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DDA Memo, 4 Apr 77 s
SUBJECT: Reorganization of the Training StaffAuth. DDA REG. 77/1763

Dates 2705 /77 Bys oLy
1. This proposed reorganization of the Training/Staff has )
been prepared at your request, We believe thatthis organization /, Zf)’f v ol
with three Deputies, each with clearly defined responsibilities,
reflects more accurately the various functions of TRS than the
present structure with its one Depubty and two Division Chiefs,
‘Though the duties of each Deputy in this proposed organization
are set forth separately in comnection with the charts that follow,
certain general comments should be made in regard to structure
and T/;Oz_. - Hee n"ula.u ;,/,\ L.p 1‘—/
3,2 The division of TRS's functions into three (See Chart #1,
) »}/ page 2) rather than two sections is a logical step in our develop-
« 7 ment, Under the Deputy for Staff Intelligence Training will be
o5 1 placed the intelligence training of 0SO staff personnel who will
T be primarily concerned with the direction operations and with
T the collscting, reporting, and processing of intelligence and CE
information., Under Covert Training will be placed all aspects of
the training of those who cannot, for security reasons, be trained
in groups or in our overt installations., The Deputy for Speclal
Projects will be in charge of orientation and administrative train-
ing, language training ~ including lilaison to arrenge such training

25X1C4a

DO, In add:.tlon, certam ﬂmctions -
“training materials, central records, etc, = are put under Special
Projects for administrative directiocn, though they are service
functions for 0SO and TRS as a whole.

3+ In addition to requesting permission to change the
structure of TRS, we are asking for an increase in the total number
of positions allotted to us and for adjustments in the classification
of some positions,

L, More complete justifications for the increase in the T/0
of TRS will be given in the description of the duties of each
Deputy. We believe that we need more personnel than we now have
in order to staff out the longer and more intensive training courses

Approved For Release 2001/07/23 : CIA-RDP54-00252A000100020031-3



25X9A2
Approved For Release 2001/07/23 : CIA-RDP54-00252A000100020031-3

Approved For Release 2001/07/23 : CIA-RDP54-00252A000100020031-3



-

Approve-d For Release 2({(.)_1/07123 : CIA-RD T 2&31-3- / |
3 s e CONFIDENTIAL

We are now conducting and planning Sinree—Special
-ﬂer—%hewmst"part;“mly&estabh stred, 1t requires—the- greatest
expensiony not only in order to prepare for-the-event- of-war,
emwallmtnainisngupeeei—ndy by 080 personmel. Speetnt-Projectg
will-also handle all the misoelalanecus: treiming wHich “other;m:.gp
Jfalls upon instructors and secretaiies already Yardened with®

&3

5. The present organization and T/0 of TRS were planned
about eighteen months ago. At that time the training taskg - in
fact, the future development of 030 - was only dimly seen./ Hence,
TRS was allocated a T/0 of only 23 positions and was not allowed
sufficient space carry qut a developing program. The original
T/C has bee {ncfgzéed Swkes 10 the present strength o The
last increase was for the Wnclassified Pool. These positions AD
were made unvouchered on the theory that, since the "Pool" was a 25X9
temporary expedient, the positions should also be considered
terporary. However, you will recall that the Training Committee
recommended that Basic Training be conducted physically separated
from and, if possible, simultaneously with Advanced Training, Our
proposed organization, therefore, allows sufficient strength in
Staff Intelligence Training to continue, on a permanent basis, a
Basic Program.simultaneously with Advanced. (It should be noted
that this will speed up the entire training pattern, and also
newrmadly cut the size of classes by half.)

6. In order, therefore, to insure sufficient strength to 25X9A2
meet current needs and anticipated demands (except for extraor
training requests or emergencies), we are asking for a total og*
positions. We be}ieyg that this strength will avoid any future nee
to patch up the T/0, ~I:.NiliwaisU“givE“TRSmenoughmaddpdwa%rength to -
iumparew%maining'p&a&3~andmine%rnctiena&wﬂaterﬁelsaﬁmgﬁaﬁ@;'Further-
more, several of us in TRS should be given field assignments SOOI,
Oar overall strength should, therefore, be sufficient to allow for
the breaking in of replacament.s ~ usually about six months,

7. This total strength requested, compared with our Dresent
T/0, breaks down as follows: 25X9A2

Present T/0 Requestad

Office of the Chief, TRS
Staff Intellizence Training
Covert Training

- Special Projects

Totals

| ITIA
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8. Higher classifications for some of the positions are
requested. These are, of course, subject to the reviaw of the
appropriate classification officials., The qualifications of
individusls to hold these positions are also subject to review,
I believe, however, that training is one of the most important ele=
ments in our organization and that only by having aderuately
classified positions can we attract and hold the mees experienced
and mature men needed to conduct the training of new and the re-
raining of old employees. The up-grading of the positions of the
Chief, TRS, and of the three Deputies (to CAF-15 for the Chief and
CAF-1l; for the Deputies) may need justification. As the present.
" Chief, TRS, T should like to make it plain that I am not attempting
to improve my own position in requesting a CAF-15. As you know,
I have frequently requestad an overseas assignment and, therefors,
assume that I will be replaced as Chief, TRS, long before I am
eligible for promotion, My successor, however, should be an e e
experienced field man with the highest qualifications, for whom a . ’
CAF-15 rating would be appropriate.

The Deputies will be granted a high degree of autonomy in
their positions., ¥ach will have heavy responsibilities for vital
parts of our program. Bach should be of sufficient ability and
maturity to permit the Chief, TRS, to give only the most general,
policy~lavel supervision to each Deputy, thus freeing the Chief for
long-range. planning and policy determination.

On the whole, the grades raquested for TRS average out
to be fairly high. This is on the theory that our best men should
train our new men. I cannot see how Training can operate on any
other basis. If we were not bound by Civil Service rules, I would
recomend that, ideally, Training would be granted a total number
of positions regardless of the salaries of the instructors, and that
the Chief, TRS, would then have the right to use each inst%uctor
for various duties, depending on the demands for training and on
cach man's capabilities. But, since we cannot operate that way, I
believe we must have a high average of Civil Service grades in TRS.

9. We have recently computed the numbers of students trained
during the past fiscal year. These figures, broken down by types
of training, are available if required to justify our need for
reorganization and increase in T/0. During the year a total of
2L11 training cases was handled by TRS. Actually, we did not
instruct that number of individuals, since one man may have besn
counted four times if he attended, for exampls, Basic and Advanced
Intelligence Courses, Communications However,
each separate course taken by a man Tequires admin.surative and
instructional handling. I feel that the total number of cases is
impressive, considering our space and personnel limitations. However,
I do not believe that we have done the job we can znd should do.
Space problems are being solved. With more and better qualified
personnel in TRS, I can assure you that we will show continued improve-
ment in our performance.
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10. Office of the Chief, TRS: No increase in numbers should
be required for the Chief's office, since the detailed direction o
training programs will be entrusted to the three Deputies. Yewwiid
nota,whewaver;”that“aq:ﬂxecuttvq“efftcer“iS“requestadT“*Tﬁf%“man’Wﬁul
gesue most of the adminiSﬁfé%{Vé'&ﬁﬁrﬁgwnuwmdalegatedwﬁo ﬁhe«&dminigf
ativemﬁrfiﬁﬁf”én&’Evmémﬁr“the~dﬁﬁi!ﬂ*ﬁf”ﬁﬁé”ﬁ?ésent Deputy.

A file-clerk-courier is requested instead of a clerk-
stenographer bacause our new space allocation will give us three,
possibly four, separate installations. Herice, thers will be many
new filing-courier problems.

11. ?ﬂELQEEIﬁthFJTHE DEPUTY FOR STAFF INTELIIGENCE TRATNING
-

The responsibilitiss of the Deputy for Staff Intelligence
Training (See Chart #2, page 6) are composed of the following:

2. The Basic Intelligence Phase, consisting of several
training courses and projects, including the training of non-security
cleared personnel, will be headed by a Chief, CAF-13.

be The Advanced Intelligence Phase, which has expandad
over the course of the last year, and which incorporates an
increasing variety of courses, will be hsaded by a Chief, CAF-13,

o ¢ -Investigative Technigues Section which is. ged
With training in Tmyestigative techniques for defsast¥~ as well as
. oparational purposes,’ 1 support both  the-Basic Intelligence
\r #hase and the Advance;‘%%;géégfsaee“Pﬁése. The Chief of the
= nvestigative Techniqueg. ing Section will, in cooperation
with the Chief, Bast® Intelligénge, and the Chief, Advanced x
Intelligence, o responsible for fhe proper integration of t
investtgﬁfgsg‘training into intelligence training. He will also k
assist in Covert and Special Projects Training when required and \
/Will report to the Deputy.for Staff Intelligence Training diractly. '

An increase of thrae positions is requested. These are
two CAF=13's to cover the two phases of the iniélligence training
program - Basic and Advanced. Thus, the Deputy for Staff Intellizence
Training should have two strong men on whom he can rely for the day-
to-day administration of training programs., One additional CAF-5
Clerk-Stenographer is requested to assist in the many saecretarial
and typing duties of this saction.

12, THE-GRRICE-6P) THE DEPUTY FOR COVERT TRAINING:
L

The Covert Training Steff (Sce Chart #3, page 7) should
be increased by two positions at this time on the assumption that
the next year will see a fradual increase in the Career Agent Program.
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We also assume that there will be a continuation of the training of P
non-career aoents -~ including deep official pprsonnel.ﬁ:ﬁiizarthsnr_f— i@
ie £ 8hould. b -siuene ettt 60 permb : Pttt

send- instrﬁétérs outside the country-teo assist.da bhe ining of

Q@£ﬁ$3w—_ﬂhprleaﬁ,0r or_ faxsign.

It may be that this proposed increase will he insufficient.
However, the hope is that the Staff Training load will tend to decrease
as the Covert load increases, thus allowing us to shift instructors.

13. Tk gprrcpemfTHE DEPUTY FOR SPECIAL PROJACT
L

LN
GENERAL

%mihe Deputy for Special Projects (See

hart #L, pa?e wo different types of responsibilities,
namply, Instructicnal and Services. The Instructional resvonsibilities
are:

(1) Administrative

(2], Lanzuase ond I 252
F M~th%!nr~@nchnzau-sntiuﬂﬁﬂﬁﬂ :

The Services responsibilitiaes are:

(1) Training Materials and Publications
(2) Records, Tests, and Evaluations {\{?‘ ﬁ&l &

b. In gfiaialg aniézggel g;:, ecial Projects Wlthln the ' e

Training Staff, account is taken of the fact that a war will require

rapid expansion of training facilities. The€fftce—of Special Projects
Cue Wi33~ accommodate various fledglng units which will be separated from
Special Projects and cast info special divisions of the Training Staff
as—s60R-as independent status is justified. Thus, the Office of the
Deputy for Special Projects of the Training Staff will permit easy
expansion and contraction of many auxiliary training services.

L)

SPECIAL COURSES

ce The Training Staff is often called upon to plan and
direct special training courses, some of which are given for other
Government acencies. Duringthe past year training courses have
included:

_ o

(2) Demolitions _ Course for the Marine 25X1C
Corps at Camp Le Jeune.
CONFIDENTIAL

- ‘--Th'e"v APy )
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(3) The Security Guard Course for 0SO/CIA personnel
25X1A2g of Operation- and

_ The W: e Techniques Course now being given
25X1A8a to the

d. Henceforth, such special courses will be directed,
Supervised, coordinated, and sometimes planned by the Deputy for
Special Projects. Instructors for such courses » however, will be
drawn from the entire Training Staff and from 0SO as has been the
practice in the past. There is every reason to believe that the
demand for special training courses will increase, since intelligence
personnel will be called upon to agsume more complex and specialized
duties because of the strained international situation.

INSTRUCTIUNAL RESPONSIBILITIES

€. Administrative Training. The Training Staff has long
had prepared a Two weeks! Washington and Field Administrative Training
Course to supplant the present one week Administrative Course. The
new course has been repeatedly delayed because the Chief Instructor,
Administrative Training, hasﬂiﬁﬁs.serve}as the Administrative Officer ,
<¥se for the Training Staff, However, by assigning two full-time /
instructors to Administrative Training, it will be possible to give not
only the new two weeks! course on Washington and Field Administrative v
Training but also to initiate the Orientation Courses for new employees,

f. The duties of the Chief Instructor, Administrative
Training, will be as follows:

(1) He will be in charge of all Orientation Courses
for new employees.

(2) He will be in charge of the

(a) Washington Headquarters Administrative Procedures
Course and , .
(b) Field Administrative Procedures Course.

(3) He will be in charge of Reorientation Courses (such
as the CAS Course and the Registry Course) dealing with new procedures
and regulations.

(k) He will be responsible for directing and scheduling
tutorial training in administrative procedures as, for example, in
Special Funds.

(5) In addition to his responsibility for training of

semi-covert employees, he will be responsible for the administrative
training of covert trainees when required,
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' ;i; In the beginning, perhaggﬁflepeEﬁlesIX"mcnths;“ ,

the Targest nertion of ‘the time of this unit would be devoted to
dizging oWt—bhe basic materials from archives .and reworking this
material for traiﬁingmoses. One of the Instructors would devote
ost of his time to SpeciaI’“Proca%rea’ training problems which are,
at present, neglected. However) -even-dyring this preliminary period

the instructors would be called upon to ’ce‘é.""c‘hwigmspecial courses.

- They would have been extremely valuable, for e » Camp .
Lo Lo Jewne, Socurity Gused, or N ' 25x110:

- A Clerk-Steno;rapher is assigned to the Chief Instructor,
Wlartime Teohhiques, because of the considersble amount of stenographic
. work that will be required in the praparation of study guides, handbopks,
i\ <Legtnres, and reading guides.

SERVICES RESPONSIBILITIES

s

| ¥

ke Training Materials and Publications Section. The
Training Materials and Publications Section assigned to the Deputy
for Special Projects would consist of a Chief, CAF-12; the Research
Assistant, CAF-9; Clerk-Stenographer (to handle the stenographic
responsibilities and to be in charge of the Library for the
unclassified pool); a Junior Iibrarian (to be in charge of the ‘
Library for classified students)., IM%&MQRS‘WEH&&"W ,,
to assume responsibiltty for-maintaining a-Idbrary for all QSQ =,
‘s is now-the case in.Que Building, then an additional Clerk-Stancrranher:
or Junior Librarian would be required at a CAF=5..lavel, h

1. A Training Materials and Publications Section is needed
/" in the Training Staff in order to systematize, in additio ,bc&ks, the
" many relevant and specialized documents and publicatiors,whi ch7have S"{‘*‘éu)
/  training value not only for students but also for all Intelligencs
( Staff Officers of 0S0. During the past two years, many studies have -

i» _originated in the Training Staff. These studies need %o be edited, S
: t" y ﬁ""! revised, and made available to all units of TRS as well as to some v
SN branches and staffs of 0S0. 1% is a tremendous task to keep training .

’ .-

materials up to date and to originate and develop training studies, e
But such studies pay off huge dividends because students are thus -
brought face to face with earthy reality. Research will continue to

be made by all membsrs of the Training Staff, but the Training Materials
and Publications Section will see to it that:

(1) Traiming Materials ang Publications are revised
and kept current and consis ent.

(2) Training Materials and Publications are neatly
arranged, orepared and mimeograchad

(3) Training Materials and Publications are properly
distributed to all units of TRS and te relevant 0SO branches and staffs
so that immediate exploitation can be made of the training lessons

Apﬁfé‘&é’ﬁ For ﬁ’éuefé“&l‘%oﬁsz“ﬁf&%‘%céwﬁﬁ Nﬁ(ﬁf l\?iT,Al_
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(L) The Training Materials and Publications Section

Will also serve as advisors and consultants to TRS Staff members
conducting research on their own lectures and problems.

25X1A

(5) This section will carry out special studies for
courses, lectures and training problems which cannot be handled by
other members of the Staff,

. In justification for a Training Materials and Publications
Section, it should be pointed out that twice as much time is usually
required to prepare as to execute a training task.

: m. Records, Tests, and ivaluations, One of the important
. {f{ functions of TRS to 050 is the maintenance of accurate records of student
A

‘achievement., What is John Doe's wartime training record? Did he go to

f "S" or "W" School? What are his achievements in the BITC? In the AITC?
1+r%%' In the Administrative Courses? In the Investigative Training Coursge?
U e’ What other instruction has he taken? What are his own opinions as to his
it 7 training neads? Do instructors have serious doubts in respect to his

° Uﬁ( fitness and placement?..Considerable time and thought has been given
o 4. - by members of the Training Staff to thesa important problsms of student
14 ﬁf,é'd achievement, but this work has had to be done by persons who had full
R . time jobs on the Staff and who have been compelled to sacrifice their
own work.,

1
¥

By the establishment of such a section, TRS will be
abls to centralize, coordinate, and systematize the many records,
tests, and evaluations which are available and which are being developed.
The Chief of the Records, Tests, and Bvaluations Section would have charge
of all TRS permanent files; he would set up and maintain an easy reference
system; be responsible for the final form and preparation of esvaluations
and develop new objective tests of student knowledge, performance, and
achivement, A Clerk-Stenograsher would assist in the transcription and
typing of reports and would handle the adninistrative~clerical duties
necessary for the maintenance and use of records. The File Clerk-Courier
would file, index, prepare folders, distribute and collect evaluations
and records to and from 0SO and TRS Staff members.,

The establishment of the Records, Tests, and Evaluations
Section will make it possible for TRS to carry to completion a COPS
project (activated by the Training Committee). This project involves
sumnarizing data in respect to the training received and the training
needed by all 0SO employess. The corpletion of this study will provide
the factual basis for various reorientation courses and training pro-
g‘mns.

Another advantaze in having a Records, Tests, and
Yvaluations Section in the Training Staff is that this Section will
provide facts useful in employ=e placement, reclassificatiog;and
advancament,

1. Summary of Positions and Crades Regquested:
(See Table attached, vage 15)
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15, Recommendations:

a. That approval be given as soon as possible to the
structural chanﬂes in TRS herein described.

b. That, if approved by COPS, CFD be requested to obtain
approval for the number and rrades of positions detailed in this paper.

25X1A9a

Chief, Training Staff

Approved For Release 2001/07/23 : CIA-g;égSj—gOZSZQfO(N)F?ﬁE:’NTt AL



