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.Mr. John  W. Mac~:.  J r . ,  was b o r n  on 6 A p r i l  1917, and was  
g r a d u a t e d  f r o m  W e s l e y a n  U n i v e r s i t y  wi th  a B . A .  d e g r e e ,  and is  a t  
p r e s e n t  s e r v i n g  as  a m e m b e r  of the  U n i v e r s i t y  B o a r d  of T r u s t e e s .  
In 1938, Mr .  M a c y  p a r t i c i p a t e d  in the  a d m i n i s t r a t i o n  i n t e r n  p r o g r a m  
s p o n s o r e d  by the  Na t iona l  In s t i t u t e  of P u b l i c  A f f a i r s .  In June  1938 
he was appo in ted  E x e c u t i v e  Aide in the  F i e l d  O p e r a t i o n s  D i v i s i o n ,  
Off ice  of the  E x e c u t i v e  D i r e c t o r ,  Soc ia l  S e c u r i t y  Boa rd ,  and In No- 
v e m b e r  1940, he b e c a m e  A d m i n i s t r a t i v e  A s s i s t a n t  in the  C i v i l i a n  
P e r s o n n e l  D i v i s i o n ,  Office of the  S e c r e t a r y  of War ,  and was  n a m e d  
A s s i s t a n t  D i r e c t o r  in 1942. He r e t u r n e d  to t h i s  p o s i t i o n  in  1946, 
a f t e r  m i l i t a r y  s e r v i c e  as  p e r s o n n e l  s t a f f  o f f i c e r  of the  A i r  T r a n s p o r t  
C o m m a n d ,  and s t a f f  a d v i s o r  with the  M i l i t a r y  A d v i s o r y  G r o u p  in 
China .  B e t w e e n  June  1947 and Augus t  1951, Mr .  M a c y  was  A s s i s t a n t  
to the  M a n a g e r  and D i r e c t o r  of O r g a n i z a t i o n  and P e r s o n n e l ,  San ta  F e  
O p e r a t i o n s  Off ice ,  A t o m i c  E n e r g y  C o m m i s s i o n ,  Los  A l a m o s ,  New 
Mexico .  In Augus t  1951, he b e c a m e  s u c c e s s i v e l y  Spec i a l  A s s i s t a n t  
and Depu ty  to the  Unde r  S e c r e t a r y  of the  A r m y  ( l a t e r  A s s i s t a n t  Sec -  
r e t a r y  of the  A r m y ) .  He held  t h i s  p o s i t i o n  un t i l  1 Augus t  1953 when 
he was  appo in ted  E x e c u t i v e  D i r e c t o r ,  Uni ted  S t a t e s  C i v i l  S e r v i c e  
C o m m i s s i o n ,  in which p o s i t i o n  he is  c u r r e n t l y  s e r v i n g .  
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C O L O N E L  W A L S H :  G e n e r a l  H o l l i s ,  G e n e r a l  C a l h o u n ,  G e n t l e m e n :  
T h i s  m o r n i n g  we c o n t i n u e  o u r  g e n e r a l  l e c t u r e  s e r i e s .  You w i l l  r e c a l l  
tha~ a f e w  w e e k s  a g o  f o u r  s t u d e n t  O P ' s  w e r e  p r e s e n t e d  c o n c e r n i n g  t h e  
s t a f f i n g  of  w a r  a g e n c i e s  and  t h e  o p e r a t i o n  of t h e  C i v i l  S e r v i c e  i n  p r e p -  
a r a t i o n  f o r  a n d  d u r i n g  m o b i l i z a t i o n  in a f u t u r e  w a r .  " A r m o "  A r m o g i d a  
t a l k e d  a b o u t  t h e  p r o p o s e d  E x e c u t i v e  R e s e r v e  P r o g r a m  of  t h e  Of f i c~  of  
D e f e n s e  M o b i l i z a t i o n ,  a n d  t h e n  " R a n n y "  Wood  t o l d  u s  a b o u t  h o w  f a s t  
a t u r n o v e r  we  h a d  in  a s i m i l a r  p r o g r a m  in W o r l d  W a r  II. 

T h i s  m o r n i n g  we  h a v e  a s k e d  M r .  J o h n  W. M a c y  of  t h e  C i v i l  
Service Commission to discuss with us the question of staffing Gov- 
ernment war agencies in a future emergency in light of current cir- 
cumstances in this nuclear age. 

I would like to present, without further ado, Mr. Macy, Executive 
Director of the United States Civil Service Commission. 

M R .  M A C Y :  T h a n k  y o u  v e r y  m u c h ,  C o l o n e l  W a l s h .  G e n e r a l  
H o l l i s ,  G e n e r a l  C a l h o u n ,  G e n t l e m e n :  It i s  a d i s t i n c t  p r i v i l e g e  f o r  
m e  to  c o m e  b e f o r e  y o u  a n d  d i s c u s s  s o m e  of t h e  m a n p o w e r  m o b i l i z a t i o n  
p r o b l e m s  in  t e r m s  of  p e r s o n n e l  s t a f f i n g  of w a r  a g e n c i e s  f o r  t h e  f u t u r e .  

I f e e l  t h a t  I a m  e s p e c i a l l y  p r i v i l e g e d ,  in  v i e w  of  t w o  f a c t o r s :  f i r s t ,  
t h a t  I f o l l o w  t h e  d i s t i n g u i s h e d  s p e a k e r  t h a t  y o u  h e a r d  o n l y  a f ew  m o -  
m e n t s  a g o ,  a n d  s e c o n d l y ,  t h a t  I a m  p e r m i t t e d  to  a p p e a r  on  t h i s  r o s t r u m  
w h e n  I a m  d e l i n q u e n t  in  m y  c o r r e s p o n d e n c e  c o u r s e  t o  t h i s  i n s t i t u t e .  
T h i s  c l e a r l y  e v i d e n c e s  a h i g h  d e g r e e  o f  t o l e r a n c e  and  p a t i e n c e  t h a t  i s  
m a n i f e s t  in  t h e  f a c u l t y  h e r e .  

T h e  s o l u t i o n  of  t h e  p r o b l e m  of  s t a f f i n g  w a r  a g e n c i e s  u n f o r t u n a t e l y  
r e s t s  p a r t l y  o n  g u e s s w o r k  of  w h a t  an  u n k n o w n  f u t u r e  e m e r g e n c y  w i l l  
b e  l i k e  and  p a r t l y  o n  e x p e r i e n c e  w i t h  p a s t  e m e r g e n c i e s ,  w h i c h  no  
l o n g e r  a r e  h e l d  v a l i d .  T h i s  m e a n s  t h a t  we  h a v e  l i t t l e  in  t h e  w a y  o f  
c o n c r e t e  g u i d a n c e  t h a t  we c a n  f o l l o w .  

R e c o g n i z i n g  t h a t  l a c k  of  g u i d a n c e ,  I w o u l d  l i k e  to  d i s c u s s  w i t h  
y o u  s o m e  of  t h e  p r o b l e m s  t h a t  we s e e  on  t h e  c i v i l i a n  s i d e  of  t h i s  i s s u e  
of  s t a f f i n g  f o r  an  e m e r g e n c y ,  s o m e  of  t h e  p r e l i m i n a r y  s o l u t i o n s  t h a t  



we h a v e  to  t h o s e  p r o b l e m s ,  a n d  t h e n  i n d i c a t e  s o m e  of  t h e  v e r y  b a s i c  
q u e s t i o n s  t h a t  s t i l l  n e e d  to  be  d e a l t  w i t h  by  t h e  a g e n c i e s  a n d  i n d i v i d -  
u a l s  who  a r e  d e a l i n g  w i th  t h e s e  p r o b l e m s .  

T o d a y  no o r e  c a n  t e l l  w h a t  c o m p r o m i s e s  w i l l  h a v e  to  be  m a d e  
w i th  t h e  s t a f f i n g  n e e d s  of  m o b i l i z a t i o n  a g e n c i e s .  We do  no t  k n o w  i f  
a d i s a s t e r  w i l l  w i p e  ou t  a l a r g e  p a r t  of  o u r  l a b o r  f o r c e ;  i f  a d i s a s t e r  
w i l l  w i p e  ou t  a l a r g e  p a r t  o f  o u r  i n d u s t r i a l  c a p a c i t y  f o r  w a g i n g  w a r ;  
i f  t h e  m i l i t a r y  n e e d s  f o r  m a n p o w e r  w i l l  d o u b l e ,  t r i p l e ,  o r  q u a d r u p l e ;  
o r  i f  a l l  t h e s e  t h i n g s  w i l l  h a p p e n  at  t h e  s a m e  t i m e .  

If the next war is fought in terms of the advanced technologies 
that all of you know better than I, what will be the impact on the 
agencies that have to guide the civilian aspects of the wartime effort? 

W e  n e e d  to  c o n s i d e r  w h e t h e r  t h e  n e x t  w a r  e f f o r t  w i l l  be  a p a r t i a l  
m o b i l i z a t i o n  b e f o r e  a n y  w a r ,  a f u l l  m o b i l i z a t i o n  a t  t h e  a d v e n t  o f  w a r ,  
t h e  o p e r a t i o n  of  s o m e  r e l o c a t i o n  s i t e s  f o r  c o n t i n u i t y  o f  G o v e r n m e n t ,  
o r  w h e t h e r  fu l l  m o b i l i z a t i o n  w i l l  h a v e  t~  t a k e  p l a c e  a f t e r  a s u r p r i s e  
a t t a c k .  A l l  of  t h e s e  a r e  a m o n g  t h e  f a c t o r s  we m u s t  w e i g h  in  a r r i v i n g  
a t  t h i s  s t a f f i n g  e q u a t i o n .  

In defining the problem of staffing, I think it can be expressed 
in fairly standard personnel-management terms. The staffing of 
war agencies involves getting new people--executives, supervisors, 
technicians, specialists of a great variety. It means getting them 
fast. It means eliminating many of the hurdles and restrictions that 
are ordinarily a problem and a delay for those who are concerned 
with manning agencies. It means using this new pattern effectively. 
It means training, job engineering, and techniques for the greatest 
possible utilization of skills. It means keeping people. I understand 
that in your earlier discussion of past efforts in staffing emergency 
agencies you were impressed with the very rapid turnover that took 
place among those who came into the service to assist in a variety of 
programs. So an important aspect of the problem is keeping those 
who are already here or who enter the emergency organization. Fi- 
nally, it involves paying them proper salaries and providing appro- 
priate benefits in terms of the existing conditions. 

Although the Civil Service Commission, which I represent, is 
frequently described as the central personnel agency, it is recog- 
nized as having only a limited portion of responsibility in the total 
area of manpower mobilization planning. Nevertheless, we recogniz~ 
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t he  s e g m e n t  of ou r  r e s p o n s i b i l i t y ,  and we view ou r  p r o b l e m  to be 
a d e t e r m i n a t i o n  of what k inds  of e m e r g e n c i e s  we should  p l an  for ;  
what  e x i s t i n g  a g e n c i e s  wi l l  need  to do; what  a u t h o r i t y  a g e n c y  m a n -  
a g e m e n t  shou ld  have  in add i t i on  to the  n o r m a l  a u t h o r i t i e s  t h e y  ex-  
e r c i s e  in the  p e r s o n n e l  f ie ld;  what the  r o l e ,  if any,  shou ld  be of an  
o r g a n i z a t i o n  l ike  the  C o m m i s s i o n  in w a r t i m e - - f i n a l l y ,  what  shou ld  
be  done  about  the  a c c u m u l a t e d  e m p l o y e e  r i g h t s  wh ich  ex i s t ,  p a r t i c -  
u l a r l y  for  t h o s e  who a r e  in the  F e d e r a l  S e r v i c e  at the  p r e s e n t  t i m e .  
Tha t  n u m b e r  now s t a n d s  at 2 ,300 ,  000, and r o u g h l y  50 p e r c e n t  o f - .  
tha t  n u m b e r  is  a s s o c i a t e d  with the  D e p a r t m e n t  of D e f e n s e .  

The  p r o b l e m  in t e r m s  of m a n p o w e r  n e e d s  is :  Which  e x i s t i n g  
func t i ons  wi l l  e x p a n d ?  Obvious ly ,  the  D e f e n s e  D e p a r t m e n t  wi l l ,  but 
what  a r e  going to be the  bas i c  c r i t e r i a  fo r  e x p a n s i o n ?  What a d d i t i o n a l  
f u n c t i o n s  of the  m i l i t a r y  d e p a r t m e n t s  wi l l  be m a n n e d  by c i v i l i a n s  ? 
What  wi l l  be the  r e l a t i o n s h i p  b e t w e e n  m i l i t a r y  and c i v i l i a n  s u p e r v i s i o n ?  
(I u n d e r s t a n d  tha t  S e n a t o r  J a c k s o n  d e a l t  wi th  th i s  in a s o m e w h a t d i f -  
f e r e n t  c o n t e x t  a s h o r t  t i m e  ago.  ) What  new func t i ons  wi l l  be added  in 
e x i s t i n g  a g e n c i e s ?  Wil l  we p l a c e  in s o m e  of the  a g e n c i e s ,  such  as  the  
B u r e a u  of M i n e s ,  new c o n t r o l  f e a t u r e s  which  wi l l  i nvo lve  m o b i l i z a t i o n ?  
What new a g e n c i e s  wil l  be e s t a b l i s h e d ?  Wil l  it m e a n  tha t  t h e r e  wi l l  be 
a new a g e n c y  fo r  c e n s o r s h i p ,  both c e n s o r s h i p  of p r i v a t e  c o m m u n i c a -  
t i o n s  and of m a s s  c o m m u n i c a t i o n s 7  C e n s o r s h i p  is  an  e x t r e m e  w o r d  
in o u r  s o c i e t y  and in our  t r a d i t i o n .  But ,  a r e  t h e r e  p l a n s  f o r  i t ?  If 
so,  what  a r e  the  s t a f f ing  r e q u i r e m e n t s  going to b e ?  w h a t  about  m o r a l e  
and publ ic  i n f o r m a t i o n ?  w h a t  about  the  u s e  of the  a d v e r t i s i n g  m e d i a  
with  r e s p e c t  to m o b i l i z a t i o n ?  I could  g ive  a l i s t  with which  I a m  s u r e  
you a r e  a l r e a d y  f a m i l i a r  i nvo lv ing  wage  and s a l a r y  c o n t r o l ,  m a n p o w e r  
c o n t r o l ,  r e n t  c o n t r o l ,  and a l l  of the  v a r i e t y  of a c t i v i t i e s  tha t  a r e  in -  
vo lved  in e x e r c i s i n g  c o n t r o l s  o v e r  c r i t i c a l  s e g m e n t s  of the  e c o n o m y .  
In e v e r y  i n s t a n c e ,  t h e r e  is a s t a f f ing  p r o b l e m  with  r e s p e c t  to the  
a g e n c y  a d m i n i s t e r i n g  t h e s e  c o n t r o l s .  

The  p r o b l e m  i n , t e r m s  of m a n p o w e r  supp ly  is an i m m e n s e  one .  
T h e r e  is  a q u e s t i o n  of bu i ld ing  y o u r  supp ly  on top of an  a l r e a d y  ful l  
e m p l o y m e n t  s i t u a t i o n  with  m o r e  than  60 m i l l i o n  peop l e  e m p l o y e d .  
We hope tha t  l e v e l  of e m p l o y m e n t  is go ing  to c o n t i n u e  into  the  i n d e f -  
in i t e  f u t u r e .  What c h a n c e  is  t h e r e  for  e x p a n s i o n ?  The  r e s o u r c e  of 
W o r l d  W a r  II of an  a d d i t i o n a l  w o m a n  supp ly  s e e m s  to be l i m i t e d .  In 
the  f a c e  of the  l a r g e  p e r c e n t  of w o m e n  in the  e m p l o y m e n t  m a r k e t  at  
the  p r e s e n t  t i m e ,  we a l r e a d y  a r e  c o n c e r n e d  with s e r i o u s  o c c u p a t i o n a l  
and p r o f e s s i o n a l  s h o r t a g e s  which  t end  to r e s t r i c t  our  ab i l i t y  to expand  
c e r t a i n  p r o g r a m s .  We have  only to point  to the  c u r r e n t  s h o r t a g e  of 
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scientists and engineers to highlight the highly critical issues we 
face in labor supply. Even the mundane occupation of typist and 
stenographer is in short supply today in most parts of the country 
and, for some reason, even in mobilization we need to multiply the 
number of typists and stenographers, and we do not have any reserve 
supply that we can call on to meet even the demands of a peacetime 
or a cold-war government today. So to the existing shortages addi- 
tional shortages will be added in the event of mobilization. 

Now, t h o s e  r e p r e s e n t  s o m e  of the  p r o b l e m s  with which  any  
p l a n n e r  i s  f aced  in c o n s i d e r i n g  the  s t a f f ing  n e e d s  of a m o b i l i z a t i o n  
p e r i o d .  I would l i ke  to r e v i e w  with you a n u m b e r  of a c t i o n s  t h a t  
have  a l r e a d y  b e e n  t a k e n  to d e a l  with c e r t a i n  p o r t i o n s  of t h i s  p r o b l e m  
and,  to  a p a r t i a l  ex ten t ,  r e l i e v e  s o m e  of the  n e e d .  

You h a v e  a l r e a d y  had a d i s c u s s i o n  h e r e  on the  f i r s t  a c t i on ,  n a m e l y ,  
the  c r e a t i o n  of a Na t iona l  D e f e n s e  E x e c u t i v e  R e s e r v e .  Th i s  is  a p r o -  
g r a m  that  r e c e i v e d  s t a t u t o r y  s u p p o r t  by an a m e n d m e n t  to  the  D e f e n s e  
P r o d u c t i o n  Act t h i s  p a s t  y e a r .  It h a s  b e e n  f u r t h e r  s u p p o r t e d  by  the  
P r e s i d e n t  in an E x e c u t i v e  o r d e r  i s s u e d  15 F e b r u a r y  which  d e s c r i b e s  
the  N a t i o n a l  D e f e n s e  E x e c u t i v e  R e s e r v e  as  " b e i n g  c o m p o s e d  of p e r -  
sons  s e l e c t e d  f r o m  v a r i o u s  s e g m e n t s  of the  c i v i l i a n  e c o n o m y  and f r o m  
G o v e r n m e n t  to be t r a i n e d  fo r  e m p l o y m e n t  in e x e c u t i v e  p o s i t i o n s  in the  

t$ 
F e d e r a l  G o v e r n m e n t  d u r i n g  p e r i o d s  of e m e r g e n c y .  

S ince  t h e r e  a l w a y s  h a s  to be the  s u b s e q u e n t  s t ep  of i m p l e m e n t a t i o n ,  
t h e r e  is  now an i m p l e m e n t i n g  o r d e r  f r o m  ODM which  a u t h o r i z e s  a g e n -  
c i e s  to e s t a b l i s h  un i t s  wi th in  th i s  r e s e r v e ,  to s e l e c t  m e m b e r s ,  and to 
i n s t i t u t e  t r a i n i n g  p r o g r a m s .  The  p r o g r a m  as  it i s  c o n s t i t u t e d  u n d e r  
tha t  o r d e r  p r o v i d e s  fo r  a r a t h e r  high d e g r e e  of d e c e n t r a l i z a t i o n  of the  
d e p a r t m e n t s  and a g e n c i e s  tha t  a r e  i nvo lved .  As I v iew the  p i c t u r e  at 
the  p r e s e n t  t i m e ,  it would a p p e a r  that  t h e r e  wi l l  be qu i te  a v a r i a t i o n  
f r o m  d e p a r t m e n t  to d e p a r t m e n t  as  to how th i s  a u t h o r i t y  is  u s e d .  

T h e r e  has  a l r e a d y  been  s o m e  l i m i t e d  e x p e r i e n c e  with th i s  p r o -  
g r a m  on an a d m i n i s t r a t i v e  b a s i s  in ODM. T h e y  have  b r o u g h t  in for  
t h e i r  s e v e r a l  p r o g r a m s  a n u m b e r  of e x e c u t i v e  r e s e r v i s t s  in the  pa s t  
y e a r  o r  so.  T h e i r  n u m b e r  now, as  I r e c a l l  it ,  t o t a l s  s o m e w h e r e  
b e t w e e n  50 and 70. It a p p e a r s  tha t  the  p r o g r a m  is  w o r k i n g  wel l .  It 
involves bringing into the planning units in ODM a number of men 
from industry to work on certain planning phases of the particular 
activity, and then having those individuals return to their normal 
private activities. Then, during periods of alert exercises, 
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p a r t i c u l a r l y  O p e r a t i o n  A l e r t  l a s t  y e a r ,  t h e s e  i n d i v i d u a l s  a r e  b r o u g h t  
b a c k  to  p a r t i c i p a t e  in  t h e  t e s t  p r o g r a m .  

So f a r  a s  o t h e r  d e p a r t m e n t s  a r e  c o n c e r n e d ,  I a m  n o t  f a m i l i a r  
w i t h  a l l  of  t h e  d e t a i l s ,  bu t  I a m  u n d e r  t h e  i m p r e s s i o n  t h a t  t h e r e  i s  
o n l y  a v e r y  l i m i t e d  b e g i n n i n g  e v i d e n t  a t  t h e  p r e s e n t  t i m e .  C o n -  
c e i v a b l y  t h e r e  w i l l  b e  p r o g r a m s  in  C o m m e r c e  a n d  L a b o r  a n d ;  o b -  
v i o u s l y ,  i n  t h e  D e f e n s e  D e p a r t m e n t .  I w i l l  n o t  d i s c u s s  t h e  a d m i n i s -  
t r a t i v e  p r o c e d u r e  e x c e p t  t o  s a y  t h a t  t h e r e  w i l l  b e  a c e n t r a l  r o s t e r  o f  
t h o s e  in  t h e  r e s e r v e  m a i n t a i n e d  b y  t h e  C i v i l  S e r v i c e  C o m m i s s i o n  in  
o r d e r  to  a v o i d  d u p l i c a t e  c o n t a c t s  a n d  in  o r d e r  t o  m a i n t a i n  s o m e  k i n d  
of  c e n t r a l  i n f o r m a t i o n  s o u r c e  c o n c e r n i n g  t h e  r e s e r v e  p r o g r a m .  

E x t e n s i v e  t r a i n i n g  i s  i n t e n d e d .  It w i l l  i n v o l v e  t r a i n i n g  a l l  r e -  
s e r v i s t s  a n d  s u c h  t r a i n i n g  w i l l  e n c o m p a s s  g e n e r a l  o r i e n t a t i o n  w i t h  
r e s p e c t  t o  G o v e r n m e n t  o p e r a t i o n s ,  a s  a n  i n i t i a l  s t e p ,  a n d  t h e n  s o m e  
s p e c i a l i z e d  t r a i n i n g  r e l a t i n g  to  t h e  f u n c t i o n  t h a t  t h e  p a r t i c u l a r  i n d i -  
v i d u a l  w o u l d  p e r f o r m  in  t h e  e v e n t  of  a n  e m e r g e n c y .  

T h e r e  a r e  m a n y  p r o b l e m s  of  a n  a d m i n i s t r a t i v e  o r  l e g a l  n a t u r e  
r e l a t i n g  t o  t h e  e x e c u t i v e  r e s e r v e  t h a t  s t i l l  a r e  n o t  f u l l y  s o l v e d .  T h e  
b a s i c  p r o b l e m  of  c o n f l i c t  of  i n t e r e s t  i s  a p o p u l a r  o n e .  T h e r e  i s  g e n -  
e r a l  b e l i e f  t h a t  t h e  r e s e r v i s t s  t o d a y  a r e  e x e m p t  f r o m  c o n f l i c t  of  
i n t e r e s t .  T h e y  a p p e a r  no t  to  b e  t o t a l l y  e x e m p t  a s  f a r  a s  c e r t a i n  c o n -  
g r e s s i o n a l  i n t e r e s t  in  t h e  s u b j e c t  i s  c o n c e r n e d .  W e  f e e l  t h e r e  w e l l  
m a y  b e  f u r t h e r  a c t i o n  on  t h a t  f r o n t ,  a n d  I w i l l  t r y  t o  p o i n t  t h a t  ou t  a 
l i t t l e  l a t e r .  

A s  f a r  a s  a c u r r e n t  a p p r a i s a l  of  t h i s  p r o g r a m  i s  c o n c e r n e d ,  I 
f e e l  i t  i s  t o o  e a r l y  t o  s a y .  I t h i n k  t h e  m e r e  f a c t  t h a t  we f i n d  on  t h e  
s t a t u t e  b o o k s  r e c o g n i t i o n  of  t h e  n e e d  f o r  t h i s  t y p e  of  p r o g r a m  i s  of  
i t s e l f  i m p o r t a n t .  T h e  p r o g r a m  n e e d s  to  b e  e v a l u a t e d  r a t h e r  f r e -  
q u e n t l y  t o  d e t e r m i n e  w h e t h e r  i t  r e a l l y  i s  a p p r o a c h i n g  t h e  t a r g e t ,  t h e  
target of true need in the event of mobilization. 

Secondly, in support of this reserve, the Commission is working 
today with a number of departments in the preparation of a plan for 

a mobilization career reserve. This particular program is designed 
to provide some advance preparation for a corps of civilian career 
employees of the Government who would serve in time of mobilization 
as the experienced backup for the executive reserve which is coming 
in from industry or some outside program. They would be designated 
in much the same fashion as the military reserve is designated in a 
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m o b i l i z a t i o n  a s s i g n m e n t .  T h e y  would r e c e i v e  t r a i n i n g .  T h e y  would 
l e a r n  the  f e a t u r e s  of t h e i r  w a r t i m e  s e r v i c e .  A r r a n g e m e n t s  would  
be m a d e  with t h e i r  c u r r e n t  e m p l o y e r  so  tha t  t h e y  cou ld  p a r t i c i p a t e  
in a l e r t  e x e r c i s e s  and o t h e r  p r o g r a m s  d e s i g n e d  to p r e p a r e  t h e m  fo r  
the  kind of w o r k  t h e y  would do in the  even t  of m o b i l i z a t i o n .  

Th i s  p a r t i c u l a r  p r o g r a m  is  s t i l l  on the  d r a w i n g  b o a r d s .  We f ee l  
tha t  t h i s  can  s e r v e  as  a n o t h e r  s t ep  in the  d i r e c t i o n  of p r e m o b i l i z a t i o n  
p r e p a r a t i o n .  

A t h i r d  f e a t u r e  is tha t  of the  r o s t e r s  of s p e c i a l i z e d  p e r s o n n e l .  
The  N a t i o n a l  S c i e n c e  F o u n d a t i o n  has  a uni t  wh ich  is  m a i n t a i n i n g  a 
r e g i s t e r  of p r o f e s s i o n a l  and s c i e n t i f i c  p e r s o n n e l .  Th i s  r o s t e r  is  a 
c a r r y o v e r  f r o m  the  Wor ld  W a r  II e x p e r i e n c e .  It is  hoped  tha t  t h i s  
r o s t e r  can  be m o r e  e f f e c t i v e  than  that  r o s t e r  was  15 y e a r s  ago.  It 
is  to be u s e d  as  an e m e r g e n c y  l o c a t o r  fo r  t h o s e  with e n g i n e e r i n g  and 
t e c h n i c a l  s k i l l s  tha t  a r e  n e e d e d  in a m o b i l i z a t i o n  s i t u a t i o n .  

L i k e w i s e ,  as  a n o t h e r  r o s t e r ,  the  C iv i l  S e r v i c e  C o m m i s s i o n  is  
in the  p r o c e s s  of bu i ld ing  up a r e c o r d  of key  a d m i n i s t r a t i v e  p e r s o n n e l  
in the  c a r e e r  s e r v i c e ,  a r o s t e r  tha t  can  be u s e d  t o d a y  as  a m e a n s  of 
p r o m o t i n g  m o b i l i t y  of c a r e e r  p e r s o n n e l  b e t w e e n  a g e n c i e s  and can  be 
l i k e w i s e  e m p l o y e d  in the  event  of m o b i l i z a t i o n .  The  o b j e c t i v e  h e r e  
a g a i n  is  to m a k e  the  g r e a t e s t  p o s s i b l e  u t i l i z a t i o n  of the  s k i l l s  tha t  a r e  
a l r e a d y  in the  G o v e r n m e n t  in the  even t  of m o b i l i z a t i o n ,  a n d  to m a k e  
s u r e  tha t  t h o s e  s k i l l s  m o v e  as  p r o m p t l y  as  p o s s i b l e  to the  po in t  of 
g r e a t e s t  n e e d .  

The  f o u r t h  p l an  is one  tha t  was  s p o n s o r e d  by the  H o o v e r  C o m -  
m i s s i o n  and is  now be ing  s e r i o u s l y  c o n s i d e r e d  by  the  A d m i n i s t r a t i o n .  
Tha t  is  the  s o - c a l l e d  S e n i o r  C iv i l  S e r v i c e  P l a n .  The  S e n i o r  C iv i l  
S e r v i c e  P l a n  would i nvo lve  the  i d e n t i f i c a t i o n  of about  l ,  500 to 3, 000 
top c i v i l i a n  c a r e e r  e x e c u t i v e s  and s p e c i a l i s t s  who would be long  to a 
c o m m i s s i o n e d  g roup  tha t  would be v e r y  c a r e f u l l y  s e l e c t e d  by an  ou t -  
s i d e  b o a r d ,  would be d r a w n  f r o m  the  d e p a r t m e n t s  and a g e n c i e s  of t he  
G o v e r n m e n t ,  and would be m o b i l e  in the  s e n s e  tha t  t h e y  could  m o v e  
f r o m  one a g e n c y  to a n o t h e r  with m u c h  g r e a t e r  f l e x i b i l i t y  t han  is  p o s -  
s i b l e  t oday .  

The  g roup  would hold p e r s o n a l - r a n k  s t a t u s ,  r a t h e r  t han  to h a v e  
t h e i r  g r a d e s  d e t e r m i n e d  by the  con ten t  of the  job.  The p l an  is  f r e -  
q u e n t l y  d e s c r i b e d  a s  p a r a l l e l  to the  e x i s t i n g  m i l i t a r y  c a r e e r  s t r u c t u r e  
and,  a l t hough  t h e r e  a r e  a n u m b e r  of f e a t u r e s  which  c l e a r l y  a r e  not  
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t h e  s a m e ,  i t  d o e s  h a v e  s o m e  s i m i l a r i t y .  T h i s  p a r t i c u l a r  p r o j e c t  
w i l l  b e  f u r t h e r  d e v e l o p e d  in  t h e  c o m i n g  w e e k s ,  a n d  I t h i n k  p u b l i c  
d i s c u s s i o n  w i l l  p r o b a b l y  t a k e  p l a c e  t h i s  s u m m e r .  

T h e  f i f t h  i t e m  w o u l d  be  t h e  p r e s e n t  p r o g r a m  f o r  i d e n t i f y i n g  t h e  
s t a f f i n g  r e q u i r e m e n t s  in  a g e n c y  b e d r o c k  f u n c t i o n s .  T h i s  i s  p r i m a r i l y  
a d d r e s s e d  t o  t h e  f u n c t i o n s  of  G o v e r n m e n t  t h a t  c u r r e n t l y  e x i s t  a n d  
t h a t  w o u l d  n e e d  to  c o n t i n u e  to  p r o v i d e  t h e  n e c e s s a r y  c o n t i n u i t y  o f  
G o v e r n m e n t  in  t h e  e v e n t  of  an  e m e r g e n c y .  

T h e  p r e s e n t  i n s t r u c t i o n s  to  t h o s e  a g e n c i e s  a r e  t o  i d e n t i f y  s p e -  
c i f i c  e m p l o y e e s  who  w o u l d  s e r v e  a s  t h e  s t a f f i n g  r e q u i r e m e n t  in  a d -  
m i n i s t e r i n g  t h e  b e d r o c k ,  t h e  a b s o l u t e l y  e s s e n t i a l ,  f u n c t i o n s  a t  t h e  
r e l o c a t i o n  s i t e s  in  t h e  c a s e  of  a n  e m e r g e n c y .  

T h e  r e s p o n s i b i l i t y  f o r  t h i s  p r o g r a m  is  v e s t e d  in  O D M  a n d ,  a l -  
t h o u g h  m u c h  p r o g r e s s  h a s  a p p a r e n t l y  b e e n  m a d e ,  I a m  n o t  s u f f i c i e n t l y  
f a m i l i a r  w i t h  a l l  of  t h e  i n f o r m a t i o n  to  g i v e  you  a n  a s s e s s m e n t  a t  t h i s  
t i m e .  B u t  c l e a r l y  t h i s  i s  a n o t h e r  p r e l i m i n a r y  s t e p  t h a t  n e e d s  to  be  
t a k e n .  We n e e d  to  d e t e r m i n e  j u s t  e x a c t l y  w h a t  t h e  m a n n i n g  r e q u i r e -  
m e n t s  f o r  t h e s e  b e d r o c k  f u n c t i o n s  m u s t  be  in  o r d e r  t o  h a v e  a c o n -  

t i n u i n g  o p e r a t i o n  f o r  t h o s e  f u n c t i o n s  t h a t  a r e  e s s e n t i a l .  

T h e  s i x t h  p r o g r a m  r e l a t e s  d i r e c t l y  t o  t h i s  o n e ,  a n d  t h a t  i s  t h e  
m a t t e r  of  d e s i g n a t i n g  F e d e r a l  e m p l o y e e s  in a s t a n d b y  s t a t u s  in  t h e  
e v e n t  o f  d i s a s t e r .  T h i s  s t a n d b y  s t a t u s  w o u l d  be  a s s i g n e d  to  t h o s e  
e m p l o y e e s  who  a r e  n o t  a p a r t  of  t h e  b e d r o c k  o r g a n i z a t i o n ,  a r e  no t  
s u b j e c t e d  t o  p o s s i b l e  m i l i t a r y  o b l i g a t i o n  in t h e  e v e n t  of  m o b i l i z a t i o n ,  
a n d  c a n  b e  l o c a t e d  and  a s s i g n e d  to  f i l l  in  and  m e e t  s p e c i f i c  e m e r g e n c y  
n e e d s ,  p a r t i c u l a r l y  in  t h e  e v e n t  o f  d i s a s t e r .  

A n  e f f o r t  h a s  b e e n  m a d e ,  a n  e f f o r t  t h a t  h a s  b e e n  c r i t i c i z e d  by  
s o m e  who  c l a i m  t o  h a v e  a m o r e  r e a l i s t i c  a p p r o a c h ,  to  e s t a b l i s h  a 
s y s t e m  w h e r e b y  s u c h  i n d i v i d u a l s  c a n  be  r e g i s t e r e d  f o l l o w i n g  a n  a t t a c k .  
You  m a y  be  f a m i l i a r  w i t h  t h e s e  s m a l l  p o c k e t  c a r d s  t h a t  a r e  t o  be  f i l l e d  
ou t  a n d  m a i l e d  s o  t h a t  t h e r e  w i l l  be  i n f o r m a t i o n  in  t h e  C i v i l  S e r v i c e  
C o m m i s s i o n  s h o w i n g  t h e  l o c a t i o n  of  t h o s e  w h o  w o u l d  be  a v a i l a b l e  f o r  
d u t y  ou t  of  t h i s  s t a n d b y  g r o u p .  

Now,  to  t u r n  m o r e  s p e c i f i c a l l y  to  j u s t  w h a t  h a s  b e e n  d o n e  b y  t h e  
C i v i l  S e r v i c e  C o m m i s s i o n  w i t h  r e s p e c t  t o  m o b i l i z a t i o n  p l a n s  f o r  t h e  
c i v i l i a n  c a r e e r  g r o u p ,  I b r o u g h t  a l o n g  w i t h  m e  s o m e  s u r r e a l i s t i c  
c h a r t s  t h a t  we h a v e  p r e p a r e d .  I m i g h t  s a y  t h a t  t h e  C i v i l  S e r v i c e  



C o m m i s s i o n  is a v e r y  a u s t e r e  and l igh t ly  f i n a n c e d  o r g a n i z a t i o n .  If 
the  a r t w o r k  on t h e s e  c h a r t s  is  not up to the  s t a n d a r d s  you a r e  a c c u s -  
t o m e d  to h e r e ,  I would be v e r y  happy  to r e f e r  you to ou r  a p p r o p r i a -  
t i ons  c o m m i t t e e .  In fac t ,  when  I m a d e  the  t r a n s i t i o n  f r o m  the  P e n t a -  
gon to the  Civ i l  S e r v i c e  C o m m i s s i o n ,  I u n d e r w e n t  a d m i n i s t r a t i v e  
b e n d s ,  b e c a u s e  I found the  budge t  then  u n d e r  c o n s i d e r a t i o n  at  the  Coh l -  
m i s s i o n  equa t ed  e x a c t l y  with the  A r m y ' s  budge t  for  the  s a m e  y e a r  to 
f i n a n c e  the  m a i n t e n a n c e  and o p e r a t i o n  of b a k e r i e s .  So I o f fe r  t h e s e  
by way of an apo logy .  

Our  a p p r o a c h  has  been ,  as  I have  i n d i c a t e d ,  to t r y  to c o n s i d e r  
a l l  the  v a r i o u s  p o s s i b i l i t i e s  of e m e r g e n c y ,  and to r e c o g n i z e  tha t  the  
G o v e r n m e n t  h a s  in the  c a r e e r  s y s t e m  of the  F e d e r a l  G o v e r n m e n t  a 
r e s o u r c e  which  n e e d s  to be fu l ly  u t i l i z e d  in an e m e r g e n c y ,  and a l s o  
tha t  the  s y s t e m  shou ld  be d e s i g n e d  with s u f f i c i e n t  f l e x i b i l i t y  so  tha t  
the  n e c e s s a r y  a d d i t i o n a l  s k i l l s  c an  be b rough t  into the  c i v i l i a n  c o m -  
ponen t  of an  e m e r g e n c y  o r g a n i z a t i o n  as  q u i c k l y  and as  e f f e c t i v e l y  a s  
p o s s i b l e .  We have  d e v e l o p e d  what  we h a v e  d e s c r i b e d  as  the  C a f e t e r i a  
A p p r o a c h ,  and we i l l u s t r a t e  th i s  in t h e s e  c h a r t s .  In o t h e r  w o r d s ,  we 
have  d e v e l o p e d  a b r o a d  p l an  which  p r e s e n t s  on the  c a f e t e r i a  s h e l v e s  a 
v a r i e t y  of i n d i v i d u a l  f e a t u r e s  tha t  can  be s e l e c t e d  wi thout  d e l a y  at  t he  
t i m e  of an e m e r g e n c y ,  d e p e n d i n g  upon the  d e g r e e  of the  e m e r g e n c y  
and the  d e g r e e  of n e c e s s i t y  for  d e p a r t i n g  f r o m  what  have  g e n e r a l l y  
b e e n  v i e w e d  as  the  t r a d i t i o n a l  f e a t u r e s  of t h i s  s y s t e m .  

C h a r t  1, page  9 . - - O u r  f e e l i n g  is tha t  t h i s  c a f e t e r i a  a p p r o a c h  
n e e d s  to c o n s i d e r  any  type  of con f l i c t  o r  a t t a ck ,  w h e t h e r  it  i s  hot  o r  
cold ,  l i m i t e d  o r  t o t a l ,  and tha t  we shou ld  be p r e p a r e d  with  a f l ex ib l e  
s y s t e m  of F e d e r a l  p e r s o n n e l  a d m i n i s t r a t i o n  tha t  wi l l  m e e t  the  n e e d s  
of any  one of t hose  c o n d i t i o n s .  

.Cha r t  2, page  1 0 . - - I n  o r d e r  to a c h i e v e  t h i s ,  we t ake  the  r a t h e r  
p r o s a i c  p o s i t i o n  tha t  t h e r e  n e e d s  to be s t a n d b y  l e g i s l a t i o n ,  tha t  t h e r e  
shou ld  be l e g i s l a t i o n  p a s s e d  by C o n g r e s s  tha t  would p e r m i t  the  P r e s i -  
den t  to d e l e g a t e  to the  Civ i l  S e r v i c e  C o m m i s s i o n  and to the  a g e n c i e s  
the  d e g r e e  of a d m i n i s t r a t i v e  d i s c r e t i o n  n e c e s s a r y  in o r d e r  to h a n d l e  
e v e r y  p e r s o n n e l  s i t u a t i o n  in t e r m s  of the  d e m a n d s  of the  p a r t i c u l a r  
e m e r g e n c y ;  tha t  tha t  b r o a d  a u t h o r i t y  shou ld  be a v a i l a b l e  fo r  u s e  at 
any  t i m e ;  and tha t  the  p l ans  u n d e r  tha t  a u t h o r i t y  shou ld  be p l a c e d  in 
a r e a d y  r e f e r e n c e  f o r m  with the  n e c e s s a r y  cod ing  s o  tha t ,  in the  even t  
of an e m e r g e n c y ,  v a r i o u s  f e a t u r e s  of the  p l an  could  be put in to  o p e r -  
a t i on  by m e r e l y  t r a n s m i t t i n g  a code  n u m b e r  t h r o u g h o u t  the  F e d e r a l  
s e r v i c e .  
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C h a r t  3, p a g e  12.  - - T h i s  i s  a s p e c i f i c  e x a m p l e .  T o d a y  t h e  C i v i l  
S e r v i c e  a p p o i n t m e n t  s y s t e m  i s  b a s e d  on  w h a t  i s  c a l l e d  t h e  c a r e e r -  
c o n d i t i o n a l  p a t t e r n ,  w h i c h  c a l l s  f o r  a t h r e e - y e a r  p e r i o d  of  c o n d i t i o n a l  
s e r v i c e  b e f o r e  a c a r e e r  s t a t u s  i s  a u t h o r i z e d .  T o  pu t  it  in  a n o t h e r  w a y ,  
t e n u r e  i s  no t  a c q u i r e d  f o r  a p e r i o d  of  t h r e e  y e a r s .  T h i s  m e a n s  t h e r e  
i s  a v e s t i b u l e  p e r i o d  of  c o n s i d e r a t i o n  by  t h e  e m p l o y e e  a n d  m a n a g e -  
m e n t  b e f o r e  s t a t u s  i s  a u t h o r i z e d .  

T h e  v i e w  w o u l d  be  t h a t ,  d e p e n d i n g  on  t h e  d e g r e e  of e m e r g e n c y ,  
t h e  d e g r e e  of  e x p a n s i o n ,  t h i s  p a r t i c u l a r  p e r i o d  w o u l d  be  e x t e n d e d ,  
o r  t h e  d o o r  w o u l d  b e  c l o s e d  to  c a r e e r  a p p o i n t m e n t s  c o m p l e t e l y ,  s o  
t h a t  t h e r e  w o u l d  no t  b e  a g i g a n t i c  i n c r e a s e  in  c a r e e r  a p p o i n t m e n t s  
t h a t  w o u l d  p r e s e n t  a p r o b l e m  in  t h e  r e t u r n  to  m o r e  n o r m a l  c o n d i t i o n s  
l a t e r .  

C h a r t  4, p a g e  13.  - - T h i s  I t h i n k  i s  a p a r t i c u l a r l y  a p p e a l i n g  c h a r t .  
A n y  t i m e  I h a v e  s h o w e d  t h i s  t o  a n y  g r o u p ,  t h e y  h a v e  s a i d ,  " W h y  c a n ' t  
y o u  m a k e  t h e s e  c h a n g e s  n o w  a n d  m a k e  i t  p o s s i b l e  t o  h i t  t h e  d o o r  w i t h -  
ou t  c l e a r i n g  a l l  t h e  h u r d l e s .  " I w i s h  we c o u l d .  T h o s e  a r e  c o n g r e s -  
s i o n a l l y  e r e c t e d  h u r d l e s  u n d e r  t h e  a p p o i n t m e n t  s y s t e m .  P r e s u m a b l y  
s t a n d b y  l e g i s l a t i o n  w o u l d  p e r m i t  u s  t o  k n o c k  t h o s e  d o w n  by  e x e c u t i v e  
a c t i o n  a n d  e x p e d i t e  e m p l o y m e n t .  

C h a r t  5, p a g e  1 4 . - - O n  t h e  r e c r u i t i n g  f r o n t ,  t h e r e  n e e d s  to  be  
p l a n s  w e l l  d e v e l o p e d  f o r  d r a w i n g  p e o p l e  i n t o  t h e  F e d e r a l  S e r v i c e  f r o m  
a v a r i e t y  of  o u t s i d e  s o u r c e s .  We n e e d  to  m a i n t a i n  c u r r e n t  i n f o r m a t i o n  
on  p o t e n t i . a l  s o u r c e s  o f  s u p p l y .  We n e e d  to  w o r k  out  t h e  r e c r u i t i n g  d e -  
v i c e s  we  a r e  g o i n g  to  u s e  in  o r d e r  to  c o n t a c t  s o u r c e s  t h a t  h a v e  no t  
b e e n  c o n t a c t e d  b e f o r e ,  a n d  in o r d e r  t o  m e e t  t h e  r e c r u i t i n g  n e e d s .  

C h a r t  6, p a g e  1 5 . - - S t a r t i n g  at  t h e  b o t t o m  h e r e ,  we  f e e l  t h e r e  
n e e d s  to  be  p l a n s  a i m e d  a t  r e d u c i n g  t h e  n u m b e r  of  v o l u n t a r y  s e p a -  
r a t i o n s .  We f i n d  t h a t  o u r  e x p e r i e n c e  h a s  b e e n  t h a t  in  a l m o s t  a n y  
p e r i o d  of  e x p a n s i o n  t h e  t u r n o v e r  r i s e s  w i t h  t h e  d e g r e e  of e x p a n s i o n .  
One  o f ' t h e  m a n a g e m e n t  n e e d s  i s  to  f i nd  w a y s  a n d  m e a n s  o f  r e d u c i n g  
t h o s e  e x t r e m e l y  e x p e n s i v e  l o s s e s .  

This may involve some controls which we have not been accus- 
tomed to in the past. Likewise, we need to make use of displace- 

ments through the contraction of certain activities, particularly 
peacetime activities which are fed into the mobilization system. 

O n e  of  t h e  b a s i c  q u e s t i o n s  t o d a y  r e v o l v e s  a r o u n d  t h e  w h o l e  i s s u e  
of  h o w  f a r  we  go w i t h  r e s p e c t  t o  m a n p o w e r  c o n t r o l s .  Do  y o u  h a v e  
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s t r i n g e n t  c o n t r o l s  i m p o s e d  by a c e n t r a l  m a n p o w e r  a g e n c y ?  Do you  
l i m i t  the  a m o u n t  of m o v e m e n t  wi th in  the  l a b o r  m a r k e t  ? What  would  
be the  n a t u r e  of the  c o n t r o l s  tha t  would be P r o v i d e d ?  As you p r o b a b l y  
know f r o m  hav ing  d i s c u s s e d  the  o v e r a l l  m a n p o w e r  p l ann ing ,  the  gen -  
e r a l  p h i l o s o p h y  h a s b e e n  for  m a n y  y e a r s  tha t  we m u s t  r e l y  on vo lun-  
t a r i s m ,  tha t  r e g i s t r a t i o n  of a l l  w o r k e r s  i s  a l i e n  to o u r  s y s t e m ,  and 
tha t  we shou ld  not go to tha t  e x t r e m e  in a c q u i r i n g  the  n e c e s s a r y  m a n -  
p o w e r  fo r  our  w a r t i m e  a c t i v i t i e s .  

You r e c a l l  that  in Wor ld  W a r  II P r e s i d e n t  R o o s e v e l t  and t h e  k e y  
m e m b e r s  of h i s  w a r t i m e  o r g a n i z a t i o n  u r g e d  the  C o n g r e s s ,  t h r o u g h  
1944 and e a r l y  1945, fo r  s t a n d b y  l e g i s l a t i o n  tha t  would p e r m i t  r e g -  
i s t r a t i o n  and p o s s i b l e  d r a f t i n g  of c i v i l i a n  w o r k e r s .  It went  n o w h e r e .  
Th i s  i s  an i s s u e  tha t  n e e d s  to be c o n s i d e r e d  in t e r m s  of m a n p o w e r  
c o n t r o l s .  

T r a n s f e r  with r e e m p l o y m e n t  r i g h t s - - i s  it going  to be n e c e s s a r y ,  
in o r d e r  to b r i n g  p e o p l e  into w a r t i m e  e f f o r t s ,  to  g ive  t h e m  s o m e  
a s s u r a n c e  of ge t t i ng  t h e i r  p e a c e t i m e  jobs  back  a f t e r  the  e m e r g e n c y  
has  s u b s i d e d ?  L i k e w i s e ,  what  kind of a r e l e a s e  s y s t e m  would be 
r e q u i r e d  ? 

C h a r t  7, page  1 7 . - - A n o t h e r  i n t e r e s t i n g  a r e a  is  c o m p e n s a t i o n ,  
a n d  I th ink  ou r  e x p e r i e n c e  c l e a r l y  i n d i c a t e s  tha t ,  a l t h o u g h  t h e r e  a r e  
c e r t a i n  p a t r i o t i c  and o t h e r  a p p e a l s  tha t  can  be m a d e ,  even  in w a r t i m e  
we n e e d  to be c o n c e r n e d  about  the  pay  s t r u c t u r e .  The  f e e l i n g  is ,  if 
we a r e  going to m e e t  the  pay  d e m a n d s  of an e m e r g e n c y  p e r i o d ,  we 
n e e d  to have  m u c h  g r e a t e r  f l e x i b i l i t y  in the  pay  s y s t e m s  of the  F e d -  
e r a l  G o v e r n m e n t .  We need  to be c o m p e t i t i v e  in m a n y  of the  l a b o r -  
s h o r t a g e  a r e a s .  We need  to have  f l e x i b i l i t y  to p r o v i d e  w h a t e v e r  
i n c e n t i v e  c o m p e n s a t i o n  wil l  p r o v i d e .  We need  to r e l a t e  w h a t e v e r  
f le .xibi l i ty  we have  to the  s y s t e m  of wage and s a l a r y  c o n t r o l s  tha t  wi l l  
be p r o v i d e d  fo r  the  c. ivi l ian e c o n o m y ,  and the  r a t e s  and c e i l i n g s  for  
a d d i t i o n a l  pay  fo r  s e r v i c e  o u t s i d e  of the  c o n t i n e n t a l  l i m i t s  shou ld  be 
fu l ly  c o n s i d e r e d .  

C h a r t  8, page  1 8 . - - F i n a l l y ,  one of the  m a j o r  f e a t u r e s  of the  
F e d e r a l  p e r s o n n e l  s y s t e m  is  the  r e t i r e m e n t  s y s t e m .  Our  t h ink ing  
would be tha t  t h e r e  would be c e r t a i n  f e a t u r e s  of the  p r e s e n t  r e t i r e -  
m e n t  s y s t e m  tha t  would be s u s p e n d e d  fo r  the  d u r a t i o n  of the  e m e r -  
g e n c y .  C e r t a i n  o t h e r s  would be d e f e r r e d ,  and at the  s a m e  t i m e  o t h e r  
f e a t u r e s  would be p e r m i t t e d  in o r d e r  to m a i n t a i n  a f low of n e c e s s a r y  
funds  into the  h a n d s  of t h o s e  who had b e e n  r e t i r e d .  
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So t h o s e  a r e  c e r t a i n  of  t h e  p r o g r a m s  t h a t  we h a v e  b e e n  c u c t s i d e r -  
i n g  a s  a p a r t  o f  t h i s  m o b i l i z a t i o n  p l a n n i n g  f o r  t h e  c i v i l i a n  c a r e e r  
s e r v i c e .  

I w o u l d  l i k e  t o  c o n c l u d e  b y  t h r o w i n g  ou t ,  p o s s i b l y  to  s e e k  y o u r  
a d v i c e  o n  a s o l u t i o n ,  a s t a t e m e n t  o f  s o m e  of  t h e  u n s o l v e d  p r o b l e m s ,  
s o m e  of  t h e  p r o b l e m s  we s h o u l d  c o n t i n u e  to  w o r k  on .  I t h i n k  a l l  of  
y o u  r e c o g n i z e  t h a t  t h e r e  i s  no  o n e  a g e n c y ,  a n d  p o s s i b l y  no  o n e  s h o r t  
o f  t h e  P r e s i d e n t  who  is  g o i n g  to  be  a b l e  t o  a r r i v e  at  a f i r m  d e c i s i o n  
r e l a t i n g  to  t h o s e  p r o b l e m s .  N e v e r t h e l e s s ,  i t  i s  e s s e n t i a l  t h a t  a l l  o f  
t h e m  r e c e i v e  t h o r o u g h  c o n s i d e r a t i o n  a s  e a r l y  a s  p o s s i b l e .  

I. one of the problems which is particularly per±inent to the 
Department of Defense is this problem of contracting out the work 
of the Government. How far are we going to go in the event of mobi- 
lization in turning over to private management and to private labor 
supply certain functions which normally would be performed by the 
Federal Government? Without firm plans on that subject, the staffing 
of defense agencies, or the planning for staffing of defense agencies, 
is going to be exceptionally difficult. It is a controversial problem 
even today when there appears to be a trend in many parts of the Gov- 
ernment to place more and more activities with private contractors. 
The entire atomic energy industry has been built up on that philosophy. 

T h e r e  h a v e  b e e n  v a r y i n g  d e g r e e s  of c o n t r a c t u r a l  s e r v i c e  e m p l o y e d  
in  t h e  t h r e e  m i l i t a r y  d e p a r t m e n t s .  H o w  m u c h  and  w h a t  k i n d s  o f  w o r k  
a r e  t o  b e  u n d e r t a k e n  by  t h e  c o n t r a c t o r s ?  Wi l l  it be  r e s t r i c t e d  to  
s c i e n t i f i c  r e s e a r c h  a n d  d e v e l o p m e n t ?  If so ,  d o e s  i t  m e a n  t h a t  c e r t a i n  
k e y  r e s e a r c h  a n d  d e v e l o p m e n t  f a c i l i t i e s  of  t h e  G o v e r n m e n t  w i l l  be  
c o n t r a c t o r - o p e r a t e d  in  t h e  e v e n t  o f  a n  e m e r g e n c y ?  Wi l l  c e r t a i n  m a i n -  
t e n a n c e  a n d  r e p a i r  f u n c t i o n s  b e  a p a r t  of  t h e  c o n t r a c t o r s '  o p e r a t i o n ?  
I a m  s u r e  t h a t  y o u  a r e  f u l l y  a w a r e  of  t h e  e x t e n t  of  t h i s  p a r t i c u l a r  
p r o b l e m .  

2. T h e  w h o l e  q u e s t i o n  of  t h e  c o n f l i c t  o f  i n t e r e s t  s t a t u t e s  h a s  a 
v e r y  d e c i d e d  b e a r i n g  o n  h o w  f a r  we a r e  a b l e  t o  go in  b r i n g i n g  i n t o  
t h e  G o v e r n m e n t ,  i n  a d v a n c e  of  a n  e m e r g e n c y ,  a n d  e v e n  in t h e  e v e n t  
o f  a n  e m e r g e n c y ,  t h e  i n d i v i d u a l s  f r o m  p r i v a t e  i n d u s t r y  w h o ,  in  t h e  
f i n a l  a n a l y s i s ,  m u s t  be  i n v o l v e d  in  m a n y  of  t h e  p l a n n i n g  and  c o n t r o l l i n g  
a c t i v i t i e s  a f f e c t i n g  v a r i o u s  s e g m e n t s  of  t h e  e c o n o m y .  

T h i s  i s  p a r t i c u l a r l y  t r u e  in  t h e  m a t e r i a l s - a n d - f a c i l i t i e s  a r e a .  
If c o m p l i a n c e  w i t h  t h e  c o n f l i c t  of  i n t e r e s t  s t a t u t e s  c a n n o t  b e  s u s p e n d e d ,  
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h o w  i s  i t  g o i n g  to  be  p o s s i b l e  t o  l i v e  w i t h  t h o s e  s t a t u t e s ?  M y  o w n  
r e c o m m e n d a t i o n  on  t h i s  p o i n t  w o u l d  be  p e r h a p s  t h e  a l l  t o o  c o m m o n  
o n e  of  c a l l i n g  t o g e t h e r  a g r o u p  of  d i s t i n g u i s h e d  p u b l i c  c i t i z e n s  t o  
s t u d y  t h e  e n t i r e  i s s u e  a n d  to  p r e s e n t  f o r  t h e  c o n s i d e r a t i o n  of  t h e  
P r e s i d e n t  a n d  t h e  C o n g r e s s  s o m e  w a y  of  d e a l i n g  w i t h  t h i s  p a r t i c u l a r  
p r o b l e m  in  a m o r e  r a t i o n a l  a n d  e f f e c t i v e  m a n n e r .  If t h a t  i s  n o t  d o n e ,  
I t h i n k  t h a t  t h e  e x i s t i n g  p r o v i s i o n s  o b v i o u s l y  con, s t i t u t e  a s e r i o u s  d e -  
t e r r e n t  t o  b r i n g i n g  c o m p e t e n t  p e o p l e  i n t o  a n  e m e r g e n c y  o r g a n i z a t i o n .  

3. T h e  t h i r d  p r o b l e m  i s  t h e  o n e  I h a v e  a l r e a d y  c i t e d :  How f a r  
do  we  go  on  m a n a g e m e n t  c o n t r o l s ?  W h a t  a r e  t h e  n e e d s  g o i n g  t o  b e ?  
How m u c h  v o l u n t a r i s m  w i l l  we of  n e c e s s i t y  h a v e  to  r e m o v e  in o r d e r  
to  m e e t  t h e  p r o b l e m  of  s t a f f i n g ?  D u r i n g  O p e r a t i o n  A l e r t  I k n o w  a 
n u m b e r  of  u s  w e r e  i m p r e s s e d  w i t h  t h e  P r e s i d e n t ' s  g r a s p  of  t h e  n e -  
c e s s i t y  f o r  m o r e  r e a l i s t i c  t h i n k i n g  w i t h  r e s p e c t  t o  t h e  i s s u e  of  v o l -  
u n t a r i s m  v e r s u s  c o n t r o l .  If in  f a c t  w e  a r e  f a c e d  w i t h  m a j o r  a t t a c k s  
on  l a r g e  u r b a n  a r e a s  a n d  i n d u s t r i a l  c e n t e r s  of  p r o d u c t i o n ,  we m a y  
h a v e  to  f o r g e t ,  a t  l e a s t  f o r  a t e m p o r a r y  p e r i o d ,  o u r  t r a d i t i o n  of  
v o l u n t a r i s m  a n d  h a v e  s o m e  m e a n s  of  c o n t r o l .  M a y b e  t h a t  m e a n s  of  
c o n t r o l  m u s t  e x t e n d ,  d u r i n g  t h e  e a r l y  p e r i o d s  of a n  e m e r g e n c y ,  t o  
t h e  f u l l  e x t e n t  of  m a r t i a l  l aw,  o r  c o n t r o l  of  t h a t  t y p e .  We t h i n k  t h i s  
n e e d s  to  be  t h o r o u g h l y  c o n s i d e r e d .  

4. One issue which may appear to be relatively minor to you, 
but which I think is an essential public issue, is: l~rhat will be the 
status of our investigation program, our employee security program, 
in the event of an emergency of any duration? Will we take the time 
to subject those entering the Government service to a 60- or a 90-day 
investigation? Is this wise if many of the points of contact in such an 
investigation may not even be available? What are the answers in 
this regard? This involves the time factor. It also.involves certain 
serious questions of national policy. This problem we have presented 
to the ODM. I understand some questions have been directed to the 
Department of Defense, but as yet we do not have any firm answer. 

5. The fifth question which I think is of importance is the re- 
lationship between the military-reserve obligations and the civilian- 

reserve obligations. We found in the course of Operation /~lert last 
year that the most persistent question that was referred to us over 
the teletype, fighting for a place with the casualty reports, was the 
question of what agencies were supposed to be releasing military 
reservists who were part of the bedrock organization for continuity 

of the Government. 
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This problem has been brought into very sharp focus by the Air 
Force decision to obtain a readiness certificate for every reservist 
who is in the civilian organization of the Government. If this state- 
ment of availability is signed, it clearly means that the civilian 
agency no longer has a right to plan on that individual's presence 
to meet that agency's emergency conditions. 

On this subject we are now working in a joint committee with 
Defense and ODM to try to establish for the first time some guidance 
for drawing the line between military-reserve obligation and what 
in effect amounts to a civilian-reserve obligation. This is a key 

problem. 

6. Probably the most basic problem that we face is: Where 
would the Federal Government get the needed additional personnel, 
and particularly the supervisory and technical personnel, necessary 
to expand to, say, twice its present size? We figure that roughly 20 
percent of the 2 million employees today represent key supervisors, 
administrators, and key professional personnel. That is 400,000. 
In other words, where do we get, out of these various reserve sys- 
tems and other systems that we may develop, the necessary numbers 
to expand the Government to twice its size--if twice its size is to be 

the requirement ? 

This problem I think has to be faced by ODM, by Defense, and 
by all the agencies involved. We cannot leave this to happenstance 
or to the circumstances of the day when we need this expansion. There 
needs to be rather firm organization patterns and manning charts to 
show just what those needs are and then to fit against those needs, as 
fully as possible, the identified manpower resources to meet the needs. 
If we don't do that, we will find that many of these essential services 
will go unmanned in the event of an emergency. 

So, in conclusion, let me say that a few small and, I hope, mean- 
ingful steps have been taken toward these objectives, but there needs 
to be a great deal of additional thought directed to the solutions of 
many of these problems. I am encouraged by the larger number of 
people each month who are concerned about these issues. As I meet 
with Federal officials around the country, I find a growing awareness 
of the necessity for mobilization planning of personnel services in 
every organization. I think it is particularly important that we view 
this as more than just a Washington problem. Many of these services, 
in fact, most of these services, would probably have to be performed 

outside of Washington. 
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We a r e  g o i n g  to  h a v e  to  r e l y  to  a g r e a t e r  e x t e n t  u p o n  a h i g h l y  
d e c e n t r a l i z e d  a d m i n i s t r a t i o n  of  g o v e r n m e n t a l  f u n c t i o n s .  T h i s  m e a n s  
t h a t  in  c e n t e r s  t h r o u g h o u t  t h e  c o u n t r y  t h i s  p l a n n i n g  m u s t  p r o c e e d  on  
a c a r e f u l l y  c o o r d i n a t e d  b a s i s .  

I a m  c o n v i n c e d  t h a t ,  a l t h o u g h  t h e s e  a r e  l a r g e  p r o b l e m s ,  t h e y  
a r e  no t  t o o  l a r g e  f o r  t h e  c a p a c i t y  of  t h e  p l a n n i n g  r e s o u r c e s  t h a t  
e x i s t  in  t h e  F e d e r a l  G o v e r n m e n t  and  in i n t e r e s t e d  g r o u p s  t h r o u g h o u t  
t h e  A m e r i c a n  c o m m u n i t y .  

T h a n k  y o u  v e r y  m u c h .  T h i s  i s  a r a r e  p r i v i l e g e .  

M R .  N I K L A S O N :  M r .  M a c y  i s  r e a d y  f o r  y o u r  q u e s t i o n s :  

Q U E S T I O N :  One  of  t h e  t h i n g s  t h a t  h a v e  n o t  b e e n  d i s c u s s e d ,  t h a t  
I t h i n k  i s  a r e a l  p r o b l e m ,  i s  t h i s  b u s i n e s s  of f l o a t e r s  in  a t i m e  of  
e x p a n s i o n ,  a n d  I t h i n k  m o s t  of  u s  h a v e  b e e n  t h r o u g h  t h i s  s i t u a t i o n ,  
w h e r e  y o u  l o s e  b o t h  y o u r  g o o d  p e o p l e  a n d  y o u r  bad  p e o p l e  j u s t  b y  
c o m p e t i t i o n  w i t h i n  t h e  e x p a n d i n g  a g e n c i e s .  C a n  y o u  d i s c u s s  t h a t ?  

MR. MACY: Yes, I think that is a very real problem. There 
were the so-called get-rich-quick careerists who moved with great 
facility during the early days of the last emergency. Then there was 
another group, general characterized as the "revolving ~lunks" which 
seemed to move with equal facility, and not necessarily in the best 
interest of the service. 

I w o u l d  f e e l  t h a t  t h e  p r o b l e m  of i n t e r a g e n c y  m o v e m e n t  w o u l d  
c l e a r l y  h a v e  to  b e  o n e  of  t h e  a r e a s  w h e r e  c o n t r o l s  w e r e  p l a c e d ;  t h a t  
t h e r e  s h o u l d  b e  a r e l e a s e  s y s t e m  w h i c h  w o u l d  h a v e  s o m e  t e e t h  in  i t ;  
a n d  t h a t  p r o m i s c u o u s  m o v e m e n t  f r o m  one  o r g a n i z a t i o n  to  a n o t h e r  

* s h o u l d  b e  d e f i n i t e l y  e l i m i n a t e d .  

If t h e  e x t e n t  of  t h e  e m e r g e n c y  i s  g o i n g  to  b e  a s  we a n t i c i p a t e ,  
i t  w i l l  b e  i m p o r t a n t  t h a t  t h e r e  be  p l a n n i n g  i n v o l v e d  in t h e  m o v e m e n t  
o f  t h o s e  w ho  c a n  m a k e  a b e t t e r  c o n t r i b u t i o n  in  s o m e  o t h e r  p a r t  o f  
t h e  s e r v i c e .  We f e e l  t h a t  we  w i l l  p a r t i a l l y  d e a l  w i t h  t h a t  i f  we c a n  
i d e n t i f y  a s i g n i f i c a n t  n u m b e r  of  m o b i l i z a t i o n  a p p o i n t m e n t s  f o r  t h e  
c i v i l i a n s  w h o  a r e  a l r e a d y  in  t h e  s e r v i c e .  B u t  we  n e e d  to  w o r k  o n  
t h e  a s p e c t s  of  c o n t r o l  b e y o n d  t h a t  to  a v o i d  t h e  t y p e  of  s i t u a t i o n  t h a t  
y o u  s p e a k  of.  

Q U E S T I O N :  S i r ,  w o u l d n ' t  i t  be  p o s s i b l e ,  in  s e t t i n g  up t h e s e  
e m e r g e n c y  o r g a n i z a t i o n s ,  t o  s i m u l t a n e o u s l y  r e d u c e  t h e  w o r k l o a d  
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of the old-line organizations, and therefore bring in a lot of the 
people working in them into your emergency jobs, and train them, 
now? 

MR. MACY: Right. In fact, if we can identify these so-called 
bedrock activities in the civilian agencies, and can make these de- 
terminations sufficiently well disciplined, it would mean that we could 
identify those who would be surplus to these bedrock requirements, 
and then they should be identified for movement into emergency organ- 
izations, in order to staff those organizations and give those employees 
training just as quickly as possible. The degree of training will, of 
course, depend upon the nature of the respective responsibilities; but, 
I think, even in some of the lower-level jobs it would save time if it 
were possible to give training at an early date. 

There needs to be far more appreciation within all agencies of 
the total Government problem than has generally been the case in 
the past. The view has been that an agency head and his subordinates 
are concerned primarily with the perpetuation and continuation of 
their own operations, rather than looking out for the broader govern- 
mental requirement. There needs to be action from the top down to 
try to overcome some of those attitudes for the future. 

(~UESTION: Mr. Macy, I was wondering if you would care to 
comment on Mr. Hoover's most recent comments, particularly with 
reference to the "deadwood" he referred to, and the system of pro- 
teciing a great deal of deadwood. 

MR. MACY: Mr. Hoover made a number of very interesting 
remarks. The one that caught my eye more than the one about dead- 
wood was the desirability of much higher rates of pay for senior civil 
servants. As I recall it, he thought there probably ought to be in the 
neighborhood of 14,000 people making 15,000 dollars or more. This 
is a rather rosy picture. 

My feeling on the deadwood is that the difficulty to eliminate the 
career employee who is the nonproducer tends to be somewhat exa~- 
.gerated, and thereby aggravated. By actual fact, there are separa- 
tions for cause or terminations each year running to somewhere 
between 25,000 and 30,000. This is not quite as high as is experi- 
enced for this type of action in industry, but, nevertheless, it is 
considerably above zero. 
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My own b e l i e f  wou ld  be tha t  we cou ld  i m p r o v e  s o m e  of t h e  m e a n s  
f o r  e q u i t a b l y  s e p a r a t i n g  u n s a t i s f a c t o r y  e m p l o y e e s  w i thou t  j e o p a r d -  
i z i ng  the  r i g h t s  of  an  e m p l o y e e  to  a f a i r  d e a l .  We a r e  in t he  p r o c e s s  
of s t u d y i n g  t ha t  p r o b l e m  at t h e  p r e s e n t  t i m e .  So I would  f e e l  t h a t  
p e r h a p s  Mr .  H o o v e r  was  e x a g g e r a t i n g  f o r  the  p u r p o s e  of c o l o r  and  
p r o m o t i o n .  

He a l s o  m a d e  one  s t a t e m e n t  wh ich  I d o n ' t  want  to  a l l o w  to  
go u n c h a l l e n g e d ,  b e c a u s e  I t h ink  it is  a r a t h e r  b a s i c  one .  His  c l a i m  
wa s  t ha t  t he  t u r n o v e r  in the  p r e s e n t  G o v e r n m e n t  i s  25 p e r c e n t .  J u s t  
w h e r e  he  g e t s  h i s  f i g u r e s  I d o n ' t  know,  but  m y  i n t e l l i g e n c e ,  c o l l e c t e d  
f r o m  t h e  a g e n c i e s ,  s h o w s  tha t  t he  t u r n o v e r ,  i n c l u d i n g  r e t i r e m e n t s ,  
d e a t h s ,  and  o t h e r  a c t s  of God, a s  wel l  a s  the  n o r m a l  q u i t s ,  is  r u n n i n g  
p r e s e n t l y  abou t  15 p e r c e n t ,  and t ha t  t he  q u i t r a t e  of t h o s e  who l e a v e  
v o l u n t a r i l y  i s  r u n n i n g  abou t  one  p e r c e n t  a m o n t h ,  o r  abou t  12 p e r c e n t  
a y e a r .  

If you  w e r e  to t a k e  a w a y  10 p e r c e n t  f r o m  h i s  f i g u r e ,  h i s  a l l e g e d  
s a v i n g s  would  be  s u b s t a n t i a l l y  r e d u c e d .  I d o n ' t  want  to  d e s t r o y  t h o s e  
a l l e g a t i o n s ,  but  I want  to  i n d i c a t e  what  t h e  f a c t s  a r e  a s  of t h e  p r e s e n t  
t i m e .  

Q U E S T I O N :  Mr .  Macy ,  you  s t a t e d  t ha t  you  a d v o c a t e  s t a n d b y  
l e g i s l a t i o n  in t h i s  f i e ld .  W o u l d n ' t  a c o m p r e h e n s i v e  E x e c u t i v e  o r d e r  
c o v e r i n g  t he  s a m e  e s s e n t i a l  m a t t e r  be a b e t t e r  s o l u t i o n ?  T h e r e  
s e e m s  to  be  a c o n s i d e r a b l e  b o d y  of o p i n i o n  t h a t  any  a t t e m p t  in  p e a c e -  
t i m e  to ge t  s t a n d b y  l e g i s l a t i o n  would  r e s u l t  in a b i l l  so  e m a s c u l a t e d  
by  p a r t i s a n  i s s u e s  a s  to  be p r a c t i c a l l y  w o r t h l e s s ,  w h e r e a s  an  E x e c -  
u t i v e  o r d e r  would  a c c o m p l i s h  what  you  want  w i thou t  that. d i s a d v a n t a g e .  

MR.  MACY: Wel l ,  t h e r e  is  a v e r y  s t r o n g  a r g u m e n t  a l o n g  t h o s e  
l i n e s .  My view would  be tha t  to d a t e  we h a v e  d o n e  an  i n a d e q u a t e  job 
of  e x p l a i n i n g  the  e x t e n t  of t he  p o t e n t i a l  e m e r g e n c y  and t he  n e e d  fo r  
e m e r g e n c y  a c t i o n  to t he  M e m b e r s  of C o n g r e s s ,  and t ha t  t he  f au l t  h a s  
b e e n  o u r  own in not  a d e q u a t e l y  b r i n g i n g  t h e m  in to  the  p i c t u r e .  

It would  be m y  v iew tha t  the  n e c e s s a r y  e d u c a t i o n a l  job  cou ld  be 
d o n e  t h r o u g h  the  s p o n s o r s h i p  of s t a n d b y  l e g i s l a t i o n  wh ich  would  in i t s  
p r o v i s i o n s  i n d i c a t e  the  d e g r e e  of e m e r g e n c y  we p r o s p e c t i v e l y  f ace ,  
and  t he  fac t  t ha t  t h e  C o n g r e s s  m a y  be w i d e l y  s c a t t e r e d  at  a t i m e  w h e n  
we n e e d  to  r e m o v e  m a n y  r e s t r i c t i o n s  t ha t  a r e  on t he  s t a t u t e  b o o k s  
t o d a y ,  and  would  be i n a p p r o p r i a t e  in t he  m o m e n t s  of an  e m e r g e n c y .  

24 



02(}'7 5 

Now, an Executive order, presumably under the President's 
powers as Commander in Chief, could probably accomplish most of 
these things that I refer to, but it would be much better if mobiliza- 
tion planning could be a cooperative effort between the two branches 
of Government, with the Congress equally a party to some of the 
planning. 

T h a t  w o u l d  b e  o n e  of  t h e  i n d i r e c t  b e n e f i t s  t h a t  I c a n  s e e  in  t h e  
d e v e l o p m e n t  of  s t a n d b y  l e g i s l a t i o n ,  p a r t i c u l a r l y  in  t h i s  f i e l d .  

Q U E S T I O N :  M r .  M a c y ,  I w o n d e r  i f  y o u  w o u l d  d e s c r i b e  s o m e  
of  y o u r  e x e c u t i v e  t r a i n i n g ,  o r  e x e c u t i v e  d e v e l o p m e n t ,  p r o g r a m s  
w i t h i n  t h e  c a r e e r  p a t t e r n ,  a n d  g i v e  u s  a n y  c o m m e n t s  a s  to  h o w  t h e y  
c o m p a r e  w i t h  w h a t  p r i v a t e  i n d u s t r y  d o e s .  

MR. MACY: I will be very happy to. I feel we are just beginning 
to do a satisfactory job of executive development within the civilian 
agencies. The programs for the most part stem from a date not 
more distant than 1950 or 1951, but there is a growing awareness of 
the necessity for a program of selection and development of execu- 
tives that is growing almost geometrically. 

I w o u l d  s a y  t h a t  in  t h e  c o u r s e  of  t h e  n e x t  f ew  y e a r s ,  if  t h e  p r e s e n t  
p r o g r e s s  c o n t i n u e s ,  p r a c t i c a l l y  e v e r y  a g e n c y  of  a n y  s i z e  w i l l  h a v e  a 
p r o g r a m  of  t h i s  k i n d .  

N o w ,  t h e  n a t u r e  o f  t h e  p r o g r a m s  c o u l d  be ,  I t h i n k ,  s u m m a r i z e d  
in  t h i s  f a s h i o n .  T h e y  s t a r t ,  g e n e r a l l y ,  w i th  an  i n v e n t o r y  of  a l l  of  t h e  
e x e c u t i v e  r e s o u r c e s  w i t h i n  a n  a g e n c y .  T h i s  i s  f o l l o w e d  by  a n  a p p r a i s a l  
o f  e a c h  p e r s o n ,  t o  d e t e r m i n e  h i s  u l t i m a t e  p o t e n t i a l  a n d  c a p a b i l { t y  a n d  
to  b l o c k  ou t  a s  f a r  a s  p o s s i b l e  an  i n d i v i d u a l  c o u r s e  of  d e v e l o p m e n t ,  
t o  a s s i s t  t h e  i n d i v i d u a l  in  g a i n i n g  t h e  p e a k  of  h i s  p o t e n t i a l .  

N o w ,  t h e  p r o g r a m  m a y  m e a n  a n u m b e r  o f  i n d i v i d u a l  s e l f - i m p r o v e -  
m e n t  f e a t u r e s ,  s u c h  a s  a t t e n d i n g  c o u r s e s  in  l o c a l  u n i v e r s i t i e s  to  f i l l  
in  c e r t a i n  g a p s  of  e d u c a t i o n a l  b a c k g r o u n d ,  o r  i t  m a y  m e a n ,  i f  t h e  
a g e n c y  h a s  t h e  a u t h o r i t y ,  s e n d i n g  t h e  i n d i v i d u a l  t o  a s p e c i a l  o u t s i d e  
c o u r s e ,  s u c h  a s  t h e  H a r v a r d  B u s i n e s s  S c h o o l ,  o r  s e n d i n g  h i m  to  
s o m e  o t h e r  m a n a g e m e n t  t r a i n i n g  c o u r s e .  G e n e r a l l y ,  t h e  t r a i n i n g  
h a s  b e e n  d e s i g n e d  t o  m e e t  t h e  p a r t i c u l a r  n e e d s  o f  t h e  i n d i v i d u a l .  

On top of this there is in prospect today, and this is a very ap- 
propriate place in which to discuss it, the experimental use of an 
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a d m i n i s t r a t i v e  s t a f f  c o l l e g e  f o r  s o m e  s e n i o r  c a r e e r  p e o p l e  who  a r e  
on  t h e  t h r e s h o l d  o f  t o p  e x e c u t i v e  a s s i g n m e n t s .  T h e  f e e l i n g  h a s  b e e n  
t h a t  t h e r e  h a s  b e e n  a n  a b s e n c e  of  p r e p a r a t i o n  in  t h e  c i v i l i a n  c a r e e r  
s e r v i c e  t h a t  p a r a l l e l s  t h e  p r e p a r a t i o n  in  t h e  m i l i t a r y  f o r  s e n i o r  r e -  
s p o n s i b i l i t y .  T h i s  p r o g r a m  w o u l d  b r i n g  t o g e t h e r  a g r o u p  o f  s e l e c t e d  
c a r e e r i s t s  f r o m  a v a r i e t y  of  a g e n c i e s  f o r  a p r o g r a m  d e s i g n e d  to  p e r -  
m i t  t h e m  to  e x c h a n g e  e x p e r i e n c e  a n d  r e c e i v e  t h e  s t i m u l a t i o n  o f  d i s -  
c u s s i o n s  w i t h  p e o p l e  who  a r e  a u t h o r i t i e s  in  v a r i o u s  p h a s e s  of  m a n -  
a g e m e n t ,  to  g i v e  t h e m  t h e  b ig  p i c t u r e  o f  t h e  F e d e r a l  G o v e r n m e n t ,  a n d  
to  o v e r c o m e  s o m e  of  t h e  p r o v i n c i a l i s m  t h a t  o f  n e c e s s i t y  g r o w s  up 
a r o u n d  a c a r e e r i s t  who  h a s  s p e n t  m o s t  of  h i s  t i m e  in o n e  a g e n c y  o r  
d e p a r t m e n t .  

T h o s e  a r e  s o m e  of t h e  a d v a n c i n g  t r e n d s  t h a t  e x i s t .  A g r e a t  d e a l  
n e e d s  to  be  d o n e .  T h i s ,  I t h i n k ,  i s  o n e  of  t h e  m o s t  c h a l l e n g i n g  a r e a s  
o f  F e d e r a l  p e r s o n n e l  m a n a g e m e n t  t o d a y .  

You m e n t i o n e d  M r .  H o o v e r  a m o m e n t  a g o .  In t h e  t a s k  f o r c e  
r e p o r t  on  p e r s o n n e l  and  c i v i l  s e r v i c e ,  t h e  s t a t e m e n t  w a s  m a d e  t h a t  
t h e  hub  of  t h e  p e r s o n n e l  p r o b l e m  .in t h e  c i v i l i a n  s e r v i c e  of  t h e  G o v -  
e r n m e n t  t o d a y  is  in t h i s  m a t t e r  of  t h e  s e l e c t i o n  and  d e v e l o p m e n t  o f  
m a n a g e r s ,  b o t h  c a r e e r  m a n a g e r s  and  p o l i t i c a l  m a n a g e r s ,  a n d  t h a t  
t h e  p r i m a r y  a t t e n t i o n  and  c o n c e r n  in t h e  p e r s o n n e l  f i e l d  s h o u l d  be  in  
t h i s  d i r e c t i o n .  H e r e  a g a i n  we h a v e  t a k e n  c e r t a i n  l i m i t e d  p r e l i m i n a r y  
s t e p s .  A g r e a t  d e a l  m o r e  n e e d s  to  be  d o n e .  

Q U E S T I O N :  S i r ,  a b o u t  a y e a r  a g o ,  a s  I r e m e m b e r ,  we h a d  r e -  
q u i r e m e n t s  f o r  c i v i l  s e r v a n t s  o v e r s e a s ,  bu t  we c o u l d  ge t  o n l y  v e r y  
f e w  to  go b e c a u s e  t h e  p r o c e d u r e  w a s  no t  to  g i v e  t h e m  r e h i r i n g  r i g h t s  
w h e n  t h e y  c a m e  b a c k  to  t h e  S t a t e s .  I w o u l d  l i k e  to  k n o w  w h e t h e r  t h a t  
o n e  q u e s t i o n  h a s  b e e n  s o l v e d .  It c e r t a i n l y  h a s  a b e a r i n g  on  y o u r  m o b i -  
l i z a t i o n .  T h e  o t h e r  i s  t h e  q u e s t i o n  of  e d u c a t i o n a i  r e q u i r e m e n t s  v e r -  
s u s  t e n u r e  of  o f f i c e .  In o t h e r  w o r d s ,  m a n y  of t h e  job  d e s c r i p t i o n s  
h a v e  a c e r t a i n  g r a d e  and  m i g h t  s a y  a n  i n d i v i d u a l  h a s  t o  s p e n d  f i v e  
y e a r s  in  A i r  F o r c e  s u p p l y ,  and  s o  on ,  w h e r e a s  m a y b e  a g r a d u a t e  of  
H a r v a r d  B u s i n e s s  S c h o o l ,  w i th  s o m e  m a n a g e m e n t  k n o w - h o w ,  c a n n o t  
c o m e  in  a n d  h o l d  t h a t  j o b .  W o u l d  y o u  c o m m e n t  on t h a t ?  

MR. MACY: I am very happy to. On your first point, we feel 
we have very largely eliminated that hurdle on overseas service by 
extending civil service to 20,000 positions overseas. The biggest 
effect of that step is that, with that extension, it should be possible 
for the three services to all develop a career pattern including a tour 

26 



020T -, 

of du ty  o v e r s e a s ,  with s o m e  a s s u r a n c e  that  t h e r e  wil l  be an equa l  
o r  a b e t t e r  a s s i g n m e n t  a v a i l a b l e  upon r e t u r n  to the  Uni ted  Stakes.  
In fac t ,  it s e e m s  to m e  it should  be p o s s i b l e  to bui ld  into  the  s y s t e m  
a l m o s t  a r e q u i r e m e n t  tha t ,  to go to a c e r t a i n  l e v e l  wi th in  the  c i v i l i a n  
c a r e e r  s e r v i c e ,  t h e r e  should  be s o m e  p e r i o d  of s e r v i c e  o v e r s e a s .  

On y o u r  o t h e r  point ,  it h a s  been  a s o u r c e  of s o m e  c o n c e r n  to 
m a n y  of us  who f ee l  tha t ,  if we a r e  going to bui ld  a s a t i s f a c t o r y  
c a r e e r  s y s t e m ,  we need  to b r i n g  into  the  s e r v i c e  t o d a y  a b a s i c  i n t ake  
of t h o s e  who have  had r e a l l y  a d e q u a t e  e d u c a t i o n  p r e p a r a t i o n .  Many  
of ou r  s t a n d a r d s ,  as  you have  i n d i c a t e d  have  t e n d e d  in the  pa s t  to 
r e q u i r e  a p e r i o d  of e x p e r i e n c e  i n  a p a r t i c u l a r  l ine  of work ,  which  
can  only be a c q u i r e d  in that  l ine  of work .  Th i s  h a s  r e s u l t e d  in t h o s e  
with l i m i t e d  p o t e n t i a l  m o v i n g  up wi th in  a supp ly  o r g a n i z a t i o n  o r  a 
m a i n t e n a n c e  o r g a n i z a t i o n .  

We a r e  in the  p r o c e s s  at the  p r e s e n t  t i m e  of g r e a t l y  b r o a d e n i n g  
t h o s e  s t a n d a r d s ,  m a k i n g  t h e m  m o r e  f l ex ib l e .  A new F e d e r a l  s e r v i c e  
e n t r a n c e  e x a m i n a t i o n  has  been  i n a u g u r a t e d  in the  pas t  y e a r  as  an  
a p p e a l  to  c o l l e g e  g r a d u a t e s  to c o m e  into  the  G o v e r n m e n t .  Th i s  p r o -  
g r a m  has  b e e n  p r o m o t e d  on the  g r o u n d s  tha t  we a r e  a t t e m p t i n g  to 
b r i n g  into  the  F e d e r a l  s e r v i c e  t h o s e  who g r a d u a t e  f r o m  c o l l e g e  in a 
g r e a t  v a r i e t y  of o c c u p a t i o n s ,  m a n y  o c c u p a t i o n s  tha t  in the  pa s t  could  
be e n t e r e d  only  by t h o s e  who had s p e c i f i c  e x p e r i e n c e  in tha t  l ine  of 
w o r k .  We fee l  tha t ,  if we could  get  b r i g h t  c o l l e g e  y o u n g s t e r s  into 
m a n y  of t h o s e  jobs ,  t h e y  would qu i ck ly ,  t h r o u g h  t r a i n i n g ,  l e a r n  a l l  
the  n e c e s s a r y ,  s u b s t a n t i v e ,  i n f o r m a t i o n  t hey  n e e d .  Once t h e y  have  
a c q u i r e d  it ,  t hey  h a v e  the  p r o s p e c t  of m a n y  y e a r s  of a d v a n c e m e n t  
t h r o u g h  the  o r g a n i z a t i o n ,  which  ~ e  cannot  ob ta in  t h r o u g h  t h o s e  who 
have  t e n d e d  to c o m e  up t h r o u g h  the  l o w e r  l e v e l s  of a p a r t i c u l a r  pc-  

cupa t i on .  

QUESTION:  S i r ,  m a n y  t i m e s  I have  had to m a k e  out e f f i c i e n c y  
r e p o r t s  o n  c i v i l  s e r v i c e  e m p l o y e e s ,  and p r e t t y  of ten I have  had to put 
t h e m  in the  m i d d l e .  I cou ld  not r a t e  t h e m  as s a t i s f a c t o r y ,  and,  if 
you s a y  a n y o n e  is  u n s a t i s f a c t o r y ,  you a r e  i n v e s t i g a t e d  y o u r s e l f .  
Would you  c o m m e n t  on tha t  ? 

M R .  M A C Y :  I would s a y  tha t  one  of the  l e a s t  s a t i s f a c t o r y  f a c e t s  
of the  e x i s t i n g  p e r s o n n e l  s y s t e m  r e l a t e s  to t h i s  m a t t e r  of the  p r o b l e m  
of e v a l u a t i o n .  It i s  l i ke  M a r k  T w a i n ' s  " w e a t h e r .  " It is s o m e t h i n g  
we a l l  c o m p l a i n  about ,  and a r e  n e v e r  ab le  to do any th ing  about .  

27 



0 2 0 ,  *., 

The history of the employee rating system in the Government 
shows that we have struggled since about 1892 to build a system that 
makes sense and at the same time is equitable to the employees. 
Our experience has been that we change the system about every five 
years because the existing system has proved so impossible. 

I would say that, by and large, the view today is that it is better 
to get away from any specific formalized system and to provide in a 
general statement of policy from Congress that there shall be a peri- 
odic review of the individual's ability to do the particular work as- 
signed, and that that review should not result in some arbitrary ad- 
jective, but instead should be expressed in narrative form which 
praises the individual's abilities and indicates where improvements 
are desirable, and also signifies to some extent what the individual's 

potentials are. 

This would get us away from the pressure to assign a particular 
rating or otherwise be faced with the problem of appeal. It would 
put much greater responsibility on supervision, which in the long 
run would be much more satisfactory. It weuld also permit a var- 
iation in the system depending on the type of worker you were dealing 

with. 

It is really ridiculous to have a system that handles the rating of 
nuclear physicists in the same fashion as that of messengers. If we 
had this added flexibility, management could work out with the em- 
ployees concerned a satisfactory system that would be appropriate 

for the particular profession or occupation. 

This would be my view. I don't know how broadly it is shared. 
You recall that the Hoover Commission report recommended a 
change somewhat along these lines. This is another area currently 
under study where there should be some progress within the next 

year. 

MR. NIKLASON: Thank you, Mr. Macy, for an outstanding 
contribution to our thinking in an exceptionally important area of 

mobilization planning. 

MR. MACY: T h a n k  you.  

(14 May 1956--250)O/feb 
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