

In regard to the persons already rotated (Small Douglas, and
Ferner), Dr. Sinkov stated that he would like to keep Nr. Small
for another s=ix months. It was agreed that no further rotation of
these personnel for at least six months would take place.

: In answer to the question‘ should rotation be made for definite
periods? Mr. Rowlett stated'that he believed that it should depend

on operational needs.

A reviev of the lists of rotatable personnel previously pre-
pared by .the dlvision chiefs was made. After considerable dis-
cussion the names of the following wvere suggested for passible
rotation:

Hr. Dumey, P-6, Chief of AS-T76 to be interchanged
with Mr. GlarL, P-6, Assistant Chief of Security

Division.
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Mr. Gordon, P-5, Chief of Project Section ,
A3-76, to be interchanged with Mr. Austin,
P-5, Chief of AS-83. _

" It vas agreed that the wishes of the individual in each e;ée )
should be consulted prior to any transfer. ' R

Due to the difficulty in selection of psrscnnel for rotation
when seglection i1s based on individuals rather than on the jobs
held by them, it was agreed that a broader program based on a.
study of comparable job descriptions rather than on individuais
be studied, Hr. Rhoads was dealgnated to mske this study.

The rotation of Staff members with opersting persommel wvas
discussed. It was agreed that this was important because businose
relations between these two categories of personnel would be aided
by & knowledge of each other'®s probiems. At yresent, if there
are conflicts in vievs these are due mainly to the lack of appre-
j clation of the other fellow's problems for it 1s the exceptional
case where a Q3gII*mggbsr—haa,hgg4ggg;gpgggﬁi%s;&;EQELQBQE and
. ylce verasa. Because.of the limltation on assignment of grades
i higher than P-4 to Staff, in accordance with & declsion made by

the Chief or Deputy Chief, ASA, it was felt that no good purpose
would be served in rotating civilians from the operating divisions
to the Staff, because it i1s personnel of grades higher than P-4
ordinarily vho would accomplish the most good in this regard. It
| wvas deemed most important, hovever, that Staff members be rotated
i to operating divisions, in case they had no operating experience.aﬂngggjr
) In the future, it would be advisable to assign those vho are to

1

¥
i

occupy ‘3taff positions for a minimum of a4 year in the operating
dlvislons. The present short tour is totally inadequate to glve
.& proper appreclation of the problems to be encountered. The case
.of the 32 AAF officers to be assigned to ASA was cited. These
officerg are to be assigned to the operating divisions and not to
| Staff. iﬁence they will probably be better experienced than ’
equivalent ASA officers in their detelled Imovledge of operations
and vill be better equipped for thelr own operations in the Air v
Force and for effective liaison with ASA.@A“, A% A wW-edd,

Rotation of Division Chiefs. Mr. Friedman reviewed the ad-
vantages to be gained from such rotation. In daddition to the
points cited in the minutez of the previous meeting, he feolt that
rotation of division chiefs vwould provide a freshness in point of
viev and prevent the solidification of people in jobs for long
periods of time. An organization should not be dependent on one
man or & very limited number of men, and although it would be &
hardship on the individual to switch, the Agency as a whole would
benefit. Cases were cited of such rotation . in high administrative
positions in the Bell Telephone System and in other companies.

Mr. Sullivan was requested to ascertain from. the Personnel Divi-
sion of the Department of the Army or elsewhere pertinent data -
‘in regard to any studies mads along this line in the commercial

field. '

pr——
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Mr. Rowlett objected $o accepting as & valid gensralization
that the "new-point-of~view” fdea is & good »esson Tor yotating
division ohiefs. It doss not alwhys work out, and he does not
bellieve in shifting foxr the sake of shifting. If vacancies occur,
hovever, that is another matter. The application of "new broom"
in practice oftén has repercussions &nd temporarily, &t least,
there is & possibility of creating Inoffioclencies.

Dr. Sinkov stated that he has besn fin his present position
for a year and a8 half., It has beoh good sxpsrience because 1t has
been nevw to him. He fesls, however, that he is totally out of the
pleture in regard to cryptanalysis and the research laboratory
flelds. He would welcome the obange fox the stimulation that it
gou‘]id bring to him. ¥His present position has bssoms largely routin-
z2el. . - - -

Dr. Eullback bad a nextral feeling in the matter. In his
position as Chief of AS-70 ho has dealin%s'ﬂith both AS~80 and AS-90
and is between the two. However, he would not object to rotation.

Asked for his opinion, Captain Stowbridge indicated his view
that rotation of high-schelion personnel, ineluding division chiefs,
vould be good for the Agency. : .

Lt. Buchanan, representing Lt. Colonel Libby stated that he
vas too new in his present assigmment to venture any views on .the
matter, T .

Mr. Sullivan stated that he bad no views om the matter except’
to see that anything.done was in hsrmony with Civil Service regu-

jations.

Mr. Rosen indicated that while he kmew that rotation of high-
echelon personnel was & poliey followed in the Bell Laboratories
and elsevhera, he was opposed to the idea of shifting people
around just for the sake of & change to sge what might happen.

© Nr. Rhoads wvas of the opinion that rotation of higher-echelon
personnel, including Staff members and dlvision chiefs, should be
adopted as a general policy wherever or whenever practicable. He
relterated the fallacy of basing &n organization on indlviduails
rather than on sound orgenizetional prlnciples. -

The meeting was then adjourned to await reports from Messrs.
Rhoads and Suillivan. .

WILLIAM F. FRIEDMAN
Chairman
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DRAFT 3 November 1947

A meeting of the Rotation Plan Committee was held in
Room 117 Hq. at 1000 hours on 30 October 1947. The following
wvere present: '

Mr. William F. Friedman, AS-14, Chairman
Dr. S. Kullbagk, AS-T70
Dr. A. Sinkov, AS 80
Mr. F. B. Rovlett, A3-90
“Mr. J. L. Sullivan, AS-61
. Capt. R. W, Stovbridge, AS-23
1st Lt. H. S. Buchanan, AS-21

Also present°'

Mr. Leo Rosen, AS- 70
Mr. Mark Rhoadsy AS-14

- The Chairman revlieved\briefly jthe order setting up the n
e NecalQod Yo tox

Committee and the results %? two previous meetings.,held—by—

i forms Hal™
the_09mmix££ea ,After the second meeting no:’further action was
*‘e\n.uv

O g‘b%mjc;
taken. d&e—%o—uaee e+nty 1ncident to budgetary problems eon=

nec$ed~u&$h-personne}\ Recently Colonel Hayes inquired regardr :
A “wadicade ) Yook Lo, wote Y,

%
cuié;+ume£2edeee¢,hr¢,' A“”*‘ﬁigéraé ééi
Committee should make recémmendations regar ing personnel @'
te—be—petaﬁi5~ Q%QA““)F JE Eﬂ 8°
perRd. Do o fplaad .
In regard to the persons already rotated (Small, Douglas
and Ferner), Dr. Sinkov stated that -he would like to keep Mr. c;i
Small for another six months. It was agreed that no further 'Ei

rotation of these personnel for at 1east six months would take

place.v
Declassified by NSA/CSS
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In answer to the question: should‘rotation be made for
definite. periods? Mr. Rowlett stated that he believed that it
sheuld depend on operational needs.

A review of the lists of rotatable personnel previously
'grepared by the Divislon Chiefs was made. considerable
difrizulty the names of’the following were suggested for pos-

sible rotation:

Mr.' Dumey, P-6, Chief of AS- 76 to be interchanged with
Mr. Clark, P-6 Assistant Chief of Security Division.

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

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

Due to tze difficulty in selection of perso el ijéggta-

““%J*L - U Naar thoan

tionﬁfaseduon indiziduals£§it was agreed tha a broader
based on a study of comparable job descriptions rather than
.on individuals be studied. Mr. Rhoads was deslgnated to make
this study.

The rotation of 3taff members with’openating personnel

was discussed. It was agreed that this vas ew%reme&q important

because uander

these two cate oiies of personnel 3

B A’V“PAnaauAf Rore. ene

- 'Pis=4s due mathly to the lack of appreciation of the other
N

fellow's pe&aﬁsoﬁ-wéew is the exceptional case where a

loud. VLR Vera_ .
Staff member has had any operating experienc3( Because of the

limitation on assignment of grades higher than P-4 to Staff
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in accordance with a declsion made by s 1t was
N

felt that no good purpose would be served in rotating civilians

from the operating divisions to the Staff, because it is -
personnel of grades higher than P-4 ordinarilvaho'would acconm-
plish the most good in this regard. It was deemed most im-
portant, however, that Staff members be rotated to operating
divisions, in case they had no operating experience. In the
future it would be advisable to assign those who are to

occupy Staff positions for a minimum of & year in the operating'
'divisions. The present short tour is totally inadequate to
give a propef appreciation of the problems to be encountered.
The case of the 32 AAF officers to be assigned to ASA was

cited. These officers are to be assigned to the operat g

divisions and not to Staff. Hence they ‘will be-f&r—&he%ad—ef 7 4

equivalent ASA officers 1n thelr knowledge of operations and

1 w, oo A
will be better equipped for their own operationeaand for

effective liaison with ASA.

c%; Rotatioo*:{Hgiyi;igﬂJggiefs. Mr\ﬁ;iijgfifhzfzgewed the .
advantages to be gained from such rotationtﬂia=$ha$-it would

provide a freshness in point of view and prevent the solidi- Zﬁ_
fication of people in jobs for long perlods of time. An
organization should not be dependent on one ma3< and although

it would be e hardship on the individual to switeh, the Agency as o wsl

would benefit. Cases were cilted of such rotation in high
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administrative positions 1n the Bell Telephor_ze System and
in other companies. Mr. Sullivah uas'requeste'd to ascertaln
Do SN . ehrerborg.
from theADe'partm nt of the A%& pertinent. data en=f£ile=thene-
in regard to any studies made along this line in the commercial
field. - y |
Mr. Rowlett ob,]ected to accepting as generalization ef e Cs
s oo paee i ehehiin S cbaft
the new—point—of-—view ideaA. It does not always work“out
and he does not believe in shifting for the sake of shifting.
If vacancies occur, _however, that is another matter. a{l-th.uJ-\-oﬂ—TE

new broom ,\of\[.y‘-n has repercussionSM M&M% aW QLM"'%Q wf a

t Dr. Si’n‘yk[gv state@ that Eﬁe has been in his present posi-

tion for a year and a--half. It has been good experience
because it has been nev.to him. He f;els, however, that he
1s totally out of the picture in i'egard_ to cfyptahalysis and
the research laboratory fi_e'lds. He would welc’omé the change
for the stimulation that it would briﬁg to him. His present
position has become largely rout;nized.

‘Dr. Kullback had a neutral feeling in the matter. In
his position as Chief of AS-T0 he has dealings with both AS-80
and AS-90 and is :L—n:fbhe.emisdmae. between the two.J\/Hé would not

Rakad, & Ols ¢ 044» oeslnde vodicited € -
‘ Q‘"‘&ﬁ W WMA&Q
m m‘. IAM F. FRIEDMAN

Chairman ;c Ej‘ QBQ
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ob,]ect to rota.tion.
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