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REGULATION PERSONNEL

25x1A N 1961
CAREER DEVELOPMENT AND TRAINING

I. POLICY

The Central Intelligence Agency shall institute and give continuing support to
organized programs of personnel development and training to assist staff person-
nel attain their career objectives 1in Agency service, and to ensure to the
Agency the availability of talented individuaels to fulfill future staffing re-
quirements. Opportunities and encouragement will be offered to career employees
for acquiring broader knowledge of their occupations or professions, for improving
the skills which they must exercise in performing their technical or managerial
tasks, and for diversifying thelr experiences to enhence thelr gualifications
for more responsible assignments. For these purposes the Agency will endeavor
to provide for systems of career planning applicable to all personnel, taking
into account their own capacities for growth, their own aspirations, and their
individusl talents and needs. Formal tralning will be arranged et times appro-
priste to career development, and employees shall be given opportunities to
accumulate over their entire period of service the experiences and additional

training needed to qualify for each progressively higher level.

TI STRUCTURE OF RESPONSIRILITIES FOR CAREER DEVELOPMENT AND TRAINING
. Career Development and Tralning Board
1. Composition

(a) One member appointed by the DD/I

(b) One member appointed by the DD/P

Sl

.
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(c) One member appointed by the DD/S.

(d) Director of Personnel to serve as member and, 1n addition,
to sérve as Chairmen when the Board agenda deals mainly with
matters of career development which are not concerned primarily
with formal training plans and activities.

(e) Director of Training to serve as member and as Chairman when
the Board's business is concerned principaslly with organized
training plans and resources.

2. Responsibilities

(a) Recommends to the Cereer Council the adoptiocn of policies and
plans for creating career development and tralnlng opportunlties
for Agency personnel, and methods for identifying the individuals
who shall participate in such programs as may be established.

(b) Receives and studies proposals from deputy dlirectorates
(through the appropriate Career Development Officer) for the
rotation of specific individuals to other components of the
Agency when rotatlon tours or extended details are considered
desireble for development purposes; recommends action to be

" taken to the Career Council, or itself coordinates the arrange-
. ments required to effect the action proposed.
(¢) Proposes to the Career Councll the means which should be

employed to asslst personnel acquire managerial and executive
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(a)

(f)
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skills which would be otherwise unduly limited as a result

of functional specialization.

Makes recommendations to the Career Council concerning the
administration of a mid-career tralning program for officers
at the G35-12 and GS-13 level in order to prepare them for
future assignment to more responsible positions, to refresh
and restimulate their motivation in the intellligence service,
and to broaden thelr understanding of the interrelationship
of Agency functions.

Plans and coordinates Agency-wide efforts to identify those
individuals whose performance reflects exceptional talent and
gkills for progression to executive levels and proposes to the
Career Council the tralning-type assignments in other areas
of the Agency before such persons progress too high In their
own fields of specialization to carry out these steps.

Plans and recommends to the Career Council the annual guote
of Junior Officer Trainees deemed necessary to provide an
intake of personnel with high potential in sufficient numbers
to meet anticipated future requirements for the assignment of
career employees to higher level positions.

Nominstes to the Career Council the individuals to be desig-

nated Agency candldates for participation in varicus

3

————
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(n)

(1)

o

external training courses, including those administered by

the military services and the Foreign Service,

Makes studies and recommendaticns concerning the administration
of senlor officer trainiung programs.

Reports, at least annually, to the Career Council on the
meésures instituted to stimulate career development and

training within each of the deputy directorates and at the

Agency level.

b. Deputy Directors

1.

Deputy Directors shall take the steps necessary to create and main-

tain within thelr components the environment which will‘motivate

personnel to exert themselves towerd self-development, and to

implant emong all officials in the line of command an awareness

of their obligation to help the individuals under theilr supervision

seek out the means for achleving growth.

Appoint a Career Develcopment and Training Officer who shall

(a)

(b)

Advise the Deputy Director concerned on the policles and

methods which should be adopted to realize effective programs

of development and training in the Career Services and operating
offices under the Jurisdiction of the Deputy Director;
Coordinate plans and activities among the Career Services

and operating offices under the control of the Deputy Director

euimiimfa——
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which will provide experience and learning opportunities to
éelected personnel, including rotation, details, assignment
to projects or task forces, and joint training progr&m55:
and
(c¢) BServe as representative of the Deputy Director on the Career
Development and Training Board.
Heads of Career Services
Provide tralning and development programs for the personnel sssigned to
the Car;er Service in order to satisfy existing and future staffing
demands placed upon the Career Services concerned, and to assist indi-
viduals in the Career Services to achleve the full development end use
of their abilities, skills and potential.
Director of Personnel
1. Provlides assistance to the Career Services in devising programs for
developing personnel, including (1) the planning of assignment and
training patterns in order to facilitate career progression and
vest use of employee skills, abilities and potential, (2) the
methods of evaluation and career counseling employed to identify
personnel with respect to their capabilities, training needs and
readiness for advancement, and (3) the coordimation of career

planning programs with other pefsonnel activities such as recruit-

ment, selection and placement.

amm——
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Provide staff support to the Career Development and Training Board,
including the preparation of studies and recommendetions, mailn-
tenance of records, and assisting in the identification of
gpecific Individuals to participate Iin career development and

training plans.

Director of Training

1.

Formalates plans for study and deliberation by the Career Develop-
ment and Training Board and the Career Councill for dilscovering
and developing thelpoten%ial of Agency personnel at all levels,
and for providing the educative experiences which will contribute
to thelr growth in their present assignments and toward positions
of greater responsibilities.

Administers such training programs as are required to realize the
policy cbjectives set forth in this regulation.

Provides assistance in selecting personnel to participate in
specific career development and training progfams through assess-
ment and evalustion of their personal quelities, interests and
potential.

Coordinates career development and training programs with other

activities sponsored by the Office of Trailning.

6.
anEng—
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14 March 1961

MEMORANDUM FOR: Chairman, CIA Career Council

SUBJECT : Mid-Career Program

1. The Inspector General's recent Survey of the CIA Training Program
recommended that: “The DCI authorize and direct the establishment of a
mid-career training course for officers at the GS~12 and -13 level,..."

2. A review of comments concerning the IG's swvey indicates that
there is general agreement within the Agency that each employee who
reaches mid-career and who has the potential ability to become a senior
officer should be the subject of some form of planned development action
to prepare him for his enlarging role.

3. In his comments on the IG's survey, the Director of Personnel
has stated;

“It is obvious that when we speak of middle career and
senior officer training and of personnel development we
actually concern ourselves with but a single concept. 1
have concluded, therefore, that the preferred solution to
the problem of developing a training program that is in
balance with the operational and personnel management
programs of the Agency is to incorporate the training pro-
gram in the area of consideration of the CIA Career Council, "

4. It is proposed therefore that the objectives and nature of the
Agency’s mid-career program, if such a program is to be estab;ishedg be
a subject for discussion at an early meeting of the CIA Career Council,

5.  During the Career Council discussion of the mid~career program,
it is suggested that the following considerations, among others, be reviewed:

a. The degree to which the Agency is presently capable of:

{1} Evaluating each employee who reaches mid-career
status in terms of his possession or lack of the knowledge,
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experiences, training, management skills, potential
for advancement, and other qualifications which are
considered desirable for his future career.

{2) Providing each mid-careerist with the specific
training package, internal and/or external, which should
increase his personal qualifications as desired by the
Agency.

{3) Arranging assignments and work associations
which should further increase the personal qualifica-
tions of the individual mid-careerist as desired by the
Agency.

b. The desirability of establishing a program for developing
each mid—-careerist on the basis of the specific qualifications
and experiences which he personally needs but lacks, as con-
trasted to establishing a single standard training course or
program to be offered to all mid~careerists,

6. Additional copies of this memorandum are attached for distribution
to the members of the CIA Career Council if desired.

25X1A

TTHEW BAIRD
Director of Training
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THE CAREER DEVELOPMENT BOARD

The Board should be the working staff of the Career Council.

The Board should be concerned with all personnel, training, and
career development policies which concern CIA as a whole, including
the following:

a. Agency regulations and notices concerning the above
policies ‘

b. JOT Program

c. Clerical recruitment, training, and placement
d. Military reserve training

e Language Development Program

i. Mid~-Career Training Program

g. Senior Officer Development Program

The Board should alsc screen all applicants for competitive external
training assignments (e.g., War Colleges, State Senior Officer Course,
Harvard), and make recommendations to the Career Council.

In accomplishing the above functions, the Board should act in lieu
of the "Board of Overseers” and the "JOT Advisory and Selection Panels"
recommended by the Inspector General,

The Board should not in any way assume the Agency responsibilities
which have been specifically assigned to the Director of Personnsl and
the Director of Training, or the responsibilities assigned to the Personnel
Officers and Training Officers of offices, divisions, and directorates.
The Board similarly should not concern itself with problems which arise
between the Directors of Personnel or Training on the one hand and any

one of the directorates or their offices on the other hand.

The individual members of the Board should be authorized to submit
minority or dissenting reports or recommendations to the Career Council
. if 8o desired.

In supporting the Career Council, the Board should be authorized to
call upon the Office of Personnel, the Office of Training, or the three
directorates for assistance as needed.
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Extracts From

Inspector General's Survey of the CIA Career Service

Pages 11 ~.l3

E. Individual Career Planning

1. Based on a policy that allows the individual employee to
express his career interests for an appropriate specified time, the Agency
has published a regulation which outlines the procedures to be followed
for the development of career plens. The regulation permits the employee
to document his ambitions with the help and spproval of his supervisor,
and with some assurance that this document will be considered by the Career
Service Boards and Panels concerned with his career development. This
document is known as the Career Preference Outline (cpo).

2. Throughout the Agency career planning is viewed as a burden-
gome exercise that creates more problems then it solves. To avoid embarrags-
ment, and the accusation of not living up to its promises, the Head of the
Clandestine Services' Career Service has Jettisoned individual career planning
and substituted a more practical method of using the Field Returnee Question-
_ naire (FRQ) as an aid in meking assignmehts more compatible with the express
" desires of the individual. For the large majority assigned to the Clan-
destine Servicea' Career Service, this gubstitution can be considered
adequate for the immediate future but in no way can it be regerded as sound
long-range career planning.

3. Treatment accorded individual career planning by the other
Career Services ranges from meticulous compliance with the regulation to
almost complete abandorment of its provisions. In general the results have
peen unsaetisfactory regardless of which method is followed. Those who
have complied have acquired enormous files of CPO forms and expended many
hours of time in conferring with employees but few plans have ever been
put into effect. Those who have abandoned the program have recognized
it a3 impractical and actually counterproductive.

L. The principal defect of this program is its mass approach.
Tt is based on the theory that every employee ghould have a planned career
vhich he should deaign himself. The average employee who attempts to do
this is faced with the realization that he is Ignorant of the Agency and
itg functions ocutside his own component. His supervisor seldom is able
to essist him in this respect. When the career plan extends beyond the
1imits of the immediate service (and it freguently does) even the Head of
the Service often is helpless to put the plen into effect because of
inadequate comrmnications between services. When the plan is limited to
the immediate service there is no need for the elaborate process-~it
becomes & part of normal good personnel management. Furthermore, career
planning on this basis is doomed to Pallure because it is lacking in
Agency-determined objectives and thus cannot 711l Agency needs. It is an
simless procedure which 21l too often frustrates the individusl, dulls
his enthusissm and smbition and ultimately defeats 1ts own purpose.
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5. Career planning can only be accomplished successfully on a
selective basis and with well defined objectives in view. It must be
glven guidance and direction by an instrument of the Agency having knowledge
of the over-sll Agency needs and sble to determine the necessary objectives.
It is for these reasons we believe the present individual career planning
program should be permitted to die quietly with the recision of R 20-115.
Actions recommended in other sectioms of this report will provide the
proper basis for career development and planning which will accomplish
the purpoae at much lower cost. It is

Recommended that:

The Director of Personnel rescind| Il ren action is 25X1A
talken on recammendstions appearing at the conclusion of this
report.

(ors: JESes been resoinded.)
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Pages 15 - 18

G. Evaluation of the Present Program

development of some sound Policies and practices in bersonnel mansgement.
Principal among thege hes been competitive Premotion which at least

assures each employee of g Periodic review of his status and due considera-
tion of his performance and qualification for advancement. The establish-
ment of boards and panels has been beneficial since they inject a measure
of impartiality into personnel management and reduce to scme extent the
practice of flagrant favoritism. Finally, the requirements of the program
are such that they compel senior officials to take & greater part in per-
sonnel management than they otherwise might. It was noted in examining

it, accepted its burpose and pursued its obJectives aggressively. Unfortu-
nately not all officials have supported the prograsm fully.

2. The fallure of the career pProgram to achieve its purpose ig
due in large part to deficiencies inherent in the Career Service structure
and, to a major degree, to the inebility of nany- senior officials to under-
stand and accept the bagic requirements of pareer develomment. As we have
found the Career Services are based on the Agency's organizational
structure which has the effect of creating separate career services for
each Agency component. This accentuates and serves to Perpetuate undesir-
able and harmful compartmentation which is not based on security needs.
There is very little commnication between services and no provislion hes
been made to facilitete esgential actions transcending the limits of the
immediate component. Furthermore, most of the services ettempt to deal
with all the unrelated cecupations found in their camponents such as sub-
stantive, operational, clerical, support, technical and managerial. Some
of these occupations are so harrow that career development is Practically
impossible. Employees in interchangeable occupations in other services

between services.

3. Under this 8ystem career development depends largely on the
initiative of the individusl. If he feels impelled to make & change, to
seek opportunity for edvencement, or to try his hand at a different branch
of service he must make it on his own end he gets little or no assistance
from his Career Service. Those officials who are willing to help frequently
find themselves emmeshed in administrative red tape to a point of complete
frustration. Other superviasors, unfortunately, are less enlightened and
more gelf-serving; they tend to regard such individusis ss disgruntled
(vhich may be true) or disloyal. Where this attitude exists the individual
employee may suffer a severe met back to his career if he has the tenerity
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to ask for the assistance of the mechanism established for the purpose of
cereer development. His only opportunity lies 1n his ability to negotiate

s reasslgnment on his own (and. this is done gquite freqpently) and then

gever connections with his former gerviee. The end result when successful

ig not & part of a planned calculated action intended to meet an Agency

need but only one believed by the individual to be in his own best interests.
There 18 & better than even chance thet the action will sctually be hernful
both to the individuel and the Agency.

k. TFinally, a major deficlency of the current progrem is that it
does not accept or concern itself with Intelligence as & profession or a
totel occupation but is limited only to its separate parts. Its baslc
concept implies that each office or eech separate function is a career 1in
itgelf and it does not recognize the need for developing the fully experi-
enced, broad guage, professional intelligence man the Agency so badly needs.

5. From this evsluation the conclusions we have reached are
these:

&. The present progren is inflexible and unresponsive to
the Agency's present and future needs. It does not meet the basle princi-
pal of career development; mobility and movement.

p. It fails to meet the needs of the employeesd; it does not
«offer broad opportunity for sdvencement, it frequently does not revard
the moet deserving or properly deal with those who "do not perform as
effective members of the Agency."

c. Tt is undistinguishable from the normal effective person-
nel mansgement the Agency has & right to expect from ite managers and
executives.

d. Tt is lacking in specific objectives and can only develop
more specialists but not fully experienced personnel to £ill the Agency's
key positions.

e. Perhaps most important it is lacking in authoritative
centralized direction.

6. In summary, the present career program could be abolished
without significent loss to the Agency or its employees. The same essential
needs of the Agency recognized and defined by the founders of this program
exlgt today unchenged and unfulfilled.
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‘Pages 22 - 23

I. Fundesmentsls of Career Development

1. As we have seen one reason for the faellure of the present
career program to achieve 1ts purpose is the lack of complete under-
standing and acceptance of the basic principles of career development.

' These are some of the points on which general sgreement must be reached:

&. Recognition of Intelligence as a profession. This
includes all functions of the intelligence process fram collection
through interpretation plus the covert action responsibilities of the
Agency end the integral support activities that are sn essentisl part
of intelllgence.

b. There is & distinction to be drawn between intelligence
careerists and non-careerist Agency employees. The latter will include
meny speclalists at all levels whose careers lie in other fields but
whose services are reguired by the Agency in the performance of its
mission.

*
+@. Career development lg & highly selective process which
will epsure cpportunity end prepsration for the most capable. It 1s not
& form of paternalism intended to lead 'all employees by the hand from
EOD to retirement nor is 1t a blanket guarantee of success without effort.

2. There must also be generel acceptance of these principles of
& cereer program:

The growth pattern of the employee under a career program is
characterized by mobility and movement. He 1s encouraged to move from one
ectivity to another to follow career opportunities, develop in his
selected fuhctional line of work and grow in his career field. BHe is
encouraged to be mobile in his earller years; in his genlor years he is
expected to stabilize in a senior managerisl position to provide the
organizetional continuity needed.

3. 'The apeeific objectives which must be reached in order to
pccomplish the purpose of a career progream &re:

a. To develop capable pecple to perform effectively at
senior levels

b. To induce well qualified young people to take up &
career in inmtelligence work _
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Pages 24 - 29

K. Meeting the Present leeds

1. The discussion that has taken place thus far has been con-
cerned primarily with meeting the needs of the future. At the present
time, however, we have an Agency fully stsffed with employees who have
not hed the henefits of a proper career program and for vhom scme pro-
vision must be made as & matter of priority.

2. Present employees &t all levels must be equipped to do
their present Jobs better and be prepared to assume greater responsibilities
more effectively. They can be divided generally into three groups; senlor
mansgerial and executive, GS-14 and sbove; intermediate, GS-12 end 13;
Junlor and treinee, GS8-T through 1l.

3. 'The genior group must be carefully evalusated to determine:

e. Those who sre inadequate for the positicn occupied and
have ne potentisal.

b. Those who are inadequate but have potential for imﬁfoved
performance through development. -

¢. Those who sre adequate for their pogitions and have
potential for growth through development.

4. Prompt but fair and equitable disposition should be made of
the flrst category.

5. Development opportunities for the second category are limited
and prohably should consist of sdjustment of assignment, internal or
external formal training, demotion if necessary.

6. The third category should have everything it needs including
personal rank assignments for essential work experience, formal training,
highest level staff work for capable line officers and any other develop-
mental action that will bring results wlthout regard for administrative
red tape. Due consideration must be given to the number of productive
yeers remsining to the individusal so that retirement does not overtake
him before develomment objectives are reached.

T. 'The intermediate group must be screened to identlfy those
having demonstrated capacity for developmert and given every opportunity
to acquire the training and experience they have been denied up to this
point and to seek the sszigmmentsa for which they are best qualified.
Those who have already reached thelr maximum level should be given what-
ever is necessary to meke them more effective in their present Jobs.

8. The junior group should slso be thoroughly screened to

identify those with the best potential for development and to eliminate
those who do not meusure up to professionsl atandards. Those who are
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retained should be directed to compleie their apprenticeship 1n prepara-
tion for the specialized field they will pursue through the intermediate
and senior stages. Elimination of the unfit must be accomplished at the
earliest possible time in the interests of both the individusl and the
Agency. The young men will adjust more readily to separation and will find
reatablishment easier. The longer an inadeguate employee remains on the
rolls the more difficult 1s the ultimate disposition.

L. Methods of Accomplishment

1. The objectives cgn be accomplished through a CIA Career Devel-
opment Board which would be responsible for directing the development pro-
gram. It should have s permanent Chairman appointed by the DCI and three
nembers, senior officers, one from each Deputy Directorate assigned on a
tour of duty basls. It would be & full-time activiiy for every member.
There would also be & secretariat with staff assistance provided by Office
of Personnel. The Bosrd would mske poliey in the fleld of caveer service;
edvise on standards of recrultment, training and performance; advise and
consent with respect to selection, training, assignments and promotions;
and, on a selective basis, monitor the careers of quaelified persons.

It would make use of the facilities of the present Career Service Boards
and Panels and the Office of Personnel and not duplicate servicea now
being effectively provided by support components.

2. The Board would function independently of the chair of com-
mand, report directly to the DCI and exercise his authority in the
implementation of 1ts recammendations. To function successfully it would
reqguire the wholehearted support of the Deputy Directors and Operating
Officlals; it must also be provided with certain instruments of persussion
to induce compliance with its actiona. The service designations of &ll
professional trainees ghould be with the Boerd until the apprenticeship
period (5 years) is completed. Thereafter the Board will monitor and guide
career development on a selective basis but be empowered to require training
or work experience as needed to insure proper completion of the develop-
ment process.

3. Once the Career Development Board has been established the
pregent Career Council, Supergrade Board, Selection Board sand Examining
Panels should be sbollshed. The CD Bosrd should determine eligibility for
membership In the Career Staff with the assisteauce of the Career Service
Boards and Panels. There should be & substantial reduction in the number
of such bomrds and panels probably evolving ultimately into major occupa-
tiomal groupings rather than organizational as at present.

M. Implementation

1. The asppointment of the Career Development Board should
take place Immedistely with the designation of & Chairman by the DCI
and s member each by the DD/P, DD/I and DD/S. The Chairman should
sppoint the Executive Secretary. The position of chelrman should be
filled by a very senlor officer who has had brosd experience in the
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Agency, a good grasp of the problems of effective manpower utilization
and s complete acceptance of the feasibllity and value of career
planning. The members of the Board also should be senlor officers

each with extensive experience in his own aree and a thorough knowledge
of its needs. Ideally they should have a sound understanding of Agency-
wide sctivities and problems as well.

5. The CD Board should be authorized by Agency regulstion to
meke policy in the ecareer service field; to advise the DCI in matters con-
cerned with career service; to give guidance and divection to the Heads
of Career Services in matters concerning career develomment; and to direct
the implementation of the career development program. Although the Board
pesically will be advisory in nature it must be given adequate authority
to accomplish the objectives of the progrem. Such euthority must be
derived from the DCI. The Board should have the full support of all
Operating Officials and it is anticipated that its determinations generally
will be scceptable to them. There may be occasions, however, when Operat-
ing Officlals lose sight of Agency interests in favor of their own and
when this occurs the Board must have the authoritative backing of the DCI.

» e - . . L) . - ° . . . .

4. Since the Board is yesponsible for developing persons to ther
fullest extent to meet the Agency's needs it must concern itself with all
employees regardless of grffe or level. This w11l include supergradesg as
well ag all other personnel. As il assumes its full responsiblliities for
policy meking and directlon of the career program the nced for existing
committees such &s the Career Council and Supergrade Board will diminish
and they can be eliminated. The proposed revision of the Career 3taff
process will eliminate the need for the Selection Board and Examining
Panels and the manpower savings should more than offset the cost of the
new peositions.

5, The CD Board should inaugurate two major progrems simlte-
neously; one directed et meeting present neede for & general Improvement
of performance at all levels through development and the other concerned
with establishing the long range program to meet the Agency's future nedds.
Both have been outlined in the preceding section of this report. The
former will focus on the intermedlate and senior levels of the Agency snd
provide for appropriate training and work experience for the most capaeble
employces in these categories. Much of this will have to be done on an
{pdividuel case basis with the exerclse of Judgment and care to achleve
meximum results with minimum disruption of current activities. This pro-
grom nust be pursued vigorously teking advantage of 211 the facilitles now
at hend. It must:not be permitted to bog down because of imvolved adminis~
trative procedures or be diverted from its ultimate goal for reesons of
expedience. It should be regtated at this point thet this will be a highly
gelective process and that no mass movement of people will occur. We
expect that the Bosrd's actlons will be accepted in good spirit and with
the knowledge that benefits will eccrue to the Operating Official as well
as to the Agency and the individual even though temporeary inconveniences
mey be encountered.
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Page 37

18. Recommendations. It is

Recommended that:

a. The DCI authorize the establishment of a CIA Career
Development Board; appoint & properly qualified senior officer
as 1ts permanent chelrman and three members, one each from
candidates nominsted by the DD/P, DD/I and DD/S; and, instruct
the Board to eatablish and direct a career program generally
conforming to the outline contained in the text of this report.

b. The DCI approve the disestablishment of the CIA Career
Council and the Supergrade Board and the tramsfer of their
essential responsibilities to the CIA Career Development Board.

¢. The DCI approve the disesteblishment of the Selectlon
Board and Examining Panels and the transfer of their respon-
sibilities to the appropriste Heads of Career Services.

d. The Deputy Directors isgue instruetions to thelr
Operating Officials to give full support to the Career
Davelopment Board and to make svailable to it records and other
data pertinent to its miasion.

e. The Chairman, CIA Career Development Boerd, move with
deliverate speed to formulate the plans and procedures neces-
sary to conduct the career program and at the earliest practical
time prepare and distribute to all employees & brochure explain-
ing in essential detall the purpose and objectives of the progream
and the methods of implementation.
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DISCUSSION AT CIA CARFER COUNCIL MEETING
[ Parephrased from Transcript /

4 May 1960

1. We intend to appoint in the relatively near future a Career Development Officer,
so that our interest in the Career Development Board 1s to accept the proposal with some
modifications: We would see this as a Board which made general Agency policy but wouldn't
actually handle individual cases of people or groups of people -- that, in our opinion,
is & function of command and should remain with the respective Deputy Directors. Career
policy coordination and matters of that sort would come before the Board but the actual
careers of individuals should be handled by the Deputy Director concerned through a
Career Development Officer he would appoint and who would be a member of such Board as
ig esteblished. But if we understand the IG's recommendation, the Board would be an
adJunct of the DCI's office and would acquire certain powers which we feel 1t should not

hawve.

2. The reaction of our senlor officers to the Career Development Board as recom-
mended by the Inspector General is unanimously negative. We feel that such a Board would
duplicate or usurp the responsibilities of the Director of Personnel and that to consti-
tute a Board with the authority to overrule the decisions of the Deputy Directors is not
feasible. We do think that a small group of people, possibly one person working for each
Deputy Director but under the chairmenship of the Director of Personnel and responsible
to the Director of Personnel, might serve a useful purpose in arranging more rotation or
better planned rotation and developing the careers of a small number of pecple who should
be moved acrossg Directorate lines. Otherwlse, we believe that Deputy Directors should
agsume primary responsibility for carecer development within their components and without
a Board with the powers that the one proposed would have.

3. The Council has agreed, then, to the need for s Board or device chalred by the
Director of Personnel whose principal concern would be career development policy and
arrangements for developmental exchanges of personnel among the major components of the

Agency.

L. The Career Development Board might also perform certain chores, particularly
thet of interviewing candidates for the senior service schools, for the Council, but
the CIA Caereer Council must be continued to settle major personnel policy questions. The
Jjob we propose to assign to the Career Development Board is a tremendous one and the
members of the Board and the people working with them have s great deal to do in learning
to know the people and the Jjobs in their Services. Career development needs the concen-
trated efforts of a few good men in each component. These men would get together once
they have sorted out the people in their Services and ldentified the "comers', the problem
cases, and so forth, for the purpose of moving such people across lines. But that is
rather the last job they get to and if this effort turns into an exercise of writing and

coordinating staff papers and sending them up to the Director, into & lot of "busy work",
we won't have career development as & result. The Director of Personnel should handle the

paper work and the coordination and present important questions and policy matlters to the
CIA Career Council.

5. There has been considerable confusion in the Agency Over the use of the terms
Career Service Program, the Career Services, the Career Staff, and so on. This Board
which we have been discussing should be called something other than the Career Development

Board.

ataiinteiinio
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COMMENT CONTATNED IN MEMORANDUM FOR DIRECTOR OF CENTRAL INTELLIGENCE
FROM DEPUTY DIRECTOR (SUPPORT) DATED 19 May 1960

... .My comments on the specific recommendstlons of the Inspector Genersal
are as follows:

b. Career Development Board:

I do not copcur in the reccumendetion to establish a Career Devel-
opment Board as propoged by the Inspector Gemeral. I do, however, recommend
the appointment by each Deputy Director of a Career Develomment Officer to
work with the Deputy Director in the furthering of the career development of
individuals within that component and to serve on a Personnel Development
Board chaired by the Director of Personnel. This Board would recommend
Agency career development policles and arrange, with the concurrence of the
Deputies concerned, for the movement of individuals froam one component to
another in the interest of career development.

FROM ATPACHMENT (TAB B) TO ABOVE MEMORANDUM, Swmmery of Deputy Director
(Support) Office Heads' Views

..A fourth common theme running yhrough the DD/S responses involved
regotion to the establishment of the recommended Career Development Board.
There was a fairly wide variety of modifications suggested in the reporis
and there were descriptions of ways in which the plan might be mede to work.
The consensus was, hovever, that although some central body was needed to
be responsible for career service matters in the Agency and slthough some
mechanism was required for facilitating lateral rotations and sppointments
between individual services, this entire problem needed further study.
Above all, it was felt a clarification was needed of the advisory vs.
command role such a body would have.
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MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : CIA Career Service

1. This memorendum is in response to your request that the Director
of Personpel inform you of the views and recommendations of the Deputy
Directors concerning Career Service. Specific recommendations are made

in paragraph b.

2. Tue Survey of Career Service prepared by the Inspector General
has been reviewed by the three Deputy Directors and has been discussed at
the Career Council. The Deputy Director (Intelligence), Deputy Director
(Support), and the Director of Personnel have sutmitted written statements
on this subject. In the original drafting of the Inspector General's re-
port, in developing these statements and in prepering for the Career Coun-
cil meeting a broad canvass of opinion has been made, with the result that
at nc time since the establishment of the Agency heve we been as well in-
formed as we are today concerning the problems and challenges that exist in
the area of Career Service administration.

3. The recommendations of the Career Council which are herewith sub-
mitted for your approvel are more conservative than those proposed by the
Inspector Genersl. There are several reasons for this. The Deputy Dir-
ectors and other Council meumbers, while agreeing that the Agency has thus
far failed to achieve & fully satisfectory solution to the problem of
career development, do not Yelieve that the extent of our failure is as
great as that described by the Inspector Geperal. Indeed, it 1g felt that
we cen take pride in the improvements that have been mede during the past
six years. The Deputy Director (Plans) and Deputy Director (Support) feel
strongly that Career Service administration should follow command lines
with only such modifications to this concept as have thus far been intro-
duced and tested. The Deputy Director (Intelligence) while being in sub-

' stantial agreement with their position would favor some degree of lessening
of command jurisdiction in the interest of career development. All three
Deputies are against establishing & Career Development Board independent of
and at & level higher than the Director of Personnel, and they oppose the
concept of occupational Career Services. Finally, vhile recognizing that it
may be possible and edvisable to atiempt to set apart and treat differently
e "hard core" Career Service at some time in the future, it was agreed that
this is not the time for such a move.
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SUBJECT: CIA Career Service

k., With specific reference to the recommendations of the Inspector
General the Career Council reached the followling conclusions and recom-
mendations:

a. The Cerger Council and the Supergrade Bosrd. The Career

Councll did not sgree that these bodies be discontinued but
proposed instead that they continue to perform the work presently
assigned to them. The traunsfer of their functions to an Agency
Career Developmnent Board is therefore not recommended.

b. Career Development Boerd. The Council did not agree to

the establisiment of this Board as proposed by the Inspector
General.. It does recommend the sppolntment by each Deputy of a
Career Development Officer, the exercise by this officer of
euthority granted to him by the Deputy in the furthering of the
career development of individuals within that component, the for-
mation under the cognizance of the Career Council of an Agency
hoard composed of the three Career Development Officers and
chaired by the Director of Personnel which will develop Agency
career development policies and arrange, with the concurrence
of the Deputies concerned, for the movement of individuals from
one major component to another in the interest of career devel-~
opment. It is understood that felling such concurrence the Dir-
ector of Personnel may eppeal the decision of one or more
Deputies to the Director of Central Intelligence.

¢. The Selection Board and the CIA Cereer Staff. The Council

concurred in the Inspector Generel's reccaumendetion that the
Selection Board and the Examining Panels be discontinued and that
selection of individuals into the Career Staff become the respon-
sibility of the Heeds of Career Services, The five-year service
requirement for membership in the Career Staff, as proposed by
the Inspector General, was not considered advisable. Instead,
there was agreemant (1) to retain a minimm three-year waiting
period, and (2) to establish a minimm age requirement of 25
years. :

d. Career Services. It was the consensus of the Council thet
the basic Cereer Service structure as it now exists should

be retained and that no attempt be made to convert to occupetional

gervices as proposed by the Inspector General.

e. Individual Career Flanning. The Council ac the In-
spector General's propo to reseind discontinue
- 2 -
e o ot
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SUBJECT: CIA Cereer Service

the Career Preference Cutline, and to substitute individualized
planning for those persons who may be expected to grow and
develop.

f. CIA Career Service Brochure. The Council agreed to the

proposal of the inspector Genersl to prepare and distridute
to all employees & brochure expleining the purpose and objectives
of the Career Service program and the methods of implementation,
it being understood thaet publication would be deferred until
efter the first major reduction in force is effected.

5. It is recammended that the conclusions and recommendations of the
Career Council be approved and that the Deputy Director (Support) be in-
structed to revise and publish regulations and other issuances implementing
them.

- Signed

Gordon M. Stewart
Director of Perscnonel

The recommendation in peragraph 5

is APPROVED
Signed 3 October 1560
Allen W. Dulles Date
Director
animtniaimiaifa
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DISCUSSION AT CIA CAREER COUNCIL MEETING
/[ Parsphresed from Transcript /

14 November 1960

1. Screening of nominees for external awards (Rockefeller Public
Service Awards, National Civil Service Awards, President's Award for Disting-
ulshed Civilien Service, ete.): It wes agreed that the Development Board
might screen such nominations before they were submitted to the Career
Council for review and recommendatlion to the Director of Central Intelligence.

2. The Director of Personnel then reported upon the as-yet-not acti-
vated Development Board. He pointed out that the Board had been approved as
a means to remedy an agreed upon deficlency in the Agency program for person-
nel development. And he polinted out that the Inspector General's recent
report on Training in CIA mskes major observations on Agency weaknesses in
the areas of mid-career and senlor officer development. It was noted that
the specific recommendations in the IG's report on Training appeared not to
recognize the imminent establishment of the Development Board and the fact
that training policies and programs are an essentisl and inseparasble part of
the Agency's personnel development program. The Director of Personnel then
made the general proposal that the Career Council assume responsibility for
the development of the total Agency personnel development program and that
the efforts of the Offices of Training and Personnel toward the single objec-
tive be melded by appropriate devices under the aegis of the Career Council.
More specifically, he proposed the establishment of two bodles, subordinate
to the Career Council and tentatively designated as the Personnel Development
Board snd the Training Development Board. The same individuals would serve ag
menbers of both groups and the Chairmen would be the Director of Personnel or
the Director of Training as appropriate to the matters to be discussed at any
particular meeting. The Council expressed interest in this proposal and re-
quested that 1t be more clearly defined in a peper to be circulated for their
further conslderation. It was agreed to defer activation of the Development

Board until this proposal had been further considered.

EYnEp—
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DISCUSSION AT CIA CAREER COUNCIL MEETING
[ Extracted from Notes of Meeting /

25 May 1961

The Council sgreed that the Personnel Development Board should

be activated immedimtely. The members are: The Director of

Training, the Director of Personnel, | NGGIGIG@dgGgEEE v1), 25X1A9a
25x1A% |GGG (oo:), -~ B (o). At 25X1A9a

its initial meeting, the Board will review and revise the present

draft regulation to define its objectives and charter.

annlp———
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Extraects From

Inspector General's Survey of the CIA Training Program

Pages 5-6

Paras. 3 & &4 (Concerning training and career development)

3. Taken as & whole, CIA training does not yet reach extensively
por systematicelly into the area of advanced training of career employees.
To an {mportant degree training is a derivative of organizational policy in
the broad fleld of personnel management and since the Agency has not yet
reached a consensus on the place of such tools as job standards, rotation,
competitive evaluation, mid-career training, senior executive training and
sabbaticals, there is no obvious and self-evident career training pattern
instilled in the minds of either the Agency's staff employees or its menagers.

L. The absence of a general conviction on the place of training
in career development is also explained by the fact that the first generation
of intelligence officers acquired their skills and know-how on the job and
with minimum exposure to formal training. Their integration into a training
system has been and 1s apt to remain on a catch-as-catch-can basis pending
the evolution of the stronger personnel management tools referred to above.

R
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Page 20

Para. 7 (Concerning executive training)

T. There is evidence enocugh of deficlent management practice
in the Agency, even though the Agency's over-all performance has undoubt-
edly improved with ilncreesing maturity. There would of course continue
to be cases of deficient practice were all managers formally trained in
menagement techniques and policy. The Agency, however, has yet to take a
firm position on the need for such training in prepering its executive
personnel to exercise their responsibilities. The experience of the
Department of State suggests what may lie ahead for CIA on its present
course. Only in 1956 and under strongest pressure did the Department
finally lsunch a plan for mid-career training for itse Foreign Service Offi-~
cers of ranks 3, 4 and 5, to run twelve weeks and to include two weeks

devoted to case studies in executive management .

afupegum—_———
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Pages 36-38

Para. Clg. Present State of the Training Curriculum

(1) The content and balance of the curriculum now offered at
_ and at heesdquarters reflects the current situstion in training
doctrine. There is marked instability in content, scheduling, and enroll-
ment.

(2) Various opersting offices have experimented with permissive
Job stendards outlining minimum formal training Judged desirable for various
basic categories of esslgnments. Thus far, however, these have had relatively
limited effect in determining who receives what training preparatory to a
given assignment.

(3) I :cre the enrollment of JOT's for basic training
is controlled, curriculum problems include: (a) insufficlent time to fit
tradecraft and more specimlized operations training into a crowded schedule,
and (b) concern that the benefits of training will be lost before the indi-
vidual has opportunity tc apply them in practice, or that the content is
meaningless until he gains operating experience. Many operating officials
express the opinion that the | cvrriculum still does not train in
investigative technique to the degree of proficiency that
should be required of any case officer. The students themselves testify
that tredecraft training in (I

for example, 1s substantially lost over the intervening two years before
overseas asslgnment.

(4) The junior officer graduating [N t=ccs o sizeable
and growing list of advanced training courses as well as the formidable
demands of language and area training limited only by the specialization
dictated by his first assigument. At the present time JOT's, both in appren-
tice status and permanently assigned to cperating offices, comprise less than
10 per cent of the total DD/P professional personnel for whom the edvanced
operations courses have been designed. Yet given both JOT and non-JOT sources
of possible demand for training these courses have not drawn and are not
drawing sufficient enrollments to sustain themselves. The typical pattern
for any new course has been a mildly coerced adequate enrcllment for the first
presentation, then a steady decline with intermittent cancellations when
student numbers have been too small to promise reasonable classroom discussion
or to Justify tying up training instructors and facilities. OTR officials
cited eight situations of this kind in a memorandum on the subject in December
1958. The Chief Imstructor for Headquarters Operations Training reported in
May of this year that there had been no improvement in the intervening

elghteen months.

el gup——
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Pages 36-38, Para. Clg. (Continued)

(5) The explanation of DD/P line officers concerning low en-
rollments are varied. Considerable scepticism is expressed about training
for training's sake. The present generation of executives has hed mipimum
formal training and belleves firmly in learning on-the-Jjob under exper-
jenced senior officers. Many belleve that the training of their subordin-
ates is now reaching the saturation point and that small enrollments are
jnevitable. Operational priorities and current ceilings on manpower cause
many branch chiefs to insist that they cannot release individuals for
graining without increase in T/0 for that purpose. There is some opiniom,
but no consensus, that sanctions will be required, such as those now belng
experimented with in the Forelgn Service, to solve the enrollment problem.
These mey include s more powerful centrel personnel management to oversee
personnel assignment decisions, the development and enforcement of job
standards, and a policy that makes promotion contingent on satisfaction of

training requirements.

(6) The problem derives in part from faulty communication between
the authorities concerned. The line command will not acquire indoctrination
in the values of formal training without more awareness of trainlng programs
and policies. Confidence in the curriculum and resgonable enrollments will
not appear overnight and certainly cannot be achieved by decree. OTR has

25X1A6a briefed parties of 1ine commanders on | sctivities in the past but

the comtacts have been too brief and intermittent. In spite of all of the
hazards of bureaucratic procedure, OTR should experiment with the concept of
Boards of Overseers composed of genior grade officers from the Directorates
rotated to the assignment for relatively brief periods of three to six months,
who will meet regularly with the training management and faculty for detailed
briefings and project investigation of current problems. The problem is one
of lemdership end it rests with the Director of Training end the Deputy

Directors of the Agency.

* * * * * *

Page Lo

(e) DTR experiment with the concept of a board of overseers
composed of senior grade professional officers &s a meang to improved com-
munication with and indoctrination of consumers, and to promote the develop~-
ment of more effective policies on curriculum and enrollment .

liniinmip—
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Pages 86-87

Para. F3d. Placement of JOT's

(1) The JOTP exercises substantial freedom in the assessment and
allocation of JOT's to specialized training and in their placement in cperating
offices for on-the-job training. Part of the explanation lies with the Agency,
part with the JOT's themselves.

(2) Few if any Agency components have successfully projected man-
power requirements several years into the future, elther in terms of numbers or
special qualifications. Any Projected division requirement for a given number
of officers with specific language, area, or other competence may have doubled
or evaporated three years hence depending on & host of possible developments.

In consequence, operating offices have been forced to limlt their specifications
to the general qualifications of character, educational berformence, linguistic
aptitude end personality. The JOTP has enployed educational and psychologicsl
screening as alds to JOT selection but in the lsst analysis has relled on its
collective Jjudgment based on long experience.

(3) The Program has also shown considerable tolerance toward the
preferences of the individual JOT, both at time of gelection for specialized,
e.g., cage officer, training and later in the selection of & Jjob assignment.
Some men with excellent qualifications for the DD/I and DD/S can regularly be
expected to find the DD/P more attractive. Thus it 18 not certain at this stage
that the new DD/I and DD/S quotes can be filled. There ie sn understandable
grevitational pull to the DD/P career but in addition there is a subtle in-
structor and student climate that rates selection to the DD/P as success and
allocation to the other Directorates as "second rank" performance. In some in-
stances this climate 1s generated even in the recruitment stage. The JOTP, OTR
and the Office of Personnel must combat these prejudices with vigor if they are
to cater successfully to the basic needs of the DD/I and DD/s.

(4) The JOTP and the Directorates are overly isolated from each other
and communication on Junior officer training policies at the intermediate command
levels is clearly deficient. One answer, as with recruitment, is to rotate line
officers to serve on JOTP panels that make basic decisions so that their advice
on placemgnt policy will be assured. The JOTP will acquire a convincing base for
its Judgments and the line officials will return to their regular duties with in-
creased awareness of training and personnel development policles.

* * * * * * ¥*

Page 92

(b) The DIR esteblish a JOT Selection Panel composed of line officer
representation from the three Deputy Directorates together with appropriate rep-
resentation from the Office of Personnel and Training. The Chief, JOTP, should

chair the panel.

(d) The DIR arfange for the participation on a rotetional basis of
line officer representation from the three Deputy Directorates in JOTP placement

panels.
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Page 136
Para. 4 (Concerning need to relate training to career planning)

4, A third major weskness 1ls the fallure to closely relate
training to career planning and menagement. The absence of long range
career planning was observed in the IG's study of the Agency's Cereer
Service Progrem and the knowledge geined in the course of this study
serves to underscore the need for such planning. Without 1t a sound

training program cannot be developed. Tralning ie costly and the Agency

can afford the investment only if it can be assured of an adequate
return.

ciniagapupup—
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Pages 147-149

Pera. D. Mid-career Tralning

1. The need for some form of training at the middle career level
ig acknowledged by trainers and consumers alike but there ig little agree-
ment on the nature, extent or even timing of such a course. Mid-cereer
training generally throughout government and industry is accepted as & part
of an overall program of the proper preparation of people to perform effect-
ively in their assigned functions. The Foreign Service Institute, for
example, offers a course for Foreign Service Officers at the FSO 3, L, and
5 levels which is designed to "encourage the development of a broad and
integrated professional philosophy that will ensble the officer to function
with & more acute awareness and a deeper understanding of the essential
character and role of his profession." (It should be noted that the 12 week
course includes two weeks devoted to executive management.) While this
purpose may not be completely appropriate to the Agency, 1t doeg conkain
some of the essential characteristics epplicable to any program of tralning

st mid-careexr.

2. Before advancing suggestions for the purpoege and nature of
such training a defipition of mid-career should be agreed upon. The middle
point of a man's cereer will, of course, Vary with the individual and will
be influenced by circumstances both fevorable and unfavorable. An age and
grade projection of what may be considered an average career would take this

form:

GS Grade 9 11 12 13 14 15
Age 25 30 35 %o k5 50

In actual practice intervals between promotions in the lower grades may be
shorter and longer in the upper grades. While this projection admittedly
ig rather arbitrary, it seems rensonable to assume that the young man of

25 entering the service should aspire to grade GS-15 by the time he reaches
50 years of age. If he does not hls chances of attaining that grade there-
after diminish rapidly. We reslize that 25 years of service is not regarded
by many as & full 1ifetime career end thet GS-15 is not the full limit of
grade levels aveilable. The projection may be extended through cs-18 and
age 65 without materially altering the relationship of age end grade. The
pumber of supergrade positions always will be 1imited and since we are
seeking something having spplication to the majority of officers we belleve
it more practlcal to uee the projection shown above.

3. The middle point 1n grade falls between GS-12 and 13, in age
petween 35 and 4o, and in length of service petween 10 and 15 years. This
polnt appears to be most appropriste for & number of reasons. AL the GS-13

lmimi——
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Pages 147-149, Para. D. (Continued)

level an officer usually is expected to assume major supervisory responsi-
bilities for which he should be thoroughly prepared. One of the deficilencies
noted in the current training effort 1s the insdequacy of proper preparation
of employees assigned manageriasl responsibilities. Grade GS-13 also is in
many areas of the Agency a crucial point; it is a "break-through" level
which distinguishes between Journeymen and senior officerg. It is in effect
the gateway to more senlor positions and one of the more difficult to
penetrate.

L. The age bracket of 35 to 40 also is very significant. It is
the stage at which the individual becomes more mature, he is more aware of
the full extent of his responsibilities both at work and at home and his
concern with his fubture is greatly sharpened. It is no coincidence that the
average age of professional officers in grade G5-12 and over who leave the
Agency for some other occupation is 39.4. It is frequently s turning point
in & man's 1life.

5. In terms of years of service this middle poilnt is most appro-
priate also. The officer has served his apprenticeship and st least seven
to twelve productive years in his specielty. He probably knows all there is
to know about his job but has had little opportunity to participate in or
learn sbout other activities. The danger of atrophy is grestest at this

polnt.

6. A mid-career training program designed with these factors in
wmind should have as its purpose: (a) to prepare officers to assume broader
responsibilities particularly in the field of command; (b) to refresh and
rekindle thelr motivetion in the interest of the government and the intelli-
gence service, and (c) to broaden their ocutlook of the Agency's mission
through a better understanding of the interrelationships of 1ts many parts.

7. We anticipate some initlal difficulties in the development and
scheduling of a mid-career program but as employees' promotion and growth
rate stabilizes there should be a falrly uniform progression of officers
through this mid-career stage which will provide standard, almost routine
attendance for a regularly scheduled course. The seminar form of epproximately
12 weeks is favored by most and would appear to be appropriate to the purpose.

It is recommended that:

The DCI suthorize snd direct the establishment of a mid-cereer
training course for officers at the GS-12 and -13 level in order to prepare
them for broader responsibilities particularly in the field of command, to
refresh thelr motivation in the intelligence service and to broaden their
understanding of the interrelationship of Agency functions.

it E— -
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Pages 150-154

Pera. E. Senlor Officer Training

1. One of the reedily identifisble problem areas in the Agency
todey is the pronounced shortege of senior level officers thoroughly exper-
jenced in all aspects of the intelligence profession capable of understanding
and effectively dealing with complex Agency-wide and inter-agency problems.
The Agency finds itself in this circumstance partly through its historical
evolution in which some components descended in unbroken line from World War
II orgenizations; part.y because the orgenizational structure has fostered
the growth of three seml -autonomous sub-divisions; partly becsuse a sound
security concept of compartmentation has been permitted to develop into a
policy espproaching "gpartheid"; and partly because the pressure of operational
and functional demands placed on the Agency since its ilnception have compelled
the direction of 1ts great energy to the rapid development of people to do
specific jobs well and defer to some later date the development of people who
can do all jobs well. There also enters here some element of the prodigal
use of taelent because 1t is plentiful, the substitution of numbers of people
to meke up for lack of proad individual competence and the resorting to
group Judgments in place of executive skill.

2., Preparing individuals to assume and effectively discharge the
responsibilities of senior management is more & problem of development than
formalized training although the latter has a definite place in the scheme
of things. As we pointed out in the Inspector Genersal's report on the Career
Service Progrem, the sbsence of an organized method of career development has
seriously hampered the proper preparation of of ficers for key positions and
some sound long range planning must be instituted to meet this need. We
still are hopeful that such en effort will be successful in the near future.
For the present, however, there is an immediate need to do everything pos-
gible to improve the effectiveness of today's staff of gsenior officers and
thoge to be selected in the next few years to come. For thils purpose vwe
suggest a senior officer training program.

3. The objective of a genlor officer program way be briefly
stated in these terms: to develop more officers capable of formulating and
evaluating comprehensively policy concerned with intelligence in the U. B.
Government. Thils objective 1s sufficiently broad to encompass all agpects
of the intelligence profession, the internal menegement of Agency affairs
and the interrelationships of the Agency with the intelligence community and
the policy making elements of the govermment.

L. The level st which this programn ig aimed should not be lower
than GS-15 slthough & case can be made to include gelected individuals at
the 0S-14 level. It should be regarded 88 the preparatory phase for officers
entering the final stages of thelr careers with the Agency and therefore
provide & rounding out of thelr earlier experiences and tralning.

R —
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Pages 150-154, Para. E. (Continued)

5. The greatest benefit of this program is to be derived from
the interchange of opinions and ideas through the exploration of the entire
spectrum of Agency and commuity problems. For this purpose & combination
of seminars and case studles with a minimum of ordentational lecturing
would be the most productive. A mixed enrollment of DD/P, DD/I, and DD/B
officers could profit by exposure to each other's problems. A budget officer,
for example, might meke a solid contribution to & discussion of counter-
intelligence operations, & case officer might speak with conviction on in-
formatlon storage and retrieveal, and an analyst may offer valuable ideas on
logistical matters. Executive management should be stressed at this level
but no subject, operational or administretive, should be neglected.

6. A senior officer program to be most effective must be allotted
& perlod of time adequate to the full development of its objective. A
similar progrem, ﬁhough on & somewhat brosder scale, conducted by the Forelgn
Service Institute runs for nine months. We do not contemplate s0 exteusive a
program to meet Agency needs at the present time. As the program evolves in
the future it may be found desirable to invite attendance by senlor officers
of other intelligence agencies in which event & longer course might be Jjusti-
fied. For the initial effort at lesst and until experience can be gained we
believe a course of about four months would be most effective.

7. In magnitude, taking into account the problems of administra-
tion and technical methods of handling such & progrem, it is suggested that
enrollment be limited to not more then 40 officers at one time. The program
should be conducted at least twice annually although 1t ig believed possible
to run two courses concurrently i1f necessary. A reasonable goal would appear
to be the participation of 80 to 100 officers each year.®

8. The question of location must also be considered. Ideally,
from the academic point of vliew, an atmosphere relsxed and free from the
tensions of normal Agency activities would provide the best surroundings for
undisturbed concentration and thought. This would polint _ as the
most appropriate site but practical considerations seem to lmpose insurmount-
able obstacles. Separation from family for an extended period of time, while

¥Nobte: AL the present rate of promotion about 50 officers will enter the
G8-15 level each year. It is anticipated that promotions will stebilize at
this rate for the foreseeable future. This will permit ultimately scheduling
the senlor officer program gemisnnually with an attendance of sbout 25 at
each sesslon. For the first few yeers, however, the effort must be made to
accommodate a large part of the preseunt staff as well as the newly elevated

officers.

e
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tolerated by the JOT, would be strongly resented by the senior officers.

Unlike the military services Agency facilities I io not provide 25X1A6a
for students’' dependents and it would be economically unfeasible for the .

Agency to pay for off-base quarters even if the local market could meet

the demend. It appears therefore that there is no alternative at present

to conducting the program at headquarters with the attendant disadvantages

of proximity et home offices and the ever present danger of interruptions

and distraction by continuing contacts with working colleagues and

aasaciates.

g. The succesg of the program can be assured only by highest
level direction and proper planning. Officers who are to participate must
be released from regular duties for the full duration of the course and re-
quired replacements arranged for well in advance s0 that their functions can
be carried on in their sbsence. It is our opinion that all officers should
be required to participate upon reaching the GS-15 level but if this proves
to be impractical, at least for the present, then selection should be based
on merit, accomplishment and potential. Appointment should be regarded as
a reward for achievement and an acknowledgement of superior ability opening

the wey to the highest levels of executive management.

10. Other than the salaries of the partilcipants no extraordinary
cost is contemplated for this progrem. It should be administered by the DIR
who will be expected to provide supporting services. In the Initisl formu-
lation of the program the services of technical experts will be needed but
instructors as such can be dispensed with., Seminar and discusslon leaders
can be drawn from the Agency at large or, better still, from among the par-
ticipating officers themselves. None of the customary testing and evaluation
practices are called for. It may be desirable to enlist and pay for some
expert outside talent %o handle such subjects as advanced management but the
cost for such services would be modest when compared with the cost of full-

time instructors.

11. On a number of occasions in the past suggestions have been
made to establish an Intelligence Btaff College along the lines of similar
military institutions. Somé such proposals have been reviewed in the process
of this study and much thought has been given the matter. There is much to
be said in favor of some form of staff college for intelligence officers but
it is believed that the Agency 1s not yet ready for such an undertaking. A
senior officers' program as outlined herein may well leed to the ultimate
establishment of a broader and higher level school but to meet the Agency's
most urgent need this program should be developed without delsy.

It is recommended that:

The DCI authorize and direct
to develop more officers capable o
policy concerned with intelligence in the U. S. Gover

keeping with the outline degcribed above. -
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COMMENT CONTAINED IN MEMORANDUM FOR DEPUTY DIRECTOR (SUPPORT)
FROM DIRECTOR OF PERSONNEL DATED 2k October 1960

6. The major conclusion that I derive from the survey 1is that there
ig a need for a mechenism which on a continuing basis will unify at a
gufficiently high command level all officials who do or should have the
knowledge to bring into balance the operational, personnel, and training
programs of the Agency. I support this conclusion by referring to the
recormendations made in the report. Analysis quickly reveals that almost
every recommendation requires that officers concerned with Operations,
Training, end Personnel enter into joint study of a problem or an alleged
deficiency. The hope and expectation expressed 1s that there will be
objective consideration of Ageuncy needs, a reconciliation of conflicting
views, and above all unanimity of determination among autonomous components
to carry out a determined course of action. I conclude that the most
important single actlon necessary to the melding of Agency operational,
personnel, and training programs is the establishment of such a primary
mechanism just below the level of the DCI. I further submit that the CIA
Career Councll (under another title if desired) 1s the type of mechanism
that can bring about concerted planning and reconeiliation of conflicting
views and can alsc inject through existing command lines the executive in-
structions that translate theoretical policy into practice. In urging
that the CIA Career Council be used as the Agency mechanism to cope with
the many facets of the training program, I call attention to the basic
interrelationships of the personnel and training programs.

7. As a result of a recent survey by the IG on Career Service in
CIA, & recommendation was made to establish an Agency level Personnel
Development Board. The CIA Career Council recommended to the DCI that such
a Board be established under the aegls of the Council. This Board would
presumably concern i{tself with the problems, policies, and programs involved
in the development of CIA persomnnel to meet personnel requirements at all
levels of management but especially at the middle and senior levels. This

specific recommendation was approved by the DCI.

8. We are now conslidering the IG's report on training in CIA. Among
the specific recommendations are two which urge programs of middle career
and senior officer training. It is obvious that when we speak of middle
career and senior officer training and of personnel development we actuslly
concern ourselves with but & single concept. I have concluded, therefore,

that the preferred solution to the provlem of developing & training program

that is in balance with the operational and personnel menagement programs
m in the area of consid-

of the Agency 1ls to incorporate the training progra
eration of the CIA Career Council. The exact organization 1s pot important.

e
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Comment Contained in Memo for ID/S from D/Pers datd 24 Qot 1960 (Continued)

I would suggest, however, that the Career Council be preserved in name and
that two subsidiary boards be established under its supervision as follows:

a. A Personnel Development Board to concern itself with the
development of policies, brograms, and the mechanics of a system for
bersonnel development.

b. A Training Program Development Board to concern itself with
the development of policies, brograms, and the mechanics of operating
and controlling the total Agency training progrem.

Functional representstion on the Beards would be essentinlly the same as
that of the Career Council. The Boards themselves, or at their discretion
responsible functional offices, or ad hoc task forces, or even gtanding
subsidiary committees, would study problem areas and develop and recommend
policies and progrems. Progress reports, policy impasases, and ultimately
specific proposals would be submitted to the Career Council for unanimous
approval, modification, or redirection. As appropriate, specific programs
or mejor policy determinations would be referred to the DCI for decision.

efuingnim——
Approved For Release 2000/08/16 : CIA-RDP80-01826R000300060004-3



Approveﬁor. Release 2000/08/16 : CIA-R'80-01826R000300060004-3

Approved For Release 2000/08/16 : CIA-RDP8



) Approved For Release 2000/08/16 : CIA-RDP80-01826R000300060004-3
L4 -’

ACTION ON IG'S RECOMMENDATIONS: MEMORANDUM FROM DEPUTY DIRECTOR (SUPPORT)
TO DEPUTY DIRECTOR OF CENTRAL INTELLIGENCE

ACTION ON IG'S RECOMMENDATIONS
Memorandum for Deputy Director of Central Intelligence from Deputy
Director (Support) dated 30 November 1960
Memorandum for Deputy Directors (Support), (Plans), (Intelligence),
and the Inspector General from Deputy Director of Central Intelligence
dated 25 March 1961

Recommendation: Tab 6 (DD/S Memo), page 4O of Report

DTR experiment with the concept of a board of overseers of senior grade pro-
fessional officers as & means of improved communication with and indoctrination
of consumers, and to promote the development of more effective policies on
curriculum and development.

DD(S Comment

While the Director of Training and I both are willing to experiment with the
concept of a board of overseers, we are not convinced that such a board is
necessary. We shall be interested in learning the views of the DD/P and DD/I.

I believe, of course, that training policles and programs form an essential
and inseparable part of the Agency personnel development program, including
mid-career and senlor officer development. The Director of Personnel has
recently proposed that the Career Councll be responsible for the total Agency
personnel development program, and that the efforts of the Office of Training
and the Office of Personnel toward the single objective be united under the
aegis of the Career Council. Because the forthcoming Career Development Board
may be a mechenism by which the Career Council ensures that training policles
and programe are incorporated in the total development program, the Council has
deferred activetion of the Board as it was originally concelved. The Director
of Training and the Director of Personnel believe that their programs can be
effectively integrated and implemented through the functioning of the Career
Development Board. They agree, for example, to alternate the chalrmanship of
the Board between them in sccordance with the nature of the matters before the
Board. This type of arrangement to blend the efforts of these two support
offices under the aegls of the Career Council is, in my opinion, an example of
realistic planning for Agency use of the Director of Training and his resources.

DDCI Action

Approved with action to DTR in close cooperation with UDP and DDI
with due consideration to the ties between the board of overseers and

the forthcoming Career Development Board.

aniniafninig—
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Recommendation: Tab 20 (DD/S Memo), page 92 of Report

The DTR establish a JOT Selection Panel composed of line officer
representation from the three Deputy Directorates together with appro-
priste representation from the Office of Personnel and Training. The
Chief, JOTP, should chair the panel.

DD/8 Corment

I agree with the principle that the Deputy Directorates, through repre-
sentation, should pley a role in the selectlon of JOT's. I do not,
however, believe that it 1s necessary to establish another, separate,
JOT Selection Panel for this purpose. Rather, I would strongly prefer
to have thoughtfully selected, experienced representatives of the DD/P,
DD/I and DD/S serve rotational tours of duty as training officers on

the JOTP staff. Here, as I have set forth in my introductory remarks,
these officers can most effectively participate in the JOT selection and
placement processes.

DDCI Action

Approved.

Recommendation: Teb 22 (DD/S Memo), page 92 of Report

The DTR arrange for the participation on a rotational basis of line
of ficer representation from the three Deputy Directorates in JOTP

placement panels,

DD/S Comment

Concur, but I believe that this can be accomplished most effectively and
efficiently by Deputy Directorate representation on the JOTP Steff, on
a rotational assignment basis, as proposed in Tab 20.

DDCI Action

Approved.

Seuliminigi~T
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Recommendation: Tab 34 (DD/S Memo), page 149 of Report

DD/S

The DCI suthorize and direct the establishment of a mid-career trainlng
course for officers at the GS5-12 and -13 level in order to prepare them
for broader responsibilities particularly in the field of command, to
refresh their motivation in the intelligence service and to broaden
their understanding of the interrelationship of Agency functions.

Conment

Concur. OTR has done some preliminary research and planning for such
a course at this level, such as management and overseas effectiveness
training. The Director of Training has been reluctant to push a mid-
career course, however, while treining is still approached on &

permissive basis.

The majority of Office and Staff heads of DD/S have signified their
agreement with the need snd utility of a mid-career course as envisioned
by the IG. If the other Deputy Directorates show s similar interest,
and if this course shall be attended on a “planned" basis, I shall
request OTR to move ahead with their planning.

* * * * %* *

Nevertheless, I agree that Agency doctrine and problems of command,
mansgement, personnel administration, and supervision should be given
due weight in the proposed mid-career course.

DDCI Action

Aggroved.

g -
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CONEDEM A

Recommendation: Tab 35 (ID/S Memo), page 154 of Report

The DCI authorize and direct that a senlor officer program be established
to develop more officers capable of formulating and evaluating com-
prehensively pollicy concerned with intelligence in the U. S. Government
generelly in keeping with the outline described in the IG survey.

DD{S Comment

I concur that the Agency will benefit from a senior officer training
rogram, but I believe that we must give this recommendation careful
and deliberate study. I am not at all sure that we should try to set
up & "CIA Senior Officer Course" comparsble to that offered at the
National War College, for example. First of all, such an undertaking
cannot help but be very expensive to administer and to operate, and OTR
advises that it does not now have the staff or the facilities for such

a course.

I feel that we can do more in this area, snd am confident that there
can be worked out s comprehensive program which will meet the general
needs of senilor executives as well as the peculiar needs of our
senior professionel specialists.

DDCI Action

Approved with the modification that a senior officer program
shall be drafted and submitted for approval rather than
egtablished at this time.

Solmerer=T
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