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I was assigned to personnel work'between January 1957 and June
1960, I mention these dates because what I have to say about the
Agency's persoanel problems and the things that we did to try to
80lve them had to do with the period of time that began 10 years
‘after the establishment of the Agency and seven years after the Cold
¥ar reached 1ts height with the outbreak of the Koroan War. It omn
be said thet évery ingtitution or aéency comes of age in the field
‘of bersonnsl management after a certain oumber of years. This was
true of our Xé;gby. It had begun to coms of age befofz I waa assigned
to the persoanel office in a sense that most of the senior people in
the Agency bad becowe worried and frustrated because it was appareat
that:

a. Ve had resched and in fact somewbat exceeded our ceiling

for' personnel and yat we seemed to be continuously short of the kind
of people we needed fo undertake key important ﬁsaignmente.' ' |

bv. W¥o found ourselves spehding a great deal of time trying
to fiod assignments for beoplé in the wmiddle and higher gradez, who,
although they had served well, were at that time becoming less snd
less. useful, | | ' .

¢. Ve were unsble to hire &8 many young people as we
thought we Should in order to provide leadersbip in the future because
of our trouble vith the ceiling.
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- more capable young psople. The fact that ve couldn't move the less

~ &gency, I do not wish to imply criticiss of tbe Civil Bervice or of

d. Nop_lo whom we considered in the lm useful catogo:ry ? !
ocoupied positions and grades into which we wished to promote the

usefal people out of the Agenay reaulted in a slowdown of promotions.
‘ . @, FPinglly, our eystew of personnsl mensgewent wes bosed

-

nlmogt entirely on the exigting C.iv_il Servipe rules end roauhtiong’;
In seying that these rules did not work for certein parts of our

its administretion over the years. As 1 got to know something sbout
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it, my respect for it and for the people who administcrad it,
constantly 1ncroased However since it is designed to provido
the Govbrnmcnt with an honeat and capahle aervice with which to
carry out its internal programs, it was obviously not dosigned

to meet the needa of an agency operating overseas. sz indeed

wag it even remotely deligned to meet the needs of our kind of
Ageacy. | v

Up until the't;me I becane Directof of Persﬁnnel, our Agemcy

' had mainiy.been~oocupied with hiring poople, promoting them,
' getting them into the right aseignments and keeping them happy.

During the formative years, and largely at the instigastion of our
second Director we had embarked upon & progren whicb provided for
tha biring of highly intelligent ana c&pable young college graduates,
thesix training, and then their placesent'within the Agency. This
program is callcd the Junior Offficer Traines progren and it still
fornl tbc hackbono of our hiring, tredning, and placement oporntion.

r:om its earliest tncoptton thia progran bhas been & scoess, There
48 no doubt in =y mind but thnt the Junmr Ofticer *rrunm (Jo'r's)

wlll in the tuturc form tho hard core, pextlcusnrly of our oversoas
Mt’vtco. At the time I became Du-ector of Personnel, thers ves a |
ntrona movement on foot to creato withtn our Agenny 8 sepﬂr&tﬂ
"commissioned" serv&cc based on the JOT program snd similer to tqa
Foreign Bervice end the commissioned services of the military
exstablishment (Aray, Ngvy,vazr Yorce, mnd naiinas). 1 pe® no
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. indication zt the present time that welwill create a coumisaioned

gervice, but there are still many capable and influential members
of our agency v¥bo beliesve we should. For my part, I h#ve»cOn- '
sistghtly opposed this councapt because I feel that in our work we

need more flexibility in the mansgement of péersomnel than is provided

by a water-tight system.
will be seen from tnb forggoing that my problsm in 1957

- wes not hiring, but firing. It would be a great blesaing for every

personnel officer if peoplé liked to be fired and an even greater
bleasing iz you could let good honost, doeent peoplq go withcnt
prejudicing their chance for tnture eaployment, This latter was-

our main problem gnd one that ve will only partially solve even

after the retiremant bill we are advocating is passed by the Congress

- mnd signed by the kresident. Before discussing this mein problem,
>that 13, separeting good, houest but unneeded people, iet me wention

the problem of getting rid of the bad eggs.
. Our basic legislation authorized the Director to 8ebarato

eaployoos in the 1nterest of the United Btates, nnd in fact 4 d

not. impone any restriction on h1m in this regard It was, however,
olenrly mhe original intent of Oongross that he use this authority
to protaot the security of the organization. When the question

~ srose whether to use this anthority for other than security cases,
%o hed & great debete one evening at the Alibi Club. From my point

of view, the only useful thing that was said was that you either
bhrd to use the Director's suthority es given in law or you had to go




—

back to Congrass tor further authority " In the latter cane, Cougress
would gsk you why you didn't use the authority aiready in law. Since

it was obvious thet no one vantod to get that kind of answer from

‘ Congress, we decided to go ahead and une our authority.

Aftar,amperimonting a little bit with specinl hearing boards
and céﬁnitteés I selectsd two officers in the personnel departwment
to whom I assigned the task of. reviewing a11 ceses othsr than security
cases and taking testimony from witnesses and iron the person involved.
ﬁhen the cases ware prepared by these ofiicera, 1 thsn reao thea and
made my recommendation to the Direotor. Pefore the casd went to the
Dirootor, it would usually be reasd by the General 00unsol or one ot
his otttcera. -Thia syatem ray sound cunbarsome. but coupared with:
revzew by an appointad board it was really very efficient. I found
that every personnel or security board with which I bad to do bas

, included at. lsast one member who beonme enormously intarestod in all

wenner of detail and oftan omotionnlly involved 4n the cese, This
resulted in a very eood and very loag hearing for the individuzl
concernnd but frankly was too high a price to pay for tha result
obtatnad, i.e., tba separation of retention of esn gdm;ttedly nediocre
w&rkar. o S . _ _
._ Tha'comhingtion of Ciiil Serviée raguiationﬁ for thelhiring,'

advancensnt, and rctinemant 6£ personnel on the one band, and the
?Aéoncyﬁs specin;fdﬁthority to soparafe insecure nnd'upsuitablé
personnel oa the other, has‘toAthe best of my knowledge met most of
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the roquiroments of thoge sections of the Agency that operete

exclusively ia Washington. The big problem had to do with our

~ oversess service and its Washington headqusrters elemsnt. It was

with regerd to this group that we were uneasy and frustrated.
~ In getting nt this problem, I reoéivgd heolp froﬁ three Sources.

‘Flrét, I came across in wy resﬂtpg 2 pamphlet written by & young

faculty memp@r'atAPrinoeton University sbout tho_Foreign Service.
In the pamgnlét'the‘author analyzed the ﬁrpbiems coﬁtrontzng the
Foreign Servi&é before 1% ‘had baen reformed under the Riston
COmnittee described the reforus and then went oa to show how the
ratorms had aifeotod the aervice. The author used stgtistical
toohniques in his analysis of the service gnd.he dem&gétrated bow;
meo:tént these could be 1n'supporting hrguménts for chapge =znd

also in showing tho management of the department where they stand

at a particniar point and time. My second source of support was B

very: cnpable personnel otficax who also happened to be & good

statistiotan. For a period of two years, he and I worked togethar

in oonpiling stattstics und deve10p1ng argumenta for a ravision of

our personnel practicea. My third source of support wes the Senior
AsSistaut to thé'pzéatdent's Persounel Adviger. ' This geatleman, who
" bad ‘had many yesrs of expcriance in federal uanngement who had

' dealt extensively with Congrcma, and wbo had had an opportunity to

follow the affairs of ditterant paxrts of tho govarnmout 8s seen from
the senior top down, was abloito show me that our problews were not
entirely unique and he,edcouragedﬁpd’to propose bold ‘solutions but
iz such a wvay that they would b acuseptable tb Cangresa.'
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with the advice mnd help that we received we decided that we

¢22$§°° for our oversess service a system of recruitmeat, advancement,

zeparation, and retirament which»wouid produce the following results:
a. Eeep the pervice aqu;ggpd with a balanced group of officera

pally of age. ,
f; e result ot tha very rapid recruitment that we

| daid during the Korean War, we founa ourselves in tne wnid-
‘So's with zn uncommon proportion of our officers in tha age'
‘group 29-35. . Thus, we docided it was necessary, before
dqveloping regular dnd 66nt1nu1ng ratoé of igtako nﬁd separd?
tion, to tazke special measures ﬁb'rednce this g:oup; This
ﬁlso offered us an opportuaity tofBOpa:ato tho¢gogd but un-
needed'offioers‘with a minimuz offprejudice; o
b. Provide an. opportunity for advanoemant which wouA_gpermit

‘the outstandtng otficcr to assuma his tirst position of reqponaibility

gt a relativaly yoqgg_ggp and while he is et111 devclgg}gg_

NOTE During ite first years ot exigteace, our Agency

inhsrited (from the Office of Strntogic Bcrvices) or. recruited
(£rom anong foruer nilitary 1ntelligance personnel) a strong
' end cepable group ot men who at the time of our atudy ranged

in aav betvoen 45 and 50.‘ A\moat all of the key positions in
our foreign sarvtce were oc»npied by tsa in this age group.

If we had allowed nature to tnke its aourso and hed permitted{"
these offtcerg.to continue on in their poaitions.unt;l‘tpo
mandatory age of retirement in tbe civil service (70), we
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would have blocked the advencemnent to positions of
regponsibility of & whole generation of officers. This may

sound exagcerated but it is i.n fact exnctly what happened

* among the agenciee created by President Roosevelt in the

early 30's. The capable and dedicated young ‘men who came to
wgshtngton nt that time vere Sti11 to be found in tbeir offices

" in the widdle 50's. . As they reached retirement 2ge, it was
almost ipossible to replace them since there had been no up-—

Fard uovemont and development of cxecutive personnel in these

agencies tor oyer s decade,
c. Attract young mes’to the gervice by offering a reliable

-

o ‘rate of advancement snd opportunity. _ o

CetmN.

NOFE: This point is broader than the one that

pr;éegfs it since it 1nvolvas ® larger number of younyz man.
The prob}em had been caused by the rapid expansion of the

Agency during the Cold War. It is axicmatic that you can-

not expand rapidly witbout promoting rapidly. If you do
the latcer, you 1nvar1ab1y end up with a certain proportion
of" your medium and higher-graded positions occupied by people

“'who are lezs able than new people who have since been hired.

Obviouely this 18 a aitdétion which-ono éan nevaxr avoid
entircly and tho resultz of which must bo aooepted as part
of the price we pay. for fair end sonaiblo administration.
However, when one has gong-through a very rapid persod of

expannion{ this problem takes on pu acute form and requires

E: m“g%

specinl attention.
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d. 'ﬁ?ovido'menna vhex'éby persoanel th_vere recruited for para-~
ulitar‘y' _operstions or other suck’ highly speéinlued zields could be

agparnted vithout;prqjudtoe and with 9u1table support ox annuity

beiore raacg&gg,the normal ggr_pf retirement

- @, Finally, to have a means wheroby WO cnn<provlde for the
.hirtqg,ot persons in the higher gradea in order to introduce into ‘the.
sexvice skills and knovledgg thnt one miggttgsin in sciantttic,
commercial. and other fields.

) - Once we dotmined all the goals that we wished to realize in
zdavising the system, we drew up a statistical analysis ot the’ male

personnel in our foreign service eocording to age groups and grade
I groups. By u81ng the findings ol the Civil Servtco Comniesion and

‘_othsr Bovornment dcpartnenta, ve were sble to represont the nske-up
of tbe £oroign eervico rive, ten, and tzzteea yaars in the :uture
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graphicaliy. As you can well‘imngine. the picture of the grepn

" showaed the makq-uﬁ oi the service fiiteen years in'the future was

Somewhat siuiler to the officer corps of the Prussian Army at the
ttne of the Battle of Jena. Other and more refined 8tat15t10a1
ntudies ghowed us in ﬂotail where our problens wore with regnrd to
ratea-ot advnncement and gave us a fairly clear idea of the extent
of thie job we needed to do in separating people and in arrnnging
foxr early retitement in ordex to enjoy & fa&rly healthy personnel
situntioa

Host ox the measures which ve recomnnndad aad Boma of whicsa _

we bave already taken aYre retlnoted in the attached proposed legis-

lation (see pege 10 H, R. 7216). In readipg this 8111, you will -

'find tho financial arrangenents bewildering Lst we guide you.

'through it. Ths prcviaion beginning on line 9, page 23, 15 easentially
~ the proviston vhich COngresa accepted in another form and whiob wo
i used one or two years 2go in an attempt to achiave our first |

objeotive, i.e., to equip the service with a balanced group of
officers in terms of age. On page 24, startins with line 24,.and
ngain on page 26, starting with line 6, you vill see that ve are
nroposing the reduction of the nendatory age for retirement from70

: to 85 in the case ot parsons in grnda Gs-lﬂ nnd above and trom 70

to 60 in the case of nll othar persons. Evan more 1mportnnt X
think are the provisions citod on page 22 line 4, and page 28, line 6.
Thesa providae for the voluntqry dnd 1nvoluntary retirement of officers,
Taken together these several provisions that I have cited deal
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speou.'t.cauy with the other goals of our promsn. ' ' i )
, I shsll be glad to musver eny questtm you have about our
i ~ gsyEtem, You will recognize thst having been away fron 1t for , § :
i 8§ms,1hawooasedtobommt.'rhemntngo£mot !
) !
° °  the langusge in the proposed Bill is cbseure to me but that is 5
S, Q . o . . . . . . .
- ' nothing new. The lawyers who draft such things h,_wo thedir own
complicated way of expressing ideas. | |
Ii v :
i Attachmeat: IU.R. 7'2‘16\ , . .
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