ROTATION PLAN' MEE'I‘ING i

e -;

oo - ‘
E———

i ._,9 December 19#6
a.t 1500 in Room 117

saw oW e N A Ty S DY

ru e ma T A L e -:- = ‘u—-r e i
— - - - NN ANy =ty

e T o re wem s s ws Seees Lrms WY e

~ In sccorda.nce with parsgra.ph 3, “§.0, #17 1, Hea.dqua.rters A
Army Security Agency, dated 11 October 1946 (Tab A), the Person-
nel Rotation Committee held i1ts first meeting.
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Mr. ‘Mark Rhoads®
- “(for W. F, Friedmsnf Chairman) ¢~ 2z
iirt %t Glenn Starlinl” )
.18 Lucille J, Elwood  _ e
Capt. Robert W. Stowbridge & 6 'S0 PM
Dr, A. Sinkov v
"Dr. B. Kullback/ B
Capt. Maurice R. Coombs
. (for Mr. Prenk B. Rowiett)V
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The reason fob the rota.tion pro_grsm is “to spread the Imov-
how of different Jobs among as many people in key positions as

possible for_the be_nefit of the Agency.
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So far, only personnel from Arlington Esif?nionm“ﬂ be
considered. _ - LA

m 4 v e,

- Military and oivilia.n personnel will be chosen for the )
ota.tion program.

Personnel chosen will be iimited to Division Ghiefs, \lﬂ“ r}"d{)
Branch Chlefs, and Technlcal Staffs. ' o.a(”’ L

Names are to be selected. from the 't']:-ﬁ"é'e'__Din_v-i_ﬁna;is_'_,élﬁd_r_":""'
formed into groups for rota.tion. e e o et

‘Division Chiefd will repare 1lists é'f personnel within —
their own Divisions Mho wi 1 be el Ngib'ie for rotation.
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.1l. The meeting opened with Mr. Rhoads reading the memo-
randum ordering meeting for discussion of rotation plan. Mr.
Rhoads stated that the main purpose of the meeting was to get
ideas on the subject of civilian personnel rotation policy and
asked Mr. Starlin to sketch briefly the background and neces-
81ty for such a conmittee. It seems that the idea of having ]
Division Chlefs rotated in their assignments was expressed —
@ Iobg time ago by Colonel Corderman, and the same thought was
also expressed by Colonel Hayes. Not only was Colonel Hayes
in agreement with Colonel Corderman'ts i1dea but expressed the \
feeling that rotation should extend further than Division
Chiefs. In viéw of thls, the thought was expressed whether
rotation should apply to technical people under Division Chilefs,
and how far down the line the plan should apply. .

2. Mr. Rhoads asked how far down this rotation plan should ‘
go. .The opinion was expressed that a policy should be established
to determline this matter, and that was ong of The reasons why

e coomittee was meeting. The questlion was also ralsed as to
whether or not administration positlions should be included in
the rotation plan.
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3. Mr: Rhoads stated that the reasson for the rotation plan
is to sprrad the know-how of different Jobs among as many people
as possible for the benefit of the Agency. Dr. Sinkov stated
-that & further purpose of the plan is to provide among the more ;
experienced her, ra. e 1l nucleus of people ,MJKL
who would ha%%?ﬁ%%%ﬁuééﬁﬁgﬁﬁiﬁg 1§g§%€gfﬁgbtions of the agencygev
fwe should havé people at the top who can be placed in any posi-

tion in the Agency in case of an emergency.” | Dr. Sinkoy further _—
stated that the Agency should consider the idea of estaplishing _
possibly 8 or 10 ligts of names, eath I1lst consisting of Three
or &t Iéai vo peoplé with tlis same rating and with the same ,
general kind of functions. Each group could be rotated on the
baslis of one or two months apart untll after a period of one
year or one ‘and a half year--thus getting back to the first
group agein and then anbther change made in groups. The opinion
vas expressed that not too many groups of people should be moved
about at the same time because of confusion. (NOTE: a "group"
_being one from each Division who are to be.interchanged.

ST

4, It was stated that 1t would take considerable study of
Jobs and personnel to make up these small groups of two or three
people, and 1if some kind of program could be worked out, the .
groups would not be moved too often. Mr. Rhoads asked 1f 1t
would be considerable trouble to find any great number of people
capable of belng switched within the three Divisions. Careful
study will be needed to determine what people can be used and
how far down the line to go. Mr. Rhoads asked if the Division
Chiefs were prepared to study the jobs in their Divisions which
would be considered right for rotation. Dr. Sinkov replied o
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that only a small cless of people in his Division could be con-
sldered since most of his people are of the highly technical
and clerical classes, and he would not recommend going below ——
& Chiefs, except in special cases and unless the Technical

Staffe of the Divisions ere being considered.
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5. Mr. Rhoads asked whether Dr. Sinkov would not consider
switching cryptenalysts in his Methods Branch with those in the
Cryptanelytic Branch, for example., Dr. Sinkov replied that to
move people of this class would make it complicated. He fur-
ther stated that only people of genera; overall responsibilitles
should be consldered and gol below this would create ilneffl- o
ciencl®s.—MFf. Rlcads stated that in some cases it might be

6. Dr. Sinkov stated that there are three essential « ques—
tions to be apswered.._ Flrst, how often should any one individusal
be moved; second, the minimum period any one individual should
be kept on & job for efficiency; and third, how often is a
change going to be made among the groups. The question was also
brought up how these teams or groups of people should be made
up. Mr. Rhoads asked Mr. Starlin if a start could not be made
by listing people who fall in the P-4 to P-8 classes. Mr.
Starlin felt that choosing personnel for such a rotation plan
would be difficult for him since he 1s not a judge of the type
of personnel to he chosen. His job would be primsrily to see
that the moves and changes are made smoothly and help to make
the program run as effectively a&s possible. 'The gquastion came
up a8 to how effectively could the people be chosen, to which
Dr. Sinkov repllied that the program after a perlod of use and
trial would indlcate how efrectively the jobs had been selected
for rotation. ) : . . . e
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T. Returning to the question of jobs to be chosen for
rotation, the oplnion was expressed that Division Chiefs, Branch
Chiefs and Technical 3taffs would be the only personnel to be
used for the rotation plan, although Mr. Rhoads stated that
rotation between Staff and Operational Divisions might be bene-
ficial. Dr. Kullback raised the question whether this rotation
plan would apply to personnel in ASA, Burope and ASA, Pacific.

It was generally agreed that i1t should be confined to Arlington
Hall Station at present, but the two Theaters were not ruled
‘out. The question was also ralsed as to whether military as well
a8 clvillan personnel were to be included, to which Captain
Stovwbridge replied in the affirmative since the problem has some
bearing on mobilization assignments of reserve officers who are
novw vworking at Arlington Hsll Station as civilians.au T

8. The meeting came to a close with the request that Divi-
sion Chiefs start preparing lists of Jobs within thelr own
Divisions which they would consider suitable for rotation,
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keeping in mind the jobs thet can be considered. These lists
are to be sent to Mr. Rhoads to be included at the end of these
minutes. They are attached hereto as follows: Tab A - Speclal
Orders No. 17l; Tab B - Security Division Personnel List; Tab C -

Research and Development Persopnel List; Tab D -~ Operations
Division Personnel, List, . . .
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. MARK RHOADS
- Acting Chairman
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ROTATION PLAN MEETING
9 December 1946

at 1500.in Room 117 '
: vwé\lpms 5.0 #171 4—5. ASAH, W“M%L

Those present were:

D, Glenn Starlin
1st Lt Lucille J. Elwood
. Capt. Robert W. Stowbridge

Dr. A. Sinkov
Mark Rhoads (- W uleonn F. JW)MM
Dr, 3, Kullback

Capt Maurice R. Coombs(for
Mr. Frank B. Rowlet@)

:LLﬁMéeting o?ened with Mr. Rhoads reading memorandum

ordering meeting for dlscussion on rotation plan. Mr. Rhoads
stated thgf the main purpose of the meeting was to get 1ldeas
on the sﬁbjecp of civilian personnel rotetion policy and
asked Mr. Starlin to sketch briefly the background and | o -
necessity fof such a committee. It seems that the idea of
having Division Chiefs rotated 1n their assignmenfs was
expressed a long time ago bj General Corderman, and the same
thought waé.expressed by Colonel Hayes., Not ohly'waé Colonel
Hayes 1n agreement‘with Qoionel Corderman's idea but
expressed the fegling that rotation should extend further
‘than Diﬁision Ch;efé.‘ In view of this, the thought

was expressed vhether rotation should apply t&_technical
people under Di}isioﬁ Chiefs, and hqw far down the iine

the plan should apply.
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Mr. Rhoads asked how far down the rotation should go.
&9 xthmugh The opinion was then expressed that a policy
should be established to determine how far down the line the
plan should go, and that was one of the reasons why the
committee met. The question was raised whether administration
positions should be included salso. ,
Mf. Rhoads .indicated that the reason for this rotation

plan 1s to spread the know-how of different jobs among as

many people &s possible for the benefit of the Agency,4m—
_ : O giu\i324b~—
LE3o=0 =TI TeTCy Dr. Sinkov Suether stated that %hqﬁpurpose

of the plan was to provide among the moré experienced and

higher ranking personnel a nucleus of people who would have
general train%ng in all the functions:of the agencyffwe
should have people at the top wvho can be placed in any posi-
tion in the Agency 1in case of an emergencjf Dr. Sinkov
further stated that the Agency should consider the idea of
establishing possibly 8 or 10 1lists of names, each list
consisting of three or at least two people vith the same
'réting and with the same general kind of functions. Each
group could be rotated on the basls of one or two months
apart, until after a period'of one year or one and a half
year--thus getting'back to the first groub again, and then
another change in groups.. The opinion was expressed that

not too many'groups o%?people'should be moved about at the

0

seame time because of confusion. (74¢ﬂ§
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It was stated that it would take considerable study

of jobs and personnel to make up these small groups of

‘two or three people, and if some kind of program could be

worked out, the groups would not be moved too often.

Mr. Rhoads asked if 1t would be considerable trouble to

find ény great number of people capable of being switched

within the three divisions. Careful study will bé needed to
find out what people can be used, hovw many and how far down
to go. Mr. Rhoads asked if thé Division Cﬁiefs were prepared
to study the jobs in thelr divisions which they would conslder
right for rotation.

Dr. Sinkov replied that only a small class of people
in hig Division‘could be §Onsidéred gsince most of his people
are of theAclericallclassg°and he would'not recommend going
below branch Chiefs, except in special cases, unless the
technical staffs of the Divisions are beiﬁg considered.

Mr; Rhoads asked whether Dr. Sinkov'would not consider
switching in his pranch with ;3%3333-1qfthe Crypt-
analytic Branch, fqr‘example. Dr. Sinkov replied thaf to
mové'people'of this class would make 1t.comp1icqted. Dr.

- ) onna
Sinkov further stated thatmﬁg;ple keysrg of respon-
siseguzgpe—ef;pepeeaael'should be considered and golng below
this would create inefficlencies. Mr. Rhoads said that
in soﬁe cases it might be advisable to make switches among
the lover classified personnél. | |
Dr. Sinkov stated that there are three essential questions

to be answered. First, hovw often should anyone individual

shoatd be moved; second, the minimum period any one individual

N
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should be kept oh a job for effioiency; and third, how often
is d change going to be made among the groups. The qﬁestion
‘iwas brought ub how these téams or groups of people should be
made up. Mr. Rhoads asked Mr. Starlin if a start could not
be made by,listing Z¥xxkme people who fall in the P-hﬁg to
P-8€§ classU) Mr. Starlin felt that choosing personnel for
S - such a rotation plan would be difficult for him since he 1s
?§i§§§— not a judge of the type of personnel to be chosen for this

rotation. His job would be primarily to see that the moves

Acgnd changes are made Smootniy.and help to make the program

3 run smoothly. Tﬁe question came up as to'how effectively' | ' )

could the people be chosen, to which Dr. Sinkov replied that

the program after a period of use and trial would indicate

how effectively the jobs had been selected for rotation.
Returning to the question of jobs to be chosen for rota-

tion the opinlon was expresséd that Division Chiefs, Branch

Chiefs and thstr technical sﬁaffs would be the only personnel

to be used for the rotation plan, although Mr. Rhoads stated

that rotation between Staff and Operational_Divisions might

be beneficial. Dr. Kullback raised the question whether

this rotation plan would apply to personnel in ASA, Europe

V!:M«.WM

and ASA, Pacigi%HJs“&g"“}”WZ o St redod st
T e meeting came to a close with Mxxxﬁxxxikix-uéﬁﬂg-

the request that Division Chiefs start preparing lists of .

jobs within their own Divisions which they would consider

sultable for rotation, keeping in mind the jobs that can

be considered. 2Xkixaxiisk ¥k These lists are to be sent

to Mr. Rhoads to be 1 cluded at the end of hese minutes,. iL;Jlle‘
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RESUME :

The reason for the rotation program is to spread '
'thé know-how of different jobs among as many people in key
positions as possible for benefit of Agency.
So far, only personnel from AHS.will be considered.
Military and civilian personnel would be chosen for
the rotation program.
Pgrsonnel chesen would be liﬁited to Division Chiefs,
Branch chlefs, and Technical Staffs.
Names are to be selected from the three Divisions
\ and formed into groups.for rotation.
Division Chiefs will prepare lists of personnel within
their own ﬂivisions vho will be eligiblé for rotation and

submit these lists this week.
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