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FOREWORD

Free men are engaged in a bitter eontest with powerful and resource-
ful foes. At stake is the safety of the Nation and the future of indi-
vidual libeg%y. The challenge is mortal and the tests ahead will bo
exacting, The machinery of our Government must therefore be &
help and not a hindrance to both policymaking and action.

In May 1962 the Senate established the Subcommittee on National
Security Staffing and Operations to review the administration of
national security at home and in the field, and to make findings and
recommendasions for improvement where appropriate.

The subcommittee is a successor to the Subcommittee on Nations]
Policy Machinery. In the 2 years since that subcommities submitted
its first reports, & new administration has taken office. 1t has made
important organizational changes and impoctant changes in national
security policy. The two may not be unrelated. But diffeult
problems of administration remain, and may hamper prompt and
effective action.

The present subcommittee is concerned with the administration of
national security—with getting good people into key foreign and de-
fense posts and enabling them to do a job. It is not ingquiring into
the substance of policy.

The subcommittee’s approach to its task is nonpartisah and profes-
sional. The executive branch has extended its cooperation,

During the first stage of its study, the subcommitbee has sought the
views of present and former officials of the Government, eminent
military ieaders, and distinguished students of the national security
process. Its staff has prepared several background studies on the
problem of the inquiry, and has taken a firsthand look st staffing and
operations of U.S. missions and military establishments in Asia and
Furope,

This initial staff report examines a number of the central issues
before the subcommittee. During the present Congress, the subcom-
mittec plans to hold hearings covering the main subjects discussed in
this report.

HEenrY M. Jackson,
Chairman, Subcommittee on
Nuational Security Staffing
and Operations.
JANUARY 18, 1963.

III
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ADMINISTRATION OF NATIONAL SECURITY
BASIC ISSUES

I. The President’s Problem

The other point is something that President LEisenhower said ta me
on January 19, 1961. He said, “There arc no easy matters that will
ever come to you as President. If they are easy, they will be settled
ab & lower level.”” So that the matiers that eome to ¥ou as President
are always the difficult matters, and matters that carry with them large
implications.

Presidzent John ¥, Kenncdy, telecast interview, December 17,
196

By law and practice the President is the chief maker of national
security policy. He conduets foreign affairs. He is Commander in
Chief of the Armed Forces. He makes the crucial decisions on the
budget he submits to Congress. He is the Nation’s (‘lief Excecutive,
responsible under the Constitution for taking care thai the laws are
faithfully executed. As such, he supervises the departments and
agencies. Although he is not in any simple sense their manager—
for their responsibilities run not only to lam but also to Congress—
le is the only coordinator our constitutional system provides.

The new complexities of national security make the task of a Presi-
dent more difficult todny than ever before.

The boundary between foreign and domestic policy has almost been
erased. Foreign policy, militar policy, and economic policy are now
intimately linked. The Uniteg States has relations with over 100
countries, mutual defense treaties with over 40, and participates in
scores of regional and international orgapizations. Policy must be
made and executed in the context of fast-moving and world-shaking
events—the deadly contest with, and perhaps within, the Communist
world, the building of new structures in the free world, the emergence
into statehood of new neations with great expectations and greater
problems, and advancing technologies that may upset the balances of
power,

A President must look to the national security departments and
agencies for help in initiating and carrying out national policy. The
Departments of State and Defense, the military services, and related
agencies at home and in the field are for the most part staffed with
experienced, capable, and dedicated people. They are a vast store-
house of information, historical perspective, skills, and resources.

But these assets are not au tomatically available to a President. He
must know how to put them to work in planning and executing na-
tional security operations—how to make them servo his nceds while
they carry on the important tasks that cannot receive his attention.
The art of administration is to staff and organize for this purpose.

The very size of the national security organization is one of the
problems. It is too big for any one man to know all about it. Itis
so big that unusual astuteness and knowledge are required to draw
on it,

1
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Congress, of course, influences national policy and sets limits
within which a President can act. It 'creates departments and
agencies; it suthorizes programs; it influences the size and com-
position of the Armed Forces and the nature of aid and information
and related policies; it appropriates funds for the conduct of national
security policies; the laws it passes affect the Government’s ability
to hire and hold good people; its attitudes reflect the American people’s
understanding of national security problems and their willingness
to support national security programs. .

On the whole, the United States has adjusted quickly to the shifting
demands of & world in change. But the process of adjustment has
only begun and success 18 not assured. Many emotionally charged
arens must be realistically examined and calml appraised.

If the Nation is Lo pass the tests that lie ahead, the Presidency
and State and Defense and the other national security agencies must
handle their jobs with new excellence. And Congress, too.

IL. Dilemmas of Administration

# % % jt is at this point that we run headfirst into the system of
tehecks and balanees” as it applies to the executive departments.

* % * This is really a method of requiring power to be shared—even
though responsibility muy not be—and of introducing rival claimants
from another departraent with a different mission into the policymaking
or decision-taking process.

This is the “foulup factor’ in our methods * * *

Whether or not this irch to get in the aet is a form of status seeking,
the ides seems to have got aronnd that just because some decision may
affect your activities, you automatically have a right to take part in
making it ¥ *.* there is some reason to feel that the doetrine may be
getting out of hand and that what was designed to act as a policeman
may, in fact, become a jailor.

Robert A. Lovett, Statement'beforc the Senate Subcommittee
on National Peliey Machinery, February 23, 1960

Argument between conflicting interests and views is healthy—indeed
indigpensable—if kept within reasonable bounds. But it may be
carried too far and create what Robert Lovett has ealled the “foulup
factor.”

A continuing Presidential dilemma is whom to listen to, and how
mucly, before he moves.

Oue can appreciate a President’s desire to let advisers have their say,
and to hear as much ss possible before committing himself. Yet it
may be best to crr on the side of small groups of responsible officers
and to avoid large free-for-all sessions which are as likely to confuse
as 1o clarify the choices he faces.

i

Tugr PRESIDENT AND THE NATIONAL SEcURITY ORGANIZATION

The nceds of a President and the needs of the departments and
agencies are not identical—and herecin lies a source of administrative
diffculties and misunderstanding. .

What does s President need to do his job?

Essentially he wants to keep control of the situation—to get early
warning of 1tems for his agenda before -his options are foreclosed, to
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pick his issues and lift these out of normal channels, to obtain priority
attention from key officials on the issues he pulls to his desk, to get
prompt suppert for his initiatives, and to keep other matiers on a
smooth course, with his lines of infermation open, so that he can
intervene if a need arises.

As top officials meet the President’s urgent requirements, their
other duties necessarily receive lower priority. Their regular meet-
ings are canceled. They become less accessible to their subordinates.
Ad hoc procedures are devised. Much is done verbally that would
normally be put in writing, This all hecomes exceedingly hard on
subordinate officials, lor it interferes with their handling of the usual
run of business.

What do the officials of our vast departments and agencies nced to
do their job?

Essentially they want orderly, deliberate, familiar procedures—
accustomed forums in which to air their interests, & topRevel umpira
to blow the whistle when the tinie has come to end debate, and written
records of the decisions by which they should be governed.

It is no secret that the abolition of the Operations Coordinating
Board came as a disappointment to many at the middle levels of
government, who found in it a way of getting within hailing distance
of the eenter of power. Voeal status seeking is one of the curses of
government and increases the “foulup factor.” DBut middle-fevel
yearnings for soiue equivulent of the OCB invelve more than status
only. They have their origin in the desire to have one’s views heard
through some set, certain, reliable procedure which binds the highest
levels as well as other agencies,

It is worth recalling that the National Security Council was chiefly
the inspiration of James Forrestal, who wanted to enhance the defense
role in peucetime policymaking and especially to insure regular con-
sultation by future Pregidents with their principal civilian and military
advisers. The purpose was at least as much to make the Presidency
serve the needs of the departments as to make the latter serve the
former.

It is not surprising that the departments often find a President’s
way of doing business unsettling—or that Presidents sometimes view
the departments almost as ndversaries.

A continuing dilemma, demanding & subtle appreciation on all sides
of the needs of a President and the departinents, is how to manage the
Government so that Presidential business is transacted to his satis-
faction, and so that the normal run of business, also vital to the
national interest, can be transacted in a fashion suited to the needs of
large scale organization.

DEcision AT THE CENTER AND DELEGATION

A President can make only the smallest fraction of the total number
of decisions relating to pational security. His are the guiding or
directional decisions, but millions of supporting operational decisions,
and associated actions, must be taken by men in the long lines radia-
ting from the White House through the headquarters of the national
seculléity agencics to officers in posts throughout the Nation and the
wor.

93171—83——2
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Delegution is therefore not merely desirable; it is unavoidable. It
is the way an organization gets the day’s work done.

Clearly, however, there are powerful forces which push and pull
issues to the President’s desk and make decentralization difficult.

First, Washington is the center of power and the center has &
strong magnetic attraction, especially in a period remarkable for its
ease of travel and communication. Because issues can be relerred
to Washington by radio, cable, and airmail, they are. DBecause
embassy officials can travel to Washington and Washington officials
can travel to the field, they do. TForeigners are also attracted, and
visits to Washington by heads of state, prime ministers, foreign minis-
ters, and others are increasingly popular. The visitors tend to bring
iasues with them for decision—Dbecause they want to take home some
good news. '

Second, issues seldom present themselves nowadays as one-depart-
ment or one-country problems. But Washington 1s organized into
departments and the field into counfry missions and this pushes
decision-making and operations coordination toward the White House.
Only the President stands above all departments and agencies and
only he and his principal lieutenants can see the problems of a country
or & region in the perspective of national policy as a whole.

Third, history records & number of instances in which delegated
authority was used unwisely, sometimes with serious consequences.

Fourth, the higher that issues are ulled for decision, the greater
the chance that the pressure of special interests can be resisted, that
irrelevant considerations will be screened out, and that material con-
siderations will be properly weighed.

Fifth, and perhaps most important, in a period when war or peace
may hinge on the way in which a quarantine of Cuba is handled,
there is a strong tendency for a President to exert control from the
center, because of the risks of leaving delicate matters to subordinates.
It scarcely is an accident that one characteristic of the second Cuban
crisis, perhaps in response to lessons learned from the first, was tight,
detailed control from the Cabinet room overa host of subordinate
operations.

Yet delegation of the right issues with appropriate guidance to able
subordinates is of critical importance. The Nation’s security de-
pends not only on & President’s skill in handling crises and major
i<sues but also on the steady and competent handling of less vital
matters by the department chiefs and the national security organi-

_zation as a whole. : :

Without successful delegation, problems will pile up on the Presi-
dent’s desk and the talents of key officials in Washington and the field
will be underemployed. More important, too much of a President’s
time and epergy will be dissipated on matters of less than first priority.

The key to delegation is a clear and reasoned basic policy line au-
thoritatively stated to depariment and agency héads—und defining as
part of the decision itself the priority the policy is to receive. Under-
standing, wore than command, i the secret of successful teamwork.

In our system, two men have the chief responsibility for providing
this guidance—the President and bis first adviser, the Secretary of
Staie.  And to get the job done, the relation of the President and the
Secretary of State has to be close, marked by solid mutual respect.
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But even with ideal relations between these two, the objective of
clear and reasoned policy guidance will be hard to reach and hold.
For the nature of concrete policy issues and the character of govern-
mental action processes push for a pragmatic one-thing-at-a-time-on-
1is-0wn-terms approach.

Prawyixg anp AcTioN

. A President is concerned with fires and firefighting, and as with
fire chiefs everywhere, firefighting has to have priority.

In many ways it is easier, though more nerve racking, to ficht fires

- than to take steps to prevent thetn, = The Government functions best
under pressure.  When the alarm bell rings, its ponderous machinery
begins to move. A task force can be assembled and used to mobilize
the resources of the departments and agencies for the job at hand.

But planning in order to stop trouble before it starts is more difficult,
In part-because it is hard for top officers to give it their attention and in
part because of confusion about the nature and purpose of planning.
It 18 not an ivory tower activity, which can be carried on, as some have
proposed, far from the hurly-burly of Washington, although it may
draw on the ideas of men working at the frontiers of knowledge.

Planning is critically dependent on the unplannable {lashes of insight
which are usually sparked by worrying and wrestling with actual
problems.

The European Recovery Program was not dreamed up on a campus,
though it was announced on one. It was the product of the interplay
of minds between Marshall, Lovett, Clayton, Acheson, and President
Truman, who saw what was happening in Europe and were scarching
for ways to reverse the trend of events.

The object of planning is not to blueprint future actions —although
there may be a Ilimited utility in so-called contingency planning, or
thinking of the “‘what-would-we-do-if”’ variety.

The object is to decide what should be done now in light of the best
present estimate of how the future will look. Planners think about
the future in order to act wisely in the present.

Seen in this way, every action is explicitly or implicitly the fruit of
planning. One move is chosen in preference to another because its
anticipated consequences are preferred. The distinction between
the planner and the operator has been overdrawn. If there is one,
1t is less in the time span with which each is concerned than with the
NArrowness or breadtﬁ of their perspectives. The Air Force or the
Navy or the Army looks to the future when it adviscs on weapons
systems, but its perspective is narrower, more nearly that of a special
pleader, than the perspective of the President, the Seerctary of State,
and the Secretary of Defense when they, also looking ahead, consider
one weapons system in relation to a total delense system and the
latter in turn as one component of a total strategy for the defense and
advancement of national interests.

It is because of the need for wide perspectives and for fitting the
part into the whole that a President and his key advisers have essential
roles to play in long-term planning, But this activity competes for
thelr time—on unfavorable terms—with planning and action to
meet, the crises of the day. Who could concentrate on Laos and
Cambodia in relation to South Vietnam, or on the Common Market
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if]ia rela‘;cion to NATO, when Cuba threatened to engulf the world in
ames]

A continuing admibistrative problem, which every administration
hes had to face and none has wholly solved, is how to fit what might
be called trouble-avoidance planning into days crowded with erisis-
coping plans and operations. There has been & tendency to think
that the first could be entrusted to planning eouncils or boards of one
kind or another or perhaps even to “think groups”—and such organi-
zations may make useful contributions. But not the whole con-
tribution, for in the final analysis, & top executive must do his own
planning. Otherwise, he will not be truly committed in his own
mind to plans that may bear his signature.

One is reminded that the National Security Council study known
as NSO 68 was little more than a paper plan until 1t was ratified in
the President’s mind by the movement of North Korean troops across
the 38th parallel. {

III. The President, the Secretary of State, and the Problem of
Coordination

President Kennedy “has made it very clear that he does not want a
large scparate organizalion between; him and hiz Serretary of Staie.
Neither does he wish any question to:arise as to the clear authority and
responsibility of the Secretary of Blate, not only in his own Department,
and not only in such iarge-scale related areas as foreign aid and informa-
tion policy, but also as the agent of coordination in all our major policies
leward other nations.’’

MeGeorge Bundy, Special'- Assistant to the President for
National Security Affairs,letter to Senator Henry M. Jack-
sop, September 4, 1961

The Office of the Presidency is the only place in which de partmental
lines of decision and action converge, As a result a President can
rurely look to one man or one department for advice and assistance on
any major matter and must act as his own Secretary for National
Security Affairs. But he cannot do the job alone.

In this fact lies the problem of coordinating nation al security policy
and operations. The budgetary process offers the President unique
assistance in controlling the size and coriposition of the armed services
and the size and nature of aid and related programs, and in assigning
priorities in the use of resources. But the budgetary process is of
little relevance to the day-lto-dsy coordination of national security
operations. The President’s Special Assistant for National Security
Affairs can help to keep the President informed about matters that
may require his attention and see that heis staffed on issues that he
takes into his own hands. With the help of his Office, therefore, the
President can coordinate policy and operations—to the extent that
he can take command. But when, consideriug the wise nse of his
time, he cannot perform the coordinating rele or chooses not to do it,
who can? The answer is that no one can bul someonc must.
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'THE SECRETARY Or STATE'S COORDINATING RoLE

A key question is the proper role of the Secretary of State.

Subjeet to a President’s direction, his Secretary of State is charged
with responsibility for overseeing the conduct of all aspects of the
Nation's relations with other stutes. Tn this broad area his interests,
though not his authority, are coextensive with the President’s.

The Secretary is the President’s principal adviser with respect to
economic and military aid, cultural and mformation programs, and
policies for the reduction and control of arms, as well as diplomacy,
aud the President’s agent for coordinating all these elements of for-
eign policy.

But he is not the President’s principal adviser on defense policy,
and it is the skillful merger of defense and {oreign policies that one
has particularly in mind when speaking of national security poliey.

Yet if planning and operations are to be coordinated, they must be
coordinated by someone. And someone is a singular word.

The logical choice for this well-nigh impossible task is the Secre-
tary of State. Of the Cabinet, ouly a Secretary of State is primarily
charged with looking at the Nation as a whole in relation to the world.
The nature of his post leads him, more than any other Cabinet officer,
to have a perspective closely approximating the President’s.

But to have a fichting chance of success, a Secretary will have to
command unusual confidence and support of a President. Indeed,
the attitude of a President toward his Secretary of State can determine
whether he will be a great Secretary. When a President is close to
him, confides in him, and relies on him, the Secretary hus a chance.
A President will have to be reluctant to intervene in those matters
he has put into his Secretary’s hands, for if another Cabinet officer
can frequently obtain Presidential satisfaction when he is disap-
gointed, the Secretary will not be able to do the job a President needs

one.

By the same token, a Secretury must be willing to assert his own
position and exercise his proper influence across the whole front of
national security matters, as they relate to foreign policy. He should
also, of course, be quick to refer matters to the President when his
decision is needed.

All this depends therefore on a special relationship of trust and
easy understanding between a President and his Seeretary of State.
Given this, a Secretary will seldomn have difficulty in working with a
Secretary of Defense nnd will be able to assist his chief in coordinating
plans and operations for national security.

A question of importance is whether the Departruent of State, and
particularly the Office of the Secretary, is staffed and organized to
support the Secretary in exercising this responsibility, A complicat-
ing factor is that the responsibilities of the Secretary are wider than
those of his Department.

Omne hears a good deal these days about organizing the Secretary’s
office around action-forcing processes, Much of the talk, however,
centers on analogies that are not necessarily apt.

The foreign affairs budget, for example, does not provide the same
leverage for the coordination of foreign policies that the defense budget
provides the Secretary of Defense. Although a Comptroller for For-
eign Affairs would therefore not be able to serve the Secretary of State
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é
g8 the Comptroller of Defense serves the Secretary of Defense, the
possibility of using budgetary control as a coordinating device might
well be studied.

Sonie have drawn an analogy to the Joint Chiefs of Staff. But al-
though the Secretary of State, the Administrator of AID, the Director
of USIA, and the Director of the Arms Control and Disarmament
Agency might coordinate foreign policies as the JCS coordinates mili-
tary policies, they could not integrate defense and foreign policies.

What are the action-foreing processes that might be more eff ectively
employed? Two suggest themselves: the preparation of recommenda-
tions for the President on national security policies and the sending of
instructions to U.S. missions and military commanders overseas.

In the early days of the National Security Council the Secretary of
Stute acted as chairman whenever the President did not take the chair,
and was responsible for preparing recommendations to the President.
One proposal is that this arrangement might be reestablished—and
applied also in any Executive Committee of the NSC.

Another proposal relates directly to the coordination of defense and
foreign policy. It is that better moeans should be found to insure that
instructions to U.S. missions and military coramanders overseas are
consistent, are issued in such a way as to have the authority of the
President behind them, and arve known to, and binding upon, ali de-
partments and agencies concerned. This might call for a review of all
outgoing messages by an appropriate staff.

A third proposal is that the Secretary of State should play the key
role in the management of interagency task forces which are not led
by the President himself, and that his office should be staffed to
handle their management.

Ter INTERAGENCY TasK FORCE

The present administration has made much use of the interagency
task foree as a device for the day-to-day handling of complex and
critical operations.

The Berlin task force is an interagency group whose members have
major responsibilities in their departments for the kinds of operations
which might be used to meet the crisis. [t 1s chaired by State {(orig-
inally by Defense) and reports to the President through the Secretary
of State. It is concerned with ongoing planning and operations for
the maintenauce of the Western position i Berlin, including the coordi-
nation of American policy and action with the major Kuropean allies
and with NATO.

The Counterinsurgency task force is chaired by State (eriginally
by the President’s mﬁitm*y representative) and reports to the President
throngh the Secretary of State. It is coneerned with planning and
operations to prepare the United States for intensified warfare where
conventional military forces and operations are not the full answer.

Recently the Executive Committee of the NSC, with the President
hinoself in sctive command of planning and operations, was in effect
a task foree for the Cuban crisis.

An interagency task force is therefore an interdepartmental co-
ordinating comwmittee. It is & flexible device, participation in which
can be adjusted to the needs of the sitnation. [t may bring together
the highest officers of the Government or officers st the second or third
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Jevel in the departments involved. For the time being they give
overriding or even exclusive priority to the task at hand.

At the same time, every improvisation, such as the creation of a
Berlin task force or an executive committee of the NSC, is an ac-
knowledgment that existing ways of doing business have proved in-
adequate, and that the President has had to spend time devising ad
ho¢ methods of making and executing policy.

The task force differs from the usuafinterdcpartmenta] commitiee
in that it has a specific, liinited job of great intercst to the President
and goes out of active existence when the job is done, is action-
oriented, and puts a strong chalrman—in some cases the President
himseli—over strong members who can get things done in their
departments.

uperficially the interagency task force seems to provide the answer
to the problem of coordination, at least for critical issues. But the
experience—touched on here—has been mixed. Some have heen
successful; others have been disappointing. The record is extensive
enough so that it should be possible to find out why one works but
not another.

It may be worth asking how a task force can be prevented from
becoming just another interdepartmental committee, with a production
of paper inversely proportionel to its influence. Is one requirement
that there be strong Presidential intercst in its work? Should & place
at the table go only to responsible officers of departments and agencics
which have genuine authority and responsibility for executive opera-
tions? Should the task force chairman be an Assistant Secretary of
State or higher ranking officer who enjoys the confident trust of the
Secretary of State and the President and has access to them? At
what point does the membership of a task force grow too large?

Also, it is worth asking what would have happened if the Executive
Committee of the NSC had had to maintain the pace of the Cuban
crisis for 2 or 3 more weeks, with other important issues piling up,
and a whole new system of Executive Committee subcominittees
beginning to blanket the executive branch.

It would be folly to conceive a government in which every inter-
agency task was assigned to a special force. On the other hand, a
satisfactory scheme of organization will surely provide something like
task forces to deal with certain problems that do not fit tidily within
departmental jurisdictions.

IV. The Ambassador and thé Country Team

In regard to your personal anthority and responsibility, T shall eount
on you to oversee and coordinate all the activities of the United Stales
Gaverpment in .

You are in charge of the cntire U.8. Diplomatic Mission, and I shall
expect you to supervize all of ita operations.  The Mission ineludes not
only the personnel of the Department of State and the Forcign Service,
but also the representatives of all other U.8. agencies which have pro-
grams or activities in .

* ¥ % As wyou know, the U.S. Diplomatic Mission includes service
attachés, military assistanee advisory groups, and other military com-
pornents attached to the Mission. It does not, however, include T.S.
military forees operating in the field where such forces are under the
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command of a U.S, area military cornmander. The line of authority to
these forces runs from me, to the Qeeretary of Defense, to the Joint
Chiefs of Staff in Washington and to the area commander in the ficld.
Although this mcans that the Chief of the American Diplomatic
Mission is not in the line of mititary command, nevertheless, as Chief
of Mission, you should work clogely with the appropriate area military
ecommander to assure the full exebange of information. If it is your
opinion that activities by the T.8. military forces may adversely affect
our overall relations with the psople or government of , you

should promptly diseuss the matter with the military commander and,
if necessary, request a decision by higher authority.
President John F. Kennedy, letter to American Ambassadors,
May 29, 1961

In the postwar years the Ubnited States greatly expanded its over-
scas operations. Alongside the old diplomatie missions large, SeIni-
independent organizations for economice and military aid and culturat
and information programs grew up, Labor, Agriculture and other
agencies sent representatives abroad. American military bases and
installations, with sizable American forces, were established in many
countries. Many of these organizations and representatives had
their own lines of reporting to Washington and had statutory authority
and responsibilities defined by Congress.

The volume and variety of American business with foreign countries
dramatically increased. The texts of international agrecments be-
tween the United States and foreign governments concluded in the
12 years between 1950 and 1962 fill 30 large volumes occupying 7 feet
of shelf space! Many of these agresments dealt with highly technical
matters and had to be negotiated with the help of experts from
Washington. :

All of these developments placed the authority and prestige of the
ambassador in doubt and put great strains on the old diplomatic
machinery. In 1951 President [ruman took steps to support the
ambassador’s primacy. The concept of the country team, with the
ambassador at ils hend, was initiated, Further steps in this direction
were taken by President Fisenhower, President Kennedy's letter
of May 29, 1961, is the most recent attempt to confirm the ambassa-
dor’s leading position.

But in the field, as in Washington, the task of coordination has
grown more complex as the instruments of national policy have
multiplied. Tle major elements of the modern diplomatic mission
are State, AID, USIS, the service attachés (Army, Navy, and Air
Foree), military assistance advisory groups (MAAGS), and CIA.
Often there is also an arca military commander.

Although all members of the country team acknowledge the
ambassador’s position, respect his precedence as chief of mission, tell
him. about their work, show him their cables, and invite his comments,
their dependence on him and their desire to be coordinated by him
differ greatly. As & gencral rule, their readiness to accept his right
of decision varies with the degree to which they arc mvolved in
operational matters, such as the conduct of ald programs, and have
their own reporting lines to Washington. '

The political counselors and other old-line members of the diple-
matic staff are most dependent on the ambassador and have the
greatest interest in supporting him. ‘They have no kine of reporting
cxcept through the ambassador-—and informal letters to colleagues
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in Washington. At the other end of the spectrum is the MAAG.
Its work is highly operational, it has its own lines to the Pentagon,
and it tends to take a restricted view of the amhassador's right to
interpose himsclf between it and the Pentagon on budgetary, pro-
graming, and opecrational decisions, The other groups fall somewhere
between these positions. CIA is eloser to the MAAG model, while
U_SdIEl falls closer to the diplomatic model and AID somewhere in the
middle, .

Country team processes have, thercfore, quite different meanings for
the several participants, seeming almost a waste of time to those
heavily involved in day-to-day operations. The fact that deadlines
and other decision-spurring pressures seldom hit the participants at
the same time contributes to the unevenness of interest in the work of
the country team. What is usually involved is action by one group
at 2 time on a matter of great moment to it and of little immediate
interest to the others. In the eyes of, say, a MAAG chief preparing
his budget, the other members ‘seem at best to he little more than
spectators and at worst a threat. On particular issues, however, the
ambassador’s support may be helpful and this strengthens his position.
But in general each group of operators would be happy to be left alone
by the others.

To a degree the primacy of the ambassador is a polite fiction, especi-
ally where budgetary and programing decisions are concerned. Most
elements of the country team do not, in other words, regard them-
selves as parts of the ambassador’s staff—rather they look outside the
country, to intermediate headquarters or Washington, for gnidance
and support and their loyalties tend to run in the same direction.
Nevertheless, it is apparent that a strong ambassador can pull a team
together and exert great influence,

Some suggest that an ambassador should have responsibility for
preparing a complete country program and for reviewing and approv-
ing all parts of it, so that the final program would be his and so that
he would be put by the nature of the process in the role of umpire and
adjudicator of competing claims for resources. Because of the WAY
agency programs are prepared in Washington, however, this would
present great difficulties. A consequence is that decisions on military
and economic aid and other programs arc pulled toward the Presi-
dential level in Washington and that the competition for resources
tends to run hbetween overall appropriations for military versus
economic aid, and so forth, rather than between the need for military
aid in comparison with economic aid in a particular country.

Despite these observations the ficld is refreshingly free of inter-
agency strife. In general the deep jurisdictional clashes evident in
Washington are absent. Divisions are present but are watered down,
partly, no douht, because the team aequires a certain solidarity by
virtue of common experiences in dealing with the local government,
on the one hand, and with Washington, on the other.

One of an ambassador’s problems is that the country team is an
interdepartmental organization which has no corresponding orzaniza-
tion to which it is responsible or to which it can look for guidance,
direction, and support. In Washington the decision-making process
is, s0 to speak, vertical—up departmental lines which converge only
at the Presidential level. In the field, coordination is horizontal,
with differences being resolved and policies harmonized by the
ambassador, '
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Tug PLaxyine Fuxncrion N THE FIEnD

"Ideally, one would suppose, the country team should be the chief
source of country plans. It is on the spot and should be familiar
with the obstacles to the accomplishment of U.8. objectives.
Yot with few exceptions little planning is in fact done in the field and
what is done is patchy. )

The operational groups are so deeply involved in day-to-day
operations that they have little time for planning, even if they have
officers with the training and experience for the planning task. And
they seldom do. There Is, furthermore, no stated requirement for a
coordinated country plan or program, in which economic and military
2id, cultural and information programs, and other elements of Ameri-
can policy are drawn together and focused on U.S. objcctives. There
is no place in the embassy where this task could now be donc.
~ Among the hest people in the field arc some of the political and
economic counselors and their staffs. But the reporting content of
their jobs and the burden of representation and negotiation is so great
that they have little time for thinking about what the United States
is trying to accormplish in the country and what combination of activi-
ties would best serve American purposes.

Increasingly, the United States 1s seeking to accomplish its goals
through regional programs and international organizations, but it has
not yet taken adequate steps to relate country issions to regional
planning.

As things stand in the fleld, apart from exceptional cases, Washing-
ton cannot rely on the country team for planning. Yet satisfactory
arrapgements for preparing coordinated country and regional plans
are still to be devised in Washington also. This is one of the major
problems of staffing and organizing for national security. Whether
efforts should be made to staff the missions for planning, or whether
country and regional planning groups should be organized in Washing-
ton, or whether some combination of the two should be found are
questions that demand attention.

Tur Rerorring FUNCTION

Reporting occupies a very large part of a mission’s time and ener-
gies. The volume of messages between Washington and the field has
reached nlmost astronomical proportions. The daily volure of tele-
graphic traffic alone between State and the embassies is more than
300,000 words! Much is necessary but much is of doubtful usefulness.

Despite the volume of reporting Washington often feels and is
poorly informed. 'The reason is largely that the decision-making
process is not well enough understood so that headquarters can
identify a need until 1t arises, Reporting requirements are therefore
not clear. No one knows how to issue general instructions on who
should be told what and when. As a result the rule seems to be:
Report Everything. The field tries to cover cvery base and to an-
ticipate every requirement in the hope that any information Wash-
ington may need will be available when wanted. The resulting flood
of information swamps Washington's absorptive capacities.

This reporting is of very uncven quality. Some is brilliant, buf the
top exccutives seldom have time to look st it. Mostisroutine. But
oIl of it must be read by someone—a fact which accounts for a great
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deal of employment in Washington, Some of this talent could, one
is confidenl, be employed in more usefnl ways.

Moreover the whole personnel systemn encourages reporting. Young
officers get credit for writing reports, especially voluntary reports on
matters outside their assigned responsibilities. An officer’s reports
are an important basis for evaluating his performance and recommend-
Ing promotions. This may be sound personnel practice but it burdens
the system: with too much reporting and encourages wrong ideas
about the proper allocation of time between direct observation and
study of a couniry’s problems and report writing.

Good reporting 1s essentially operational, directly serving the needs
of men who must make decisions and direct operations. Much re-
porting at present is remotely related, if at all, to the decision-action
process. ‘lTop executives are so heavily occupied that they have
virtnally no tune for reading anything not imniediately relovant to the
day’s probiems,

Many countries are deeply involved in far-reaching political, eco-
nomiie, social, and military programs. The United States is assisting
these programs of modernization apd reform in many ways, Analysis
of great depth and sophistication is needed as @ basis for planning,
What strains are these programs putting on the political syvstem? Can
they be carried without political collapse? What groups are gaining
power and influence and which are losing? What political adjust-
ments would strengthen the system? Are they feasible? How can
the United States assist the process of adjustment?

The kind of knowledge and understanding needed to produce
answers to such questions is not likely to be gained &t a desk, reading
second-hand accounts of what is happening in a society. Direct
observation and study and & wide acquaintance in many social groups
are needed. '

But in addition the analyst needs to know his audience and its
requirements. Scholarly ansalyses of great brilliance will be of little
use unless they point to operationally significant conclusions. The
definition of reporting requirements depends therefore on a clear
location of responsibility for policy planning, and close contact
hetween the analyst and the planner.

The reporting function should be carefully reviewed. Sorme suggest
that reporting relevant to day-to-day decisions should be provided
on a day-to-day basis in response to requests from the ambassador or
Washington. The feasibility of this suggestion depends on the
technical adequacy of the Government’s communications system, and
especially on the disciplined restraint of both the senders and the
receivers of messages. Without such restraint, even the best comn-
munications system will soon be overloaded.

Some suggest that the kind of analysis needed for planning.and
programing should be a joint undertaking of tewms consisting of
members from Washington and the field and linked closely to the
planning and programing process. This would require more frequent
travel between Washington and the field, but might cost less and
produce better results than present practices.

Whatever changes are made, intensive efforts are needed to develop
officers who can produce the kind of political and economic analyses
that are basic to the radically new nature of American foreign policy.
There are now very few officers who have shown an ability to make
“depth analyses” of the forces at worlk in society.
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PErsoNNEL FOR THE CouxtrYy TEAM

Every mission has some first-rate people.  But the number ol big
jobs is far larger than the number of able people available to fill them.
With over 100 missions to be staffed—more than double the number
only a few years ngo—every personnel system has heen strained.
Every Washington headguarters is cvidently robbing Pcter to pay
Paul, trying to cover the most critienl spots by shifting its best people
around. There is no prospect that recruiting will overcome the
deficiency of good people in the near future.

Tt is therefore all the nore important that good people be well used.
But under present practices each department and agency must staff its
own overseas posts. Al Loo often the result is that an ambassador
cannol use his best people in his most important spots. He needs
freedom with respect to his own mission to move his good people
where they are most needed.

Obviously, however, this runs headlong into existing practice.
Personnel systems are organized by departments and agencies.
Promotions, assignments, carcer development pPrograms, OTganiza-
tional loyalties—all work against it. Whether the conflicting necds
of the ambassador and of the career services can be reconciled is a
serious dilemma of personnel administration.

Tae Division oF LABOR

The personnel problem is intensified by the problem of the division
of labor between Washington and the field.,

There is little doubt that the abilities of most missions are under-
employed. The country team is familiar with local issues and prob-
lems—{rom important questions of olicy to minor details of mission
housekeeping. Many matters coulg be ‘handled locally, with action
being reported to, but not cloared . with, Washington. Ironically,
“Washington clearance” often means that a junior officer in Wash-
ington is second-guessing & senior officer in the field—and second-
guessing him on matters the latter is betler qualified to decide than
an equally experienced officer in Washington.

Some progress has recently been made in delegating authority to
the field for administrative decisions on such matters as housing,
travel, and hospitalization. This shift is desirable and should be
epcouraged.

No similar trend is evident m policy matters. In fact, the con-
trary is true, Morc and more issues are being referred to Washing-
ton, or handled by officers sent, from Washin%ﬁton, or settled in Wash-
ineton in negotiations with visiting foreign officials.

Nashington can of course asser{ its authority in any matter. But
it should not assert it in every matter. There i8 a need to re-examine
the division of labor between the two. .

A proposal worth consideration is that issues might be left to the
nmbassador unless they are of cuch sensitivity, coinplexity, or im-
portance that they demand attention of an Assistant Secretary or
officer of higher rank. That is, an ambassador might indicate to
Washington that he intends to act in a certain way by a certain date
unless otherwise instructed. And Washington might exercise greater
golf-restraint in issuing nstructions—with the philosophy that it may
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be better to act a little less than perfectly rather than employ the
time of Washington officials in a search for perfection. Some may
even doubt that the sun always shines more brightly in Washington
than in the field.

A shift of greater action-responsibility to the field by such rules of
thumb might lead to important economies. Too much time is spent
in Washington on matters that could be left to the mission, thus
double-teaming talent when there is not enough talent, to go around.
This tendency shows itself in the habit of Washington and the field
to “live on the cables”—to keep each other busy ebating points on
which it might have been better to let the mission act by itself under
its general instructions.

Obviously there are no iron rules for dividing responsibility, What
seems to be called for is more respect in Washington for the judgment
of ambassadors and more restraint in second-guessiog them,

MILITARY ADVvIcE

Today’s ambassador frequently has to make decisions and give his
views on military questions.

Every mission has three service attachés. Many have a MAAG
chief. A few must work with an area military commander. To which
of these should an ambassador tura for military advice?

A reorganization of the military advisory function seems to ho
nceded. 'The number of military representatives reporting directly
to the armbassador is too large—u fact which tends to reduce rather
than increase their influence in the mission. Partly in order to deal
with thesc representatives and with an arca military eommander, if
any, a new politico-military post has been cstablished in many mis-
sions.  This officer, usually a career foreign service officer with some
special training, assists the ambassador with the coordination of
political and military activities. In some cases he serves as the execu-
tive secretary of the country team.

A suggestion meriting serious consideration is that a single defense
attaché might be designated by the Department of Defense, with such
assistants as necessary from the three services. Presumably the
defense attaché would be an officer of the U.S. military service that
was also the most important service in the country—an Army officer
in countrics where the Army is the principal military organization,
and so forth.

Another proposal is that the functions of the MAAG chief and of
the attachés might be combined in a single officer, who might be called
the defensc attaché. The objection bgat the military sid program
should be clearly separate from the normal attaché functions needs to
be reexamined. The combination has been successful in some places.

Where there is an area commander of U.S. forces, the possibility of
placing thoe MAAG uader the joint supervision of the ambassador and
the commander might be considered. In sny event, where there is
such a commander, an ambassador tends to rély primarily on him for
nailitary advice.

Rregronar Orcaxizazions

There are now four American Ambassadors in Paris: the Ambas-
sadors to France, NATO, OECD (Organization for Economic Co-
operation and Deveclopment), and DAC (Development Assistance

Approved For Release 2003/03/28 : CIA-RDP80B01676R002800270017-7




Approved For Release 2003/03/28 : CIQDPSOB(H576R06v28002760‘i7.-7"

16 ADMINISTRATION OF NATIONAL TRITY—BASIC ISSUES

Committee). This is the extreme case. 'Butit illustrates the growing

importance of regional organizations in the conduct of American
olicy. {

P Thye; task of an ambassador to an international organization is more

confining and limited than is gencrally understood.

He is, of course, constantly involved in promoting or opposing par-
ticular actions by the organization which may have an important bear-
ing on U.S. national security policies. But 1f he is not to commit the
United States to positions inconsistent with our national security re-
quirements, he must remain closely tied to Washington. The Presi-
dent and the Secretary of State require information and advice from
him. But he is dependent on them not only to set policy lines but
also to give him his major assistance in carrying out those policies.
He can expect to get results when the United States, working with its
allies through bilateral discussions or in other small groups, has de-
veloped a position which can command support in the organization.

At the present stage international organizations are more decision-
ratifiers than decision-makers. Things go weil in NATO, or the
United Nations, for example, when the United States and other key
countries have reached a common position.

The growth of international organizations iz one of the powerful
forees pulling decision-making into Washington. Rational, effective
negotiation on complex and critical matters, like & multilateral NATO
nuolear deterrent or the reduction and control of armaments, requires
unified guidance and instruction to those conducting the negotiations.
This is a basic principle of sound administration and avoids the dangers
of crossed lines. :

The unified source ol instructions can only be the President him-
self (not others in the White House or the Fxecutive Office), or the
Secretary of State, acting for the President, ar, in appropriate cases,
an Assistant Secretary of State acting for the Secretary. In this con-
nection, the post of Assistant Secretary of State has achieved a new
importance in the policy process. i

ertainly U.S. missions to regional and other international organi-
zations should not, and cannot successfully, operate as little foreign
offices. Such confusion of responsibility reinforces a tendency to give
undue weight in policy formulation to considerations that necessarily
seem more important in Paris or New York, for exam ple, than they
seem to the President.

The Government has not yet fully faced the problem of adjusting
its organization and procedures to the problems created by the growth
of international organizations, particularly the United Nations and
the regional organizations in Europe and Latin America. 'This is one
of those emotionally charged areas that needs careful study.

V. Executive Responsibility for Administration

The actual conduct of foreign negotiations, the preparatory plans of
finance, the applieation and disbursement of the public moneys in
conformity to the general appropriations of the legislature, the arrange-
ment of the army and navy, the direction of the operations of war,—
these, and other matters of a like nature, constitute what seems 1o be
most properly understood by the administration of government. The,
AND—

s
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persons, therefore, to whose immediate management these different
matters are committed, ought to be considered as the assistants or
deputics of the chief magistrate, and on this account, they oughi to
derive their offices from his appointment, at least from his nomination,
and ought to be subject Lo his superinfendence.

The Federalist No. 72, March 21, 1788

The view that what is called “administration” is separate, sub-
ordinate, and of little relevance to national security policy needs
correction.  The problem was understood by the writers of The
Federalist papers 175 years ago. They correctly linked administra-
tion in the large sense—big “A” administration—with the selection
and superintendence of assistants—httle “u’ administralion.

The making of policy and its execution are aspects of n continuous
f)rocess, and responsibility (or both needs to be lodged in the same
12nds.

The best laid plans have to be modified as time passes.  Cireum-
stances change in unforeseen and unforeseesable ways. Unanticipated
opportunities arise and unexpected obstacles appear, compelling
adjustments of staff and operations and sometimes fundamental
revisions of policy.

Top executives are strongly tempted to give administrative problems
low priority. They have enormously heavy demands on their time.
They know that they will be in office g relatively short time and that,
except for a few key appointments, they will have to work mainly with
the staffs they have. Many suspect, furthermore, that the payoff
from efforts to improve adniinistration is likely to be small, especially
in the short run.

For this reason, problems of “administration’ have heen left largely
to administrative officers. In the process even the word “"administra-
tion’’ has seemed to shrink.

When one speaks of “the Administration,” one thinks of the Presi-
dent and the direction of the Nation’s affairs. But when one spesks
of “administration,” one thinks of aceounting, payrolls, transportation
of persons and things, career development programs, personnel
management, and so forth.

The Government has had a greal deal of experience with the
delegation of responsibility for adninistration to officers outside the
mainstreams of their departments, The experience confirms the
wisdom of the Founding Fathers.

ENVIRONMENT 0F EXCELLENCE

It is easy enough tn draw up a list of the qualities desired in publie
officials: judgment, drive, imagination, courage, intelligence, de-
cisiveness, loyalty. If a President is to racruit such persons, he must
provide scope for the exercise of these gualities. People possessing
them can, after all, make a success in ahy career they choose and are
not likely to remain in posts where they cannot put their abilities to
work,

Good staffing is thus related to good organization. Perhaps the
biggest task facing an administration js to create an organizational
environment attractive to excellence. The challenge and the oppor-
tunity to perform at the limit of one’s capabilities on tasks vital to
one’s country is the greatest reward government can offer. :
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MaANAGEMENT FLEXIBILITY

An important question about any administrative system is whether
the qualities which enable an individual to survive and advance in
the organization are the same as those which will enable the organiza-
tion Lo survive in a competitive environment.

The spirit of an organization is, then, of first importance. ¥Whom
do able and ambitious junior officers seck to cmulate? Are do-ers
rewarded? Or do cautious men—the do-littles—win advancement?
Tt may be largely through imitation of the successful that recognizable
types develop i organizations. i

One of a top executive’s most important jobs is to reward good—
and penalize unsatisfactory—performance. The quality of his deci-
«ions in a few cases may tone up an entire organization and make it
an effective instrument for his use.

But we have made it extraordinarily difficult for Government exec-
utives to take such action. In the laudable effort to avolid favoritism
snd assure fair and uniform treatment, the administrative scales have
heen weighted in favor of protecting mediocrity.

Perhaps it would be wise in the national security area to give top
execulives authority, within defined limits, to hire, promote, and re-
assign a certain number of people without the restraints and restric-
tions of the civil, foreign, and military service regulations.

Tt is ironic Uhat the present Adminisiration is busily searching for
outstanding people in their early forties to serve as ambassadors,
chiefs of foreign nid missions, and so forth, when there are many able
and experienced men in the civil and foreign services who are prob-
ably better qualified {or these jobs than most outsiders.

As things stand, however, these men will not be promoted to the
highest classes in their services for many years. One of the dileminas
of administration is how to advance people rapidly and out of turn
without disrupting the organization. The key is to act without fear
or favor in rewarding excellence.  And-n pruning out incompetence.

No organization is overstaffed with zood people. But everyone
agrees that overstaffing exists in Washington and the ficld, with its
well-known vices: excessive layering, unnecessary clearances, over-
grown committees, needless proliferation of paperwork, and time-
wasting demands on top officials.

Nevertheless, overstaffing remains, like the weather, a common
subject of conversation but an infrequent object of action. And for
much the same reason: the top executive despairs, under the restric-
tions to which he is subject, of doing much about it.

Some say that veterans’ preference legislation and other regulations
make it difficult to carry out reductions in force without disrupting
an organization, largely because they trigger a chain “humping’’
reaction. Others believe that these difficulties are exaggerated and
used as an excuse to avoid the always painful task of reducing staff.

Some say that the Government has not tuken intelligent advantage
of the opportunities provided by the normul turnover of 10 te 20
percent through retirements, resignations, transfers, and death. If
new recruiting could be held to half this loss, substantial reductions
would be quickly possible. But the key is again anthority for man-
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agers to manage. Top executives need greater freedom to Teassign
people, abolish and consolidate functions, and perhaps to replace
several low-ranking officers with an outstanding person or two of high
rank.

This is an area in which cooperation hetween the executive branch
and Congress might yield important results.

A change of attitude is needed at both ends of Pennsylvania Avenue.
Too often officials of the executive branch regard Congress as an
opponent; they are less than frank about their administrative problems
when frankness would pay off; they try to minimize trouble by pre-
tending that matters are well in hand when they are not.

For its part Congress should concern itself lass with efforts to pre-
vent executives from abusing power hy restricting their ability to
manage and should instead give then the authority to act as executives
and hold them accountable for their use of it. There should be lesz
emphasis on restrictions, restraints, and regulations and more on
management flexibility with rewards for accomplishment.

VI. Communications

This [Cuban] experience underlined alzso the importanee in times of
crigis of extremely rapid and reliable eommunications between govern-
ments.  Rapid eommunication was instrumental in this vase in averting
a possible war.  But even more rapid communieation would in fact be
desirahble,

Becretary of State Dean Rusk, address, Foreign Policy Associa-
tion, November 20, 1962

The problem of fast, reliable, secure communication with our
missions overseas and with other governments is at Iast receiving
top-level attention, largely as & result of the serious inadequacies
revealed in the course of the Cuban and Congo crises. The military
and intelligence services have good, medern facilities for communi-
cating with many key arcas. FEven their communications are poor,
however, with many parts of the world, including most of Latin
America, Africa, and Asia. The Department of State’s facilities are
unsatisfactory in most areas. Serions delays have been expericnced
and unfortunate restrictions on traffic had to be imposed in recent.
months, even in communications with major capitals of Western
Europe,

Modern technology has made rapid, adequate, secure communica-
tion feasible. But the 17.S. Government has not yet made full use of
this technology to build a satisfactory worldwide conmmnunications
system.. Although the facilities required will be expensive, the cost
will be minimal in comparison with the costs of & failure of communica-
tions at a critical juncture and in comparison with our expenditures
on other parts of our national security programs.

A question of importance is whether system can be planned and
built which would meet Government-wide heeds without costly dupli-
cation of facilities and without subordinating the needs and legitimate
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' . : : f another, Congress,
terests of one department or agency to those of . gre;

:‘; i\l;ell as the exegutive branch, should .give this matter its priority
ttention. . )

* ’ghe hasic consideration is clear: thereis every good reason why the

U.S. Government should have the best communications facilities that

modern technology can provide. It canhof afford less.

o
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’ «r—moche M i E Q..
ROOM NO. BUILDING %
REMARKS:

The DCI will want to see this

because of his friendship with

Jackson.
LBKirkpatrick
FROM:
ROOM NQ, BUILDING EXTENSION
FORM NO .
treass 241 SNATRITAED  #oro: st -0
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Honorable Daniel J. FL
House of Representatives
waghington 25, B, C.

Doar Mr. rlood:

Thark you for your lett.r of 1€ Janwary concsrning
STAT I |

we have just adviscd [ 1 o his tentative sclec- STAT
tion Tor & position vith us and are enclosing a copy of our
letior to hilm for your informs8ion. As indicated .in that
lebter, it w111 be a fow monthl before a Iinal dwelsiou 18
reachcd.

Your inguiry in behalf of [ | is sppreciated end STAT
«c shall edvise you of the final result ol his application.
BinceTely,
QICHED

Jobip B. larmey
Leglgiative Counsel

Enclosure
Distribution: ) Originator:
0 & 1 - Addressee for Director of Personnel
1 - Leg. Counsel
V1 - ER
1 - Subj File w/basic

1 - Chrono File w/held
STAT ODfPersfl:lz sac (2k Januvary 1963)

i%;iii;vi (}% )
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22 Jaruary 19563

mEirh

}"utlr
Lll

-'

fr s

o ix
Agenty. 'l'lLS position is classiilcd at 88-T, +5550.00 ner yuar.

As 2 reswll ol a review of your application for smployment, I am pleascd
Torn you that you have been tentatively sclected for a position in this

A ilmal declpion can be made oply witer intengive backzround invese

tigations and reviewe vhich concern pruicesional competonce and rersonal
qualliicationg such ag general dopendability, phyeical and emotional
health, and loyalty. Thesc noma.l],y regqulre about three to four months
irom the date of thiec letter. It 18 wy hopc that yowr interest in exanloy-

with us will continwe throughout this poricd ond that I shall be eble

Lo ofrer you a {irm commltment upon a satisfactory complotion of the inven
tlratlion period,

Please iniom me of any changes in your proesent situation, such as
cuploynert, marital status, or address. It w111 be helgful i you
address any corregpondence to the Oifice of Permonncl, 2430 E Strect,

I, v., toshington 25, D. C., Attention: | | I shall
vx coursc advise you prompily of any sigmf wcant Joevelopment alfecting
sur action on your application.

Morbere of this Agency are entitled to the regular United States Gove
nt leave and retivement benelite; our salaries conform to the rates

*} eeribed by Congriss for United -tatea Govcnuuent agencick.,

o
m
Thack you vory mch for your C‘.'DOm.I‘Bt" an arﬂ patience during t.hiaz
+Mat1ga.tmp period. .
Lt
Sincerely, -
QAT =
Bru\.J_ 4_-1 el
B
L [
E. Bu I'Jc}lou :

Drector ¢f Porgonncl
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Executive Registry

—__=Xecutive Re
ROOM Na. BUILDING
TE12

REMARKS: Headquarters

_F'EBET;““‘“—————%
i egislative Coun
— sel
ROOM NQ. SLLDING _E STAT
— D01 Headquarters
M No . EE—
178 55 24 | VAT oo ]
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25 At 1962

Lo
Bonorabl: Robert C. Byrd. . M
United States Senatt—
tashington 25, D. C.
Dar Bcoator Byrd:

Thark you for your memorandum of 15 January e.nclolingg

- regume {or | | =x

ke are pleased o kuow of mimemt in tnipl-
ligenee vork eand have reforred Yo appropriate

officials for congideration. UL¢ have written to
to advise him of this action and arc cnelosing s copy of ofs

Letter to him for your ‘mformatlon. g
Your referrml of| wag appreciated and e
shall advise you of the outcome oX his application.
Eincercly,

John 8. Larner
Legislative Counscl

Enclosurc
Distribution: Originator:
0 & 1L - Addresseeg for Director of Personnel

1 > Leg. Counsel

X - ER

““ 1 - subj File w/basic
1 - Chrono File w/held

OD/Pers/  sac (23 January 1963)

14
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STAT =yl

Lo fmve peevived 2 Lobter fros Senator Bobort C. By
acyiping us of your -storest ln the tntelligence field aﬂ_

arclosing your rosume. <,

Your regusk: has boza roiorped to appropriate officiaige
vor copgivcration and wo ghall acyies you further ~hen thucg
hav. complobed thoir review. In the meantine, vanty d tdi-
1ot you knov that your i;tcregt was appreciated and 1o AASUrE
you that your applicablon ' il v ouive eVCRy vougidoration.

girncorely,

Dirvotor of Pepgonnel
N J '
t‘!)“ Pistribution:
Q0 - Addressee
g 2 - Ben. Byrd
Kae 1 - Leg. Counsel
“ 7. ER
1 - Subj File
1 - Chrono File

-

TAT
S OD/Pers/ sac {23 January 1963)
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TRANSMITTAL sLip | "
TO:
Executive Registg
ROOM NO. ‘ BUILDING
TE12 Headguarters
REMARKS:
FROM: .
Legislative Coungel
"ROOM No. BUILDING EX STAT
TDOL Headguarters
R4 memimE Femod
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fr
| , RyA
Honorable K. Ge Srwé;:r/&:’"
Hous: of Rupregentetives
rashingbon 25, D. C.

Dear Mr. Bryder

This 1g to adviee you of the rosulis of our resent interviow
STAT uith | pho wvas rferred to us by your offine,

[ ]visited our persouncl ofiige on 22 January to
STAT discuss his general gualifications and employment interests. An
appointment has becn made for him to take our regular employment
examination and he bas Deen glven Agency application Iorme 40
complete and return for further reviev.

STAT Your referral af|:| vae appreeiatel and we shaﬁ

advige you of the outcome o his application. '
’ L
Stnecrely, -
L
STGED N
%)
- John B. ' arner "
- ~ Legislative Counscl
Distri¥dtion:
¢ @. - Addressee
- Leg. Counsel Originator:
E:R .

for Director of Personnel
Subj File w/basgic o

1 ~ Chrono File w/held S A

OD/Pers/ Fac (25 January 1963)

frerre )
T e .
\"" l-- . PR i Ak P“'rs

!
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___ Executive Registry
ROOM NO. _—’TgLT[E,E‘—‘—_‘—-—-———————-—-_______
[E12 Headquarters

REMARKS:

FROM

________Legislative Counsel

ROOM NO. BUILDING ——. STAT
TDOL Headquarters

FO)

're6 53 241 iﬁ‘iiﬁcﬁ?&“‘ui‘i& # GPo: 1957 @n
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Honorable Rommn C. Pucingm, ~ °°
1027 Nev House Q7Tiec Building
‘!minstm 25, Dn G.

Attention: Mre. Critcs
.Dear Mr. Puclogkls

B35

Pursuant to your roquest, I an enclosing 5

hrochure cutlining employment opportunitice with

this Agency.
Floeerely,
Johu S. Varner
Legielative Counscl
Erclosure
Distribution: Origlnator: /W
0 & 1 -~ Addressee for Direttor of Personnel
1l - Leg. Counsel
vi - ER
1 - D/Pers Chrono

Cong Suspense #L77-63

L

OD/Pere/sac (25 January 1953_0'

e
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TEL2 Headquarters
REMARKS:
FROM: _
o Legislative Counsel
RQOM NO. 8UILDING E]
TDO1 Headguarters
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Honorabl. Herman . Talmadge (o
United Rtates Benate —
waghington 25, D. €.

Dear Senator Talmsdge:

This s to advis: you of the wgulte of our rve.abh rter

STAT view with| | he »ue ruiirred to us by your
ofi'lec.
STAT | |vigites our p reonacl office en 17 Jaruary to
' digcuss hie gencral gual) vications and vmployment intor sts.
Wil no speeilic oper'ng as identifivd 7¢r him during the
cours: of thig iot-rview, [ |submitted a completed STAT
Form 57 ior further rovies,
cup referral of [ |.as apprrciated and v shall STAT
_3 advige you of the outcom: of his applleation.
-
= :
wd Sincorily,
AN
A
g John 8. Varner
s Ie.gielattv: Counscl
3 g
Distribution: o ;
0 % 1 - Addrcasce | | ..
- 1 - Leg. Counsel Originator:
v1 - ER for Dircctor of Personncl
1 - Subj File w/basic '

1 - Chrono File w'held

on/Pexsl_____ Jeac (2k Janu;./;'y' 1963)

.
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23 JaN 1968

Nonorable Joseph S. cm/lf‘”[
United Btetes Senate
Weshington 85, D. C.

Detr Senator Clark:

Thank you for your sescrandum of 11 Jewamry concerning the
applioation | | for smplayuant with us.

wrote to us last Sgoptember about his interest in
auployment with this Agency mnd wvas subsequently interviewed in
our paraonnel office. After he had cempleted formal application
pagers and taken our regular cmploymest exsminetions, bhis file
was conmldered Ly apyropriste opevuting officials and, as he

raporitad to va were ucabls to looste an epproprixte open
for him. wrote to us in Noveslmr apd oxplained
interest in considered for lesser positions and his fileg-

ves again reviewed but we 414 not find an opening for him and
advisod him sgeordingly. stn-ermivingmmur,wmr'
reconsidered [} application iz light of our current..,

vacansios tul have not identified a positiom for him. =
- nhmfimttommat_mmhmmiu >
. be; however, we shall be glad to consider[ | for a.pm'o A STAT
\ Priate positions which night beecae available. While we =
sothing dafinite {n mind for him, 1tmyhammlj' STAT

has cospleted his college work, his yuslificetions, and conse-
qusntly the range of poeitlions for shich he might be consideredd
mhwmwmhmmmmhmnw

}\ : -'r.-
=2 ImmmnMor:mmmimd‘m STAT
NS g aliall advise you if ve ahould be abla to offer hin emplayment at
~T some future date.
13
2 Sincevely,
v Distribution:
Lo 0 & 1 - Addressee ey
¢ 1 - Leg. Counsel . st
L “X" - ER Jobhn §. Verner
. 1 - Bubject's file ybasic Legislative Counsel STAT

1 - B/Pers chrono w/held
OD/Pers b1y 63)
Rewritten:OD/Pers/ 1h (22 Jen 63) Originator:

~
e

WM. o

A

for Director of Personnel
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