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OF ACTION YTEM FROM 1098 BEPORT (N TRATRING

C
Rocommandation No, 6 (Page L0 of Poport) ONFi D 2!\

Aotion sssigned tes Ix0/Pers QP _vork Project Ho, 2363

Hecmgda%-~ ont ITR expariment with the concept of & board of overseers of
genlor grade professional officers as a means of improved commindoation with
and indoctraintion of consumers, and te promote the develorment of more effege
tiva pollcies on curricuium and dewlopment,

/8 C}mn 1 While the Tiregtor of Tralning and I both are willing to experi-~
mant the oonospi of a board of overseers, we are not convinced that such

a board ia necessary., Ye shall be interested in learning the views of the
ﬂ']/? and ;)r)/:{.

I believe, of course, thet training policies and programs form an essential
gnd inseparable part of the Agency persorngl development program, including mide
oareer and senior officer development. The Ddrector ¢f Personnel hae recently
proposed that the Career Council be respongible for the totel Apsney personnel
development program, snd that the &forts of the Office of Traiuing end the Office
of Personnel toward the single objsctive be unliad under the gegls of the Jareer
Council, Becanse the foythcoming Csrwer Nevelopment Board may be a mechaniesm
hy which the Czrser Council ensures that training polleies and programs are
incorpoerated in the totel developmant progremg the Councll has deferred activoe
tion of the Bosrd as 1t was orlginelly conceived, The Ulrector of Treining and
the Director of Personnel believe that their progress can bs effectiwely inte-
grated and implemented through the functioning of the Career Dewlopment Board,
They agree; for example, to alternate the chairmanship of the Board between
them in accordance with the neture of the matters before the Board, Thie type
of gsrrangemsnt to Lland the efforts of these two support offices under the
aegis of the Jarear Councdl s, in ny opinion, an exsrple of realistic plaming
Por Agency uss of the Director of Training end his resources,

NOCE Action: Approved with sction to DIR in close cooperation with TDP and
I with due conslderstion to the ties hetween the
board of overseers and the forthcoming Career Develop=

25X1A ment Board,

hnet Mre Sheldon, to serve as an experimental

’ TR enrrieulum and am*ommnﬁ p;wlicies. R to sugpest
a modus ammndi for hesix' amratmn a8 a b a%ar 3
anmal or semieannusl report and briefing

HOTZt OFR proposes to incorporste this item for sction purposes with
Hecommendations Ho, 20 and 22 which follow,)
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vho was unaware of the existence of the collection. Since completion of =

e

future, its. Curator

te on the deve ent of an

|and effective

ential usefuln of the parent collection

-

g. Present State of the Training Curriculum

(1) The content and balence of the curriculum now offered

|at hesdquarters reflects the current situation in training

doctrine, There is marked instability in content, scheduling, and enrollment,
(2) Various operating offices have experimented with permissiv

Job standards outlining minimum formal training judged desirable for various bas

categories of assignments. Thus far, however, these have had relatively limited

effect in determining who receives what training preparatory to a given assignme

(3) | where the enrollment of JOT's for basic

training is controlled, curriculum problems include: (a) insufficient time to
fit tradecraft and more specialized operations traihing into a crowded schedule,
and (b) concern that the benefits of training will be lost before the individual
has opportunity to apply them in practice, or that the content i: meaningless

until he gains cperating experience. Many operating officials express the

opinion that the curriculum still does not train in investigative

technique and interrogation to the degree of proficiency that should be required

of any case officer. The students themselves testify that tradecraft training

in secret writing, for example, is sube-

stantially lost over the intervening two years before overseas assignment.
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(4) The Junior office gradusting faces a sizeable

and growing list of advanced training courses as wall as the formidable demands
of language and area training }1m1ted only by the specislization dictated by his
first essignment. At the present time JOT's, both in appremtice status and
perﬁanently assigned to operating offices, comprise less than 10 per cent of

the total DD/P professional personnel for whom the ;dvanced operations courses
have been designed. Yetlgiven both JOT and non=JOT sources of possible demand
for trainiﬁg these courses have not drawn and are not drawing sufficlent eﬁroll-
ments to sustain themselves. The typical pattern for any new course has been &
nildly coerced adequate enrollment for the first presentation, then a steady
decline with intermittent cancellations when student numbers have been too small
to promise reasonable classroam discussion or to justify tying up training
instructors and facilities. OTR officilals cited eight situations of this kind in
a memorandum on thé subject in December 1958. The Chief Instructor for Head-
quarters Operations Training reported in May of this year that there had been no
improvement in the intervening eighteen months.

(5) The explanations of DD/P line officers concerning low
enrollmehts are varied. Considerable scepticism is expressed about training for
trainiﬁg's sake, The present generation of executives has had minimum formal
training and believeé firmly in learning on-~the-job under experienced senior
afficers. Many believe that the training of their subordinates is now reacmng
the saturation point and that small enrollments are inevitavtle. Operational
priorities and current ceilings on manpower cause many branch chiefs to insist
that they cannot release individuals for training without increase in T/0 for

that purpose. There is some opinion, but no consensus, that sanctions will be
- 37 =
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required, such as those now being exﬁerimented with in the Foreign Service, to
solve the enrollment problem. These may include & more powerful central personnd
management to oversee.ggrsonnel assignment decisions, the development and enforce-~
ment of job standards, and & policy that makes promotion contingent on satis-
faction of training requirements. )

(6) The problem derives in part from faulty communication f\\\
betﬁeen the muthorities concerned. The line command will not acquire indoctrina~
tion in the values of formal training without more awareness of training programs
and policies. Confidence in the curriculum end reasonable enrollments will not
appéar overnight and certainly cannot be achieved by decree. OTR has briefed
parties of line commanders on|  [activities in the past but the contacts
have been too brief and intermittent. In spite of all of the hazards of buresu-
cratic procedure, OTR should experiment with the concept of Boards of Overseers
composed of senior 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 mansgement and faculty for detailed briefings and project investigaﬁit
of current problems. The problem is one of leadership and it rests viEh the 7
Director of Training and the Deputy Directors of the Agency.

h. The Future of Paramilitary Training

(1) e faculties which are concerned with para-

military training moyéd to standby status sh tly following the ean%f the Korear

War. Emphasis c ed from the training active participantsAn parsmilitary

operations tojfhe indoctrination of c%yggofficers in the potgntial of PM so that

#

y Y.
they could_;%cognize possible appligations and call in the experts to perform

detailed planning and execution. -
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Atbachment to Actdon Item on Necommendation o, &

Becommndation No, 20 (Page 92 of Hepert)

Hecommendation: The VIR establish a JOT Selection Fanel camposed of line offie
cor representetion from the thaee Deputy Directoretes together with sppropriste
represantation from the Offics of Personnel and Treining. The Chief, JOTP,
should chglr ths pansl,

DD/S Commentt I agres with the principle that the Deputy Directorates, throngh
repregentation, should play & role in the selection of JOT's, I do not, however,
believe that it is necessary to establish another, separate, JOT Selection Pamel
for this purpose., Rather, I would strongly prefer to have thoughtfully selected,
experienced representatives eof the DD/P, ND/I and ND/S gerve rotational tours of
duty as training officers on the JUOTP staff, Here, as I hava set forth in my
introeductory remarks, these officers csn most effeockively participate in the JOT
salection and placemsnt processes,

DICL Agtion: Approved.

OIR Proposed Actiont IR request assigness to much a panel, snd recommend pro-

cadures Lor its operstion, Such o should be chaired by C/JOTP 4 inalude
25X1A  such menbers as . It
should be Wrlefed By G/JULP o CUIT@nt oelecbion PLAcOMEnG AcLions completed,

raview selected individual cases 1f demired, ete, NOTE: This suggests s review
pansl, not an actlon pamel to accomplish sslsotion and placement,

Hecommendation Ho, 22 (Page 92 of ieport)

Ram wndationt The DR arrange for the participation on a rotetionsl bssis of
ne offlcer repregentation from the three Devuty Mirectorsbes in JOTP placew
mand pangls,

OI/8 Compent: Concur, bub 1 Bslieve thet this can Y sceompdished most sffocte
ively and efficiently by Depaty Mrectorate representation ont the JOTP 3taff, on
a rotationsl assigrment basls,; ss proposed in Tab 20, (Comment on Recommesndstion
No. 20 quoted abova,)

DICT Aetian: Approved,

OfR Proposed Action: Accomplished by 20, sbows, (Refers tc Hecommendetion No. 20,)
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1. The JOTP has achieved solid acceptance in the Agency by

locating students of high characte 7d demonstrated a.pa.dc performance,

3, Future of the JOT Program

&. Recruitment

(L) Numerous policy questions arise in this area of
edministration of thé_ JOT systém. Many of these stand out in a comparison
of the JOTP with the Foreign Service Officer recruitment program in the
Department of State. By contrast, the JOTP edministration has enjoyed
singular freedom of action while the Department has been subject to
constant public and congressional examinetion particularly as an out-
growth of the work of the Wriston Comnittee. New rules and structure
may be imposed on the JOTP to achleve speéific benefits but at consider-
" able risk of hampering the positive leadership the program nas enjoyed
thus far. The Department®s policles and experience should, however, be
followed closély with the intention of adopting and profiting from
megsures of proven benefit.

(2) JOT recruitment does not assuredly reach all
American citizens who may possess suitable gualifications for careers in
CIA. The absence of a publicly advertised, competitive entrance test,

and the usc of praofessional officers on recruitment tours (as now
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Practiced in the case of ORR) would;remove any doubt that the Agency does
not adeqpatelf protect the inherent Privilege of citizens to learn of and
to apply for employment with 1it. -

. (3) There 1s no requirement that the JOTP balance its
appointments by State or region orﬂorigin and schooling. While the Present
Patterns of recruitment do not appear to be séfiously out of balance in
this respect there are aspects of the Agency's policy here which will
bear observation. The first is the possible political implication at
some time in the futyre of disproportionately low representation of
officers from the South and to a lesser extent from the Far West. The
second concerns heavy recruitment of students from Ivy League schools
and the possidle influences on loyalty to associates and Judgment of

individual performance which this circumstance may be alleged to generate.
. (4) The JOTP administration may be assuming excessive

responsibility in the screening and selection of Junior offiger candidates.
This same issue 18 noted below in connection with the final assessment

and assignment of JOT's to active duty. As the JOTP assumes increasing
Tresponsibility for determining the types of individuals who are to man

the Agency it seems obvious that the current operating experience of
senior professional officers should be brought to bear in making the
decisicn. There are today fairly numerous consumer comments that present
JOTP selections tend to overemphasize intellectual qualities and *o
underemphasize rugged and adventurous traits. A policy of panel examina-
tion of top candidates with professional line officers included cn the

Panels would insure JOTP sensitivity to Agency needs at this point.

- 83 -
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(5) There is a Jec@nd possible so&rce of independent
Judgnment cf applicant qualifications2in the use of outstanding public
citizens in the panel selection process; These individuals may have
the handicar of limited acquaintance with intelligence but they may also
contribute useful insight based on long experiénce in governmegt,
corporation or university administration.

b. Agency Sponsorship of JOT Military Duty

Fram its inception, the JOTP has sponsored military.

duty for candidates who have not fulfilled tkhis requiremegf and whose

services would probably be lost to the Agency unless #nployment were
arranged Rrior to military service, A notewort?;;feature of the

prograrm has‘teen the arrangement with the Se;#fges to detail the JOT

*, 4‘3’

officer bvack t‘}"’a%the Agency for the 1.5.57{ 4 months of his active
N ,
duty status. Durh_g the first eight}'. ars there were 1Ll cases of
o y
military sponsorship &f which 63 op 59 per cent remained on duty at

e progtem has been expensive to the Agency

) _l'\nce training and in the high attrition
RN
suffered. Tine JOTP lias beén abl‘e\’:o recrult the majority of its

b 'y . I3 \r "
studerts with military frairing alréady accomplished. A recently

. ®,
. , - 3 ) : ) ;
introduced faztor In/the situation is the declsion to give selected

JOT''s adi.iitior@‘//:ral training in paramili*ih.x;y subjects, A ccrrela-
Jf" xx\
tion of the, /, vlocks of tralning may prove possible and of benefit
/ .,
. e >
to the Ageptv.

AN

“«

AN

c—
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in qperating offices for on-the-job trainins Part of the explanation “ H.f’ ;

lies with the Agency, part with the JOT's themaelves.l, .

(2) Few 1f any Agency components have successfully
projected manpower requirements several yéars into the future, either in
‘terms of numbers or speclal qualifications. Any projected division
requirement for & glven number of officers with specific language, ares,
or other competence may have doubled or evaporated three years hence
depending on a host of possible developments. In consequence, operating
offices have been forced to limit their sﬁecific&tions to the general
qualifications of character, educational performance, linguistic apt.itude
and persona..hity. The *OI'P has employed educational and psychologicel
. screening as alds to JOT selection but in the last analysis has relied
on 1ts 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 selection
for specilalized, e.g., case offi;er, training and later in the selection
of a Job 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

1t is not certaln at this stage that the new DD/I and DD/S quotas can be

- 80 -
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ki *’tmere is an underata.ndahle o

Puraonnnl must combat these yredudicel wifh'vfkuréif they are to cater -
successfully to the basic needs of the DD/I and DD/S.

(4) The JOTP a.nd the Directorates sre overly is;:la.ted ’ {
from each other and communication on junior officer tralning policies at ‘
the intermediate command levels 1s clearly deficient. One ansver, as with
recruitment ’ 18 to rotate line officers to serve on JOTP panels that make

basic decisions so that thelr edvice on placement policy will be assured.

The JOTP will acquire a convincing base for 1ts Judgments and the line & \
officdals will return to their regular duties with increased awareness of
training. and personnel development policies.

e. Attritlon among JOT's

(1) It was noted earlier that the JOT is expected to
stand on his own two feet following graduation from JOTP sponsorship.
How' well he 1s succeeding in doing so is a matter of obvious concern to
trainers for the light it may shed on the effectiveness of sclection,
instruction and motivation. The subject is of increasing intérest in
the Agency; however, there is as yet no systemati{: program for review of
JOT careers and ldentification of adjustment protlems before they mature
to the point of resignation. Both the Office'of Personrcel and the

Inspecfor General Staff conduct resignation intervieve , and the Directors
- 87 -
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(7) There is no pattern in the scheduling of overseds |

duty. The prospect of overseas assignment is a signiﬂmnt fa.ctor 10 m S

vingrowiniuportanceuthafm:r-wrorlongertwrofduty‘be
standard Agency practice. It 13 conceivable that the DD/P will have to -
establish a ceiling on the number of months of headquarters duty the

yunior Officer shall serve prior to assignment overseas.

andtdb o

(8) Another approach to the concept of apprenticeship N

R 13

1s to schedule some of it overseas including formal training in language
and area. This has the appeal of realism and the drawbacks of greater
expense and difficulty in finding supervisors who are qualified and
motivated to work with Junior officers and who can find the +time under
operating pressures to provide effective guidance.‘ The prospect ‘pf a
large influx of JOT's into the DD/P annually only two years hence makes
it appear desirable to experiment now with this approach.

(s) Problems in the management of JOT's with 10 or 15
Years of experience as case officers lie some distance in the mtufe.
With respect to the questlon of formal or refresher training for such
officers, the present experimente_;tion of the Department of State with
mid-career and seunlor officer tralning is cf ir:t’erest. Marny officers
at this stage will be moving into chief of base and deputy chief of
station assignments for which as yet there is nc formal preparation.

The question of diversification of experience through rotatior is one
- 90 -
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which faces the senior JOT graduaﬁﬁs, and non-JOT's, at the present time.

-‘There is insufficient evidence for genernliution but in some cases the

at the right time, Well qua.unea orﬁcm ha,n lpca.tﬁ luimn
vacancies only to find that the concern of themloying Branch for u"s-f“‘:» :
own, pertaps less well qualified individuals; has Precluded appointment,” el
The net result then is frustration and possible resignation for the b
individual and haphazard administration of the broed personnel objectives

of the Directorate. The power of decision here lies with the Branch

Chief., The Panel system of Career management as now constituted doesn't

really get a@ the problems involved. In some manner, particularly in

the case of highly qualified and expensively trained JOT's, it will be
essential that the DD/P, and in time the DD/I and DD/S, provide for a

more orderly personnel administration. The career officer must know vhat
to'expect and how to plan the broad outlines of his career. The Depart-

- ment of State is also experimenting with this problem as a result of

severe criticism by the Wriston Committee of its previous informai

practices. ﬁecént State innovations include the development of training

and experience standards for-all Foreign Service positions, the establish-

ment of an inventory system on punched cards to record individual training
status and to derive annual training requirements, the imposition of

sanctions to enforce training policy including a requirement that language

competence be a prerequisite to advancement, and, finally, the creation

- 91 -
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planning ; of mdivid.ml officers. These ; . J
instruments of & :m looking pers ’

observation and tharm sﬁwﬂﬂﬂ of T t

£

m may need to move if 1t em,rieneu_’s‘qy'gre ittrition
most highly qualified and carefully trained personnel.

It is recommended that:

(a) The DCI establish as Agency policy that all Junior
professional officers enter Agency employ through the JOTP

(b) The DIR establish a JOT Selection Panel camposed of
line officer representation from the three Deputy Directorates
tpgether with appropriate representation from the Office of
Personnel and Training. The Chief, JOTP, should chair the panel.

(c¢) The DTR should give consideration to the feasibility of
the use of outstanding public citizens in the panel selection
process recommended above.

~ - (d) The DIR arrange for the participetion on 2 rotational
besis of line officer representation from the three Deputy
Directorates in JOTP placement panels.

(e) The DTR together with the Director of Personnel take
steps to eliminate prejudices that have arisen which tend to
assign second class status to DD/S and DD/I careers.

(f) The DD/P establish minimum standards of training and
experience for case officer a.yprenticeship inrluding general
preparatory, baslc skills, language and advsnced operational
training, and that he ‘determine the feasibllity by experiment
of some form of overseas familiarization as & part of the
apprentice period.

(g) Tae DTR logether with the Director of Personnel undertake
to monitor the present efforts of the Department of State to
{mprove personnel management and training in the Forelgn Service
for measures that zay be adopted for the Agency's benefit.

- 92 -
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AP ACTION ITEM FROM IG'S JEPORT ON TRAINING

Recommwndation Ho, 37 (Page 1L9 of Feport)

Action asgipmed to: 1x0/Pers OP Work froject No, 2351

Reoommendationt The IXCI authorize and direct the astablishment of & midecareer

Training course for offlcers at the (5-12 and ~13 level in order %to prepare them

for broader responsibilities partiocularly in the field of command, to refyesh
their motivetion in the intelligencs service and to broaden their uwnderstanding
of the interrelatlonship of Agency functions,

O0/S Comment: Concur. OIR has done some preliminary research and planning for
such @ course snd, in fact, alveady offers some training in separate, functional
ecourses at thls level, such as management snd overseas effectivensss training,
The Mracter of Training has been reluctant to push a mide-career course, however,
while training is still approached on a pers ssive brais,

The majority of Office and Staff heads of D9/S have signified thelr sgreo-
mant with the need and utility of a mid-carger course &8s envisioned by the IG,
if the other Deputy Directorates show & similar interest, and if this course
shall be sthonded on & "planned® basis, I shall request (TR to mowe ahead with
thelr plannifge

T ghould like 40 psuse hore to coment briefly on the present gtate of
managemsnt training, (TR now offers three separate scheduled courses in manajo-
ment and superwvision, erranged by student erade levels, plug a rev senior 51—
nar in management for selected, senior officers of the Agencye In asdaition,
numbers of Apency persomnel, especially from the 11)/S, have completed external
management training of various types in such institutions as the Harvard Busi-
aess School, Umiversity of Chicago, American Management Association, the 1.3,
Army Menagerent School, the Brookdngs Institution, and others, e have now
roached the point vhere we can relate the various management training fecili-
res to the varying needs of our employses, and 7 foresee that we shall cone
s4mae Lo take avoropriate advantare of these several opportunitias,

Hevertheless, [ agree thati fpency doctrine and problems of command,
management, parsonnel administration, and supervision should be glven due
waight in the proposed mld-career course,

OCT Aciions Approved,

PR Proposed Action: UTR to asslst NCI 4n this action, poseibly with modifi-
cation through OIA Career Councll actione.
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1. The need ror some form of training at the middle career levcl is

ed by trainers a.nd cc:uumers a.like 'Eut there is little e.sreenent on
gk

gxtent or even

M.d-career training

in nccepted a8 a part of ln

d.

of such a«course.

_‘ program of the proper prepmtion “‘gd-'people to perform erfectively in
thcir assigned functions. The Foreign Service Institute, for example, offers
& course for Foreign Service Officera at the PSO 3, k4, and 5 levels which is
designed to " encourage the development of a broad and integratsd pmofessional
phuo.m that will enable the officer to function with a rore acute aware-
ness and a deeper underétanding of the essential cheracter and role of his
profession.” (It should be noted that the 12 week course incliudes two weeks
.devoted to exec: utive ranagement.) While this purpose may nct be completely
appropriate to the Agency, it does convailn same of the wessential charmcter=-
istics appliceble to ényiprogram of training st mid~career,

o 2. Before advahcing suggesti@ns for the purvose and nature of such
training a definition of mid-career should be agreed upon. The middle point
of a man's career 11, of course, vary with the Zndividual and will be
influenced by circumstances beth fevorable and unfavora:le. An age and grade

projection of what meyv te corsidered an average caresr woulld *“ake this form:

GS Grade Q B AT B 13 1k 15
Age - 25 30 3% ko 45 50

In actual practice Intervals hetween promotions in the lower grades may be
srnrier and longer in the iwrrer zmmdes., While <iits projection admitiedly is

rathier arvitrary, it seers reoasinn. Te Lo ascume that Yo vourg man of 25
- 147 -
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entering the service should aspire to grade GS-lS by the time he reaches 50 ye;f
of .age. If he does not hia chances of a.ttaining that gra.de therufter
rapidly We realize that 25 years of service is not rea&rde@“by mny l.s

'litetime career and that GS-15 is not the full limdit of mae%m

 Ths projection may be extended through G8-18 and aga 65 vithout mtgrinuy ‘
altering the relationship of age and grade. "The mnber ofnmerme pcﬁ‘& Ons’
always will be limited and since we are ueeking something having ap'plicat:lon
to the mejority of officers we believe it more practicel to use the proaect g
shown above. %
3. The middle point in grade falls between GS-12 and 13, in age between j
3¢ end 40, and in length of service between 10 and 15 yeara.. This point appearsi
to be most eppropriate for a number of reesons. At>the G8=13 level an officer ;
usually is expected to assume major supervisory responsibilities for which he
should be thoroughly prepared. One of the deficilencies noted in the current
training effort is the inadequacy of proper preparation of employees assigned 1
ma.na.gerial responsibilities. Grade GS=-13 also is in many areas of the w {

i

a crucial point; it is & "break-through" level which distinguishes between

LA ot hesn

Journeymen and senior cofficers. It is in effect the gateway to more senior
positions and one of the more difficult to penetrate.

L. The age bracket of 35 to 40 also is very slgnificant. It\éa the stage
at which the individual becomes more mature, he is more awere of the full extent
of his responeibiiities Ttoth at work and at home and his concern with his futu—e
is greatly sharpened. It is no coincidence that the average age of professiona’
officers ir grade G3-12 and cver who leave the Agency for some cther occupation

is 39.4, It Is frequently a turning point 1n a man's 1:fe.

- 148 -

SECT

Approved For Release 2002/05/07 : CIA-RDP80-01826R001100070021-4



Approved For Release é002105107m0-01826R0011008‘70021-4 — ;

5. 1In terms of years of service this middle po

The officer has served his npprenticeship and a‘b leut smn to tvelve
He;pro‘bcblymm £ ¥now

als0.
productive years in his specia.'t.ty.
about his job but haa ha.d 1ittle oppo*tunity to ‘pc.rhicipa.te

T ER

other activities. The danger of s.trop}v ia rgr "'telt t this x

6. A mid-career training program desisnof ‘with thele m 0
(a) to prepare otticera to assume y'bruder

ke e

should have as its purpose:
responsibilities particularly in the field of _command (b) to retreah a.nd

L
A

rekindle their motivetion in the Interest of the goverrment and the in‘belli-

gence service, and (c) to broaden their outlook of the Agency's mission thrcmgh
g

a8 better understanding of the interrelationships of its meny parts.

7. We anticipate some initial difficulties in the development and

scheduling of a mid-career program but as employees' promotion and growth
rate stabilizes there should be a fairly uniform progression of officers

through this mid-career stage which wlll provide standard, almost routine

attendance for & regularly scheduled course. The seminar form of approxi~

mately 12 weeks is favored by moet and would appear to be appropryiate to the

RS ST L

purpose.

It is reco:mr.ended that:

" The DCI authorize and dirext the establishment of a mid-career
training course for officers &t the G5-12 &nd ~13 level in order
to prepare them for Lroader responsibilities particularly in the
field of command, to refresh their motivation in the intelligence
service and to broaden thelr understanding of the interrelationship

of Agency functioas.

- 1hkg -
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hed to ﬁaml&p more atﬁcﬂm capabln oi‘ mmﬂating and eval‘uatiq con-
pmlmnniwly policy concerned with intellipencs in the U, 8, Governmsnt geners
in keeping with the cutline descrdbed in the IG survey,

Di)és G;Iwm_g: Y concur that the Agency will benefit from a senior officer

2 but I belicve that we mist give thie recommendstion careful
and deliberate study. I em not at all sure that we should try to set up a "CIA
Serlor OffYcer Course" comparable to that offered st the Natlions) War College,
for example. First of all, such an undertaking cammot help but be very expene
sive to administer end to operats, and OTR advisoe that it does not now have
the staff or the facllities for such a course,

The Director of Training polnts out, too, that OTH alyeady is making very
extensive use of the wvaluable servicee and time of many of our sentor snd tope
level Cli officisle as guost speskers and panelists in exlsting courses, Finally,
we are slready sacomplishing & considerable amount of treining of CIA eenier
officers at this level ing

a, the sendor officer colleges of Defonse and State,

be ocdvilian and military graduste schools of managemant,

¢, edvanced studies in other subjeet matter sreas in colleges and
universities in the United States and overssas (especially by DD/I offi-
cera), and last

d, our ovm, existing senlor officer-level cources,

I fosl thst we cen do more in this ares, snd sm confident that there can
be worked out a comprehensive program which will meet the genersl nesds of
sanior executives as well ag the peculisr needs of cur senlor professional
spacialists,

DDCT Action: Approved with the medification that a senlor offier progrem
#hell bs drafted and submitted for approval rather
than esteblished at this time,

OFR Propeosed Action: DIR to sssist DCI, through CI4 Cerser Council, noting
CIA's extensive anr often weyy sxpenslve use of other sendor officer training
facilities,
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E. Benior Officer Trainin,g

i 1. One of the readily identifiable problem aréas in the Agency today
i8], 'ﬁhﬁ pronounced shortage of senior level atficera th)mughly experienced in |

’ all upeeta of the intelligence profession capu.‘ble of understanding and ef— , 4
| : fectively d.ealing !d.th complex Agencye-wide md 1nter-agency Problems. The 5
Agency finds itself in this circumstance pe.rtly through its historical evolu- )
tion in which some components descended in mbroken line from World War II
organizations; partly because the organiratianal structure has fostered the.
growth of three semi~autonomous su‘b-diviaions.; partly because a sound securif.y
concept of compartmentation has been permitted to develop into a policy
approaching "apartheid"; é,nd partly because the pressure of operational and:
Jfunctional demands pPlaced on the Agency since its i.nceptibn have compelled

the direction of 1ts great energy to the rapid development of people to do
specific Jjobs 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 talent because it is Plentiful, the substitution of numbers of people

to make up for lack of brosd individual compétence and the resorting to

group Jjudgments in place of executive skill.

2. Preparing individuals to assume and effectively discharge the
responsibilitieé of senior management is hore & problem of development\ than |
formalized training although the latter has & definite place in the scﬁeme ‘
of things. As we pointed out in the Inspector Generai's report on the Career !
Service Program, the abserce of an organized method of career development has ‘
seriously hampered the proper prepa;ation of officers for key rositions and

some sound long range planiing must be instituted to neet this need. We '\
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‘3. The objective of a senior officer program may be brierly stated

in these terms: to develop more officers capable of ronmlating and évalunting

cm’gmhensively policy'concernéd. vith intelligence in the U. 8. Government,
This objective is sufficiently broad to encompass all aspects of the intellf-
gence profession, the internel management of Agency affairs and the inter=-
relationships of the Ageﬁc&‘with the intelligence community and the policy
meking elements of the government.

k, The 2evel at which this program 1s aimed should not be lower
than G8~-15 although a case cen be made to include selected individuals at
the 'GS8-1% level. It should be regarded as the Preparatory phase for oﬁ'icers
" entering the final stages of their careers with the Agency and therefore provide

- & rounding out of their earlier experiences and training.

“ 5. The greatest benefit of this Drogram is to be derived from the
interchange of opinions and ideas through the exploration of the entire
spectrum of Agemﬁy and community problems. For this purpose a canbina.tion
;f seminars and case studies with & minimum of orientaticnal lecturing would
" be the most productive. A mixed enrollment of DD/P, DD/I, and DD/S officers
could profit by exposure to each other's problems. A budget officer, for
example, might make a solid contribution to a discussion of counterintelligence

operations, a case cfficer might speak with convietion on Information storage
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Bervice Institute rins for nine months. We do not contemplate so extensive s~

£

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 senior officers :

of other intelligence agencies in which event & longer course might be justified.

REFCE S O

For the initial effort at least and until experience can be gained we believe
a course of about four monthes would be most effecti%e. '

T. In magnitude, taking into account the problems of administration
and technicel methods of handling such a program, it is suggested thet enroll-
ment be limited to not more than 40 officers at one time. The program should
Be'éondﬁcfed at least twice annually elthough it is believed possible to run

two courses concurrently if necessary. A reasonable goal would appear to be

the participation of 80 to 100 officers each year.*

*Note: At the present rate of promotion sbout 50 officers will enter the

G3-15 level each year. It is anticipated that promotions will stabilize
at this rate for the foreseeable future. This will permit ultimately
scheduling the senior officer program semiannually with an asttendance of
about 25 at each session. For the first few years, however, the effort
must be made to accormodate a large part of the present staff as well as
the newly elevated officers.
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TONFIDENTIA

8. The question of loca Lion must 8180 be considered. Ideally, from
the academic point of view, an atmosphere relaxed and free fram the tensions
of normel Agency activities would provide the best swrroundings for undisturbed
concentration and thought. This would point @I;Lu.thg nost appro=

priste site but practical considerations’ sm ‘to dzposs

Separation from femily for an extended period of m, while 'boumtod. ’ay‘m

JOT, would be strongly resented by the geniar 'officers, Unlike the mildtary

services Agency facilities | | do not provide for students' dependents

and it would be economicelly unfeasible for the Agency to pay tor[ | 25X1A
quarters even if the local market could meet the demand. It appears therefore

that there is no elternative at present to conducting the program at head-

quarters with the attendernt disadventages of proximity at home offices a.nd

the ever present danger of interruptions and distraction by continuing -contacts
with working colleagues and associates.

9. The success of the progren can be assured only by highest level
direction and proper plenning. Officers who are to participate must be released
from reguliar duties Tor the full duration of the course and required replace~
ments arrenged for well in advance so that their functions can be carried on
in their absence. It is our opinion that all officers should be required to
participate upon reacnhing the G8~15 level but if this proves to be impractical,
at least for the present, then selection should be based on merit, accomplish-
ment and potential. Appointment should be regarded as a reward for achievement
and an acknowledgemert of superior ability opening the way tc the highest

levels of executive manaseneni.
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as such can be disg : ﬂl;
from the Agency at lwgaor,’battar stm, : _
themgelves. None of the customry testing and evaluation pra.c‘kicen are called
for. It may be desirable to enlist and pay for Bome Sxpert outside telent to
handle such subjects as advanced menagement 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 Staff College along the lines of gimilar fillitary
institutions. . Scme such proposals have been reviewed in the process of this
study and much thought has been give;i the matter. There is mugh to be said
in favor of scme form of stafe college for intelligence officers but it in
believed that the Agency 1s not yet ready for "sﬁcxlh an undertaking. A senior -
officers' program as outlined herein may well lead to the ultimate establishe-
n;ent of & broader snd higher level school but to meet the Agency's most urgent
need this Program should be developed without deley.

It is recommended that:

The DCI authorize and direct that a senior officer program be
established to develop more officers capable of formulating and
evaluating comprehensively volicy ‘concerned with intelligence in
the U. S. Government generally in keeping with the outline described
above.
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OP ACTION ITEM FROM IG!S REPORT ON TRAINING

Recommendati.on No, 25 (Page 92 of Report)

Action assigned to: Flans Staff OP Work Project No, 2—6}_

Recommendation: The DTR together with the Director of Personnel undertake to
monitor the present efforts of the Department of State to improve personnel
management and training in the Foreign Service for measures that may be adopted
for the Agency's benefit,

DD/S Comment: Concur, We have been doing this for some time, on a continuing
basis,

DDCI Action: Approved on the understanding that such monitoring is already
underway and will be continued,

OTR Proposed Action: This is being done on a continuing basis, DIR's coverage
25X1A 1s provided by R/TR, PPS, LAS, SIC, IS and| |y and Office of General
Counsel, DTR is a member of the Interdeparimental Tralning Group,

OTR_Proposed Report of Action: The Office of Training is in fact closely moni=-
Toring both the Department of State and USIA, on a continuing basis. An OIR
officer is now serving as Director of Training of the USIA, Close contact and
liaison with the Department of State and the Foreign Service Institute are main-
tained formally.and informally through the OTR registrar, Plans and Policy Staff,
Language and Area School, Intelligence School, and School of Internationsal
Communisms, The CIA Office of General Counsel also forwards to OTR information
concerning this subject. Finally, the Director of Training is a member of the
Interdepartmental Training Group,
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The JC&P ha.a q.chieved sol:ld. acceptance in the Asency by

3. Future of the J’OI‘ Program
2. Recruitment

(1) Numerous policy queations arise in this area of

'a.dminiatration of the JOT system. Many of these starnd out in a comparison

of the JOTP with the Foreign Service Officer recruitment program in the
Wnt -of State. By contrast, the JOIP administration has enjoyed
ainéula.r -freedom of action whilé the Department has been subject to
constant public and congressional examination particularly as an out-
growth 4-of the work of the Wriston Committee. Ne\( rules and structure
may be iinposed on the JOTP to achieve specific benefits but at consider-
" able risk of hampering the pos.itive leadership the program has enJoyed
thus far. The Departmentfs policles and experience should, howivar, ae
followed closely with the intention of adopting and profiting from
measures of proven benefit. - . | A

(2) JOT recruitment does not assurediy reach all
American citizens who may possess suitable qualificatioris foi' careers in
CIA. The absence of a publiciy advertised, competitive entrance test,

and the use of professional officers on recruitment tours (as now
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pracfiée&fin the case of ORR) would remove any doubt that the Agency does

i nat ad.emutely protect the inherent privilese of citizens to learn of and

E %’mly for employment with it.
(3) There is no roquirment t.hp,t the JOTP balance its

a.ppoin‘bments by State or region of origin and. aehooliug. .While the present

patterns of recruitment do not appear to be seriounly out of balance in
this respect there are aspects of the Agency's policy here which will
bear observation. The first is the possible political implication at
some time in the future of disproportlonately low representation of
officers fram the South and to a lesser extent from the Far West. The
second concerns heavy recruitment of students from Ivy League schools
and the possible influences on loyalty to associates and Judgment of

individual performance which this circumstance may be alleged to generate.

(4) The JOTP administration may be assuming excessive

responsibility in the screening and selection of Junior officer candidates.

This same issue 1s noted below in connection with the final assessment
and assignment of JOT's to active duty. As the JOIP assumes increasing
responsibility for determining the types of individuals who are to man
the Agency 1t seems cbvious that the current operating experience of
senior professional officers should be brought to bear in making the
decisicn. There are today Fairly numerous consumer comments that present
JOTP selections tend to overemphasize intellectual qualities and to
underemphusize rugged and adventurous traits. A policy of parel examina-
tion of top candidates with professional line officers included on the

panels would insurc JOTP sensitivity to Agency needs at this point.

- 83 -
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(5) There is a second possible source of independent
julgment of applicant qualifications in the use of outstanding public

citizens in the panel aelection process. These individuals. my hnve e

't.he handicap of limited acqun.intance with 1ntelligence but Mw mo
contribute useful insight based on long mer:,mce 1n swqm, ; ‘

corporation or university administration., e
b. Agency Sponsorship of JOT Military Duty
From its inception, the JOTP has aponsored military

duty for candidates who have not fulfilled this requirement and whose
services would probably be lost to the Agency unless employment were
arranged prior to military service. A noteworthy feature of the
program has been the arrangement with the Services to detail tQF Jor
officer back to the Agency for the last 12 - 24 months of his active
duty statusl During the first eight years there were 141 cases of
military sponsorship of which 83 or 59 per cent remained on duty at
the end of the period. The program has been expensive to the Agency
in loss of time from intelligence training and in the high attrition
suffered. The JOTP has been able to recruit the majority of its
students with military training already accomplished. A recently
introduced factor in the situation is the decision to give selected
JOT's additional formal training in paramilitary subjects. A correla-
tion of the two blocks of tralning mey prove possible and of benefit

to the Agency.
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(7) There is no rattern, in;the scheduling of overaeasv ‘ .|

duty. The prospect of overseas assignment is a significant factor 1n JOT

recruitment and therefore a possible source of frustration when tha junicrf‘
officer finds his initfal headquarters tour atretching into the third aﬁﬁ
occasionally the fourth year. The present proapect 1s that thie 1n-ug
will grov in importance as the four-year or longer tour of duty becones
stendard Agency practice. It 1s conceivable that the Dp/P will have to
establish a ceiling on the number of months of headqﬁarters duty the
Jgunior Officer shall serve prior to assignment overseas.

(8) Another approach to the concept of apprenticeship
is to schedule some of 1t overseas including formal training in language
and area., This has the appeal of reslism and the drawbacks of greatgr
expense and difficuity in finding supervisors who are qualified and
motivated to work with Junior officers and who can find the *ime under
operating pressures to provide effective guldance. The prospect of a
large influx of JOT's into the DD/P annually only twvo years hence makes
it appéar desirable to experiment now with this approach.

(5) Problems 1in the management of JOT''s with 10 or 15
years of experience as case officers lie some distance in tre furnure,
With respect to the guestion of formal or refrechur training for ooioh
officers, the present experimentation of' the Department of State with
mid-career and .onior officoer training is of interest. Mary officers
at this stage will bte moving into chief of base ari deputy chief of
statiop assigmients for which as yet there is no formal preparation.

The question of diversification of experience through rotatior is one

_90_
%
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vhich faces the senior JOT graduates,.and non-JOT's, at the present time.
- There ‘15 insufficient evidence ror generalization bu:t-,,}.n sCDe cases the. b, dhe

experience here has been discouraging. Bome former JOT's now operate om .
the eomriction that diversification is a mtter o:t:parsonal Mtutive,;
and accamplished by knowing the, right mm”" ). ;pemﬁin the riﬂrb
at the right time. Well qualified ctf:lcers‘huﬂ;mmv suitable
vacancies only to find that the concern of the exploying Branch for its -

own, perhaps less well qualified individuals, has precluded a.ppointmnt.‘
The net result then is frustration and possible resignation for the
individual and haphazard sdministration of the bréad persomnel cbjectives
of the Directorate. The power of decision here lies with the Branch
| Chief. The Panel system of Career management as now constituted doesn't
- really get at the problems involved. In scme manner, particularly in
the case of highly qualified and expensively trained JOT's, it will be
essential that the DD/P, and in time the DD/I and DD/S, provide for a
more orderly personnel administration. The career officer must know what
to expect and how to plan the br&mi outlines of his career. The Depart-

ment of State 1s aiso experimenting with this problem as a result of

‘%“.-«-.-

gseverc criticism by the Wriston Comittee of its previous informal
practices. Recent State innovations include the development of training

and experience standarde for all Foreign Service positions, the estab}.ieh-

ment of an inventory system on punched cards to record individual training
status and to derive annual training requirements, the imposition of

sanctions to enforce training policy including a requirement that language

campetence be a prerequlsite to advancement, and, finally, the creation

/
‘ i
j
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‘of & Cifﬁer7névelqpnent and Counselling Staff of experienced Foreign

Beﬁricgbi’fims to advise on personnel policy and momitor the career

- lanning of individual officers. These measures are not yet proved
tns “ wnents of a forvard Locking personnel manmgement policy, nor are

they Decessarily suited to the meeds of CIA. They do merit close
observation and they are suggestive of the directions in which the
Agency may need to move Lif it experiences severe attrition among its
most highly qualified and carefully trained personnel.

It 18 recommended that:

(a) The DCI estadlish as Agency policy that all Junior
professional officers enter Agency employ through the JOTP

(b) The DTR establish a JOT Selection Panel composed of
line officer representation from the three Deputy Directorates
tpgether with appropriate representation from the Office of
Personnel and Training. The Chief, JOTP, should chair the panel.

(¢) The DTR should give consideration to the feasibility of
the use of outstanding public citizens in the panel selection
process recommended above.

- (@) The DIR arrange for the rarticipation on a rotational
basis of line officer representation from the three Deputy
Directorates in JOTP placement penels.

(e) The DIR together with the Director of Personnel take
steps to eliminate prejudices that have arisen which tend to
assign second class status to DD/S and DD/I careers.

(f) - The DD/P establish minimum standards of training and
experience for case officer apprenticeship including general
Preparatory, basic skills, languege and advanced operational
training, and that he de'ermire the feasibllity Ty experiment
of same form cf overscas familiariza+icn as o purt of the
apprentice period.

(g) Tne DTR together with the Director of Personnel undertake
to monitor the present efforts of the Department of State tc
improve personnel management and training in “he Forelgn Service
for measures that may be adopted for the Agency's tenefit.

o~
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