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Attached is the proposal dated 12 November 1969 from the Director

of Training for the revision of the Career Training Program. No distribution
| of this proposal has been made except to the Deputies' representatives who
participated in the drafting of this proposal. Iam prepared to disseminate
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- 12 November 1969 _

.. The :C'eifeertTi-ainlihg'Pf'ogra'm' - A-Proposal

I, Purpoée

The Career Training Program has as its purpose the selection,
training, and early career development of young professional officers
who show unusual potential for outstanding service as Agency careerists,
The Program seeks to select annually not more than 50 candidates with
broad interests and the potential for successful performance in several
different categories of Agency endeavor, This Program is intended to
supplement, and not supplant, the Agency's direct hiring of professional
specialists, ' - S ' '

II. Management

Responsibility for the selection, ‘training; initial placement, and early
career development of Career Trainees is vested by the Director of Cen-
tral Intelligence, through the Deputy Director for Support, in the Director
of Training, who ‘receives policy guidance from, and consults with, the
Executive Director-Comptroller and the several Deputy Directors, The
Deputy Directors are responsible for assigning to the Career Training
Staff officers. well-qualified to . represent them in the tasks of selecting,

.. evaluating, counseling, and assigning junior careerists. "Such assign-

‘ments should be of va,"rb'té.tioﬂ‘al nature,
II. . Operation
A Selection
o1, Respogsiﬁii.ity' - 'Sele'cﬂtio'n is nie;,dé.by the Ca.reerb Tra;ining
Staff of the Office of Training, in cooperation with the Office of

Personnel, from among highly pPromising external applicants and
outstanding junior personnel already on duty in the Agency,

. 2. Criteria - Primary emphasis is placed on personal charac-
teristics, ‘including intellectual ability and its effective use; previous
achievement_ in academic, vocational and other endeavors; integrity;

SECRET
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~evidence of potential leadership; adaptability and ver satility; moti-

» vation to national service and the intelligence profession; and a dem~
onstrable interest and personal involvement in world affairs or public
administration, In practice, it is normal for a candidate to have a
bachelor's degree or its equivalent in related experience. Secondary
emphasis is placed on educational specialization and an individual's
immediate suitability for a particular job, ' )

3. Candidate Sources - Criteria enumerated above are applied
to internal and external candidates alike without pre-determined ratio,
to assure only that candidates selected from either source.are of ex-
ceptional caliber,

E IV, Appointménf Grades and Promotion Policy .

A. The Program normally selects candidates at the GS-9 or -10 levels,
depending on the candidates' qualifications, Those selected at these grades
. become eligible for promotion to the next higher grade approximately nine =
"~ months after commencing formal training in the Program, subject {5 5atis-
“Tactory performance. They become eligible for a second promotion approxi-
. mately one 'year'_fro._r‘n date of the first, again subject to satisfactory perfor-
‘mance, - E '

at the GS-11 or -12 levels but no assurances can be given about eligibility for
promotion beyond GS- lz,

B. In cases of extraordinary qualifications, candidates may be selected

~ C. Promotions ar e not automatic; ‘they must be earned through. effective
Pperformance.  Changes in a trainee's personal circumstances which serve to
_delay his training or career development also may affect his promotion eligi-
bility‘. .. . . . e PEP . - e . com e . . . . . N . . . .

D.- The promotion policy in effect at the time each group of Career
- Trainees is selected will-apply to that group so long as-it is on the current

' _roster of the ",P‘_r',ngram,. It is essential that. promotion policy for Career .

. Trainees be observed uniformly throughout.the Agency,
v, Tfaining- .

A, Basic

‘All Career .Trainees are enrolled in a basic training cycle deéigned
. to familiarize them with current and projected world problems; the role
- of the U.S. in world affairs and its international activities; the purpose i

. GECREL, s
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- and framework of intelligence functions; and the responsibilities and

functions. of the Central Intelligence Agency. This cycle is presently
twelve weeks long but may be modified as developments make appro-
priate. In this basic stage attention is given to identifying a student's
interest’in a specific line of work as well as determining his skills and
aptitudes. This basic cycle currently is offered to Career Trainees
exclusively, but in the longer run the Office of Training will attempt to
assimilate Career Trainees and non-Career Trainees to the greatest

B. Interim On-the-Job A551gnments

l. An essential element of the Program is to extend trainee famil-
iarization and appreciation of the variety of Agency functions and to stim-

" ulate career motivation. Consequently, upon successful completion of

basic training, Career Trainees normally are placed on two successive
interim assignments not to exc‘e‘ed‘three months' duration each, Such
assignments, wherever feasible, should be in essentially different types
of work, either in different Directorates or certainly in different com-~
ponents within the same Directorate. In some cases, TDY assignments
overseas may be appropriate t6 the extent that they are neither prema-
ture, in terms of trainee qualifications, nor compromise purposeful
career development, - ‘ ' ‘ »

2, Interim assignments are developed by the Career Training
Staff, in consultation with officials in operating components, to broaden

. and enhance a paftigul_&r_ trainee's qualifications, In effecting these
. assignments, it is the Staff's responsibility to confer personally with

the trainee's projected supervisor to acquaint him with the trainee's

‘background and to fix upon a planned use of him allowing for some de-

gree of responsible work and providing a basis for evaluation of his

performance. . Success in this depends upon the degree to which super-

visors accept the responsibility to ensure meaningful and challenging

experiences that have a positive impact on trainee motivation,” =

-Early Career Defrelopmé_nf

. A, Determination of Career Direction.

With findings in mind from the trainees' basic training and interim
assignment performances, a determination is made by the Career Train-
ing Staff, in consultation with the trainee, about the most ‘appropriate

EGHET
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career projection (Directorate) for.each trainee, Specific prepar-
ation for such career then is begun by resort to advanced training
or full-time on-the-job as signment in whichever sequence is appro-

. priate to the particular case,

‘B, Advanced Training

1. Advanced training is designed to develop and improve skills
for application in clandestine operations; intelligence collation, analy- .

-8is and production; support functions; or other pertinent types of work,

Agency training courses given as part of the Program at this étage of

~development range in duration from six weeks to six months depending

on the type of preparation required,

2, Th’e'principal ingredient of this phase is enrollment of the

trainee in one or more of the advanced courses, as appropr'ia'.te}: Oper-
- ations Course I (and possibly II), Intelligence Production, or Support

Services, Effort is made to enroll the trainee, whenever practicable,
in advanced course work at such time as he will be able to ‘apply the

- training as soon as possible after completion. In cases where the
- trainee does not receive such training during the period of his formal
- enrollment in the Program,. it becomes the responsibility of the oper-

ating component to which he is assigned to arrange such training at the
appropriate time, . - ‘

3. Additional training which is desired by an-dperating component
but is not formally included in the Career Training Program, e, ge>

 course work at outside institutions, language training, or other Office

of Training courses,may be arranged:in consultation with the Career

- Training Staff,

- C, Initial Full-Time Assignment .

1. Once the Career Trainee has succes sfully completed sufficient

. training to satisfy requirements for his being assigned, a representa-
-~ tive of the Staff confers with officials of an appropriate Career Service
‘or operating component to determine the particular assignment which

would best match the trainee's qualifications with the component's need
for junior officers, : o

2, An essential element in the effective 'implementi;atio'n of a proper

' as_signment for the trainee is personal consultation between the Staff rep-

- resentative and the _projected supervisor, The Career Training Staff

4

‘

' E I . .
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representative is 'charge'd, first, with providing pertinent information
and discus sing the trainee's evaluative records with the supervisor,
and second, with devising together with the supervisor a two- or three-
year use and development plan for the trainee, including where feasible
additional internal and external training, :

3. In some instances, advanced training will take place prior to
the trainee's being assigned, and in other instances it may be deferred
 to a more appropriate time. :

D. Monitoring the Assignfnent

1. The trainee normally remains in Career Trainee status during
the first year of his initial assignment. During this time both the super~
visor and the trainee provide to the Career Training Staff periodic prog-
ress reports from which judgment may be made about his effectiveness
and his suitability for career development in the parent component,
Adjustments can be made as dictated by circumstances and after dis-

. cussions with interested officials, These adjustments include modifi-
~ cation of assignment, remedial training, reassignment within the com-
. ponent or elsewhere in the Agency, or separation from the Agency,

, 2. If by the end of one year there is mutual satisfaction with the

~assignment and the proposed development of the trainee, he is trans-
ferred from the Career Training Program into a regular Career Ser-
vice for further development as a professional officer, ‘ ‘

3. Thereafter, the Career Training Program is provided for a

- period of three years with copies of personnel actions relating to the
former trainee, copies of his Fitness Reports, and other information
which can be used to evaluate and guide the Program's efforts to se-

- lect, train, counsel, and assign new trainees, In addition, the Office
of Training is authorized to solicit and receive feedback from former
trainees, as well as other students, to assess the validity of its train- .

ing programs, =

SECREL
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MEMORANDUM FOR: Deputy Director for Support PILE uké&éaxﬁﬂi?;» =

SUBJECT : The Career Training Program

REFERENCE : Memo for DD/S, dated 7 July 1969, from Director of Training
Subject: Same as above

1. As requested by your office, a brief discussion was held with the
Director of each of the offices of the DD/S. This memorandum presents
therefore, a summary of their opinions concerning the essential aspects of
the CT Program as it pertains to the Support Directorate. The general
curriculum, specific courses contained and duration of training were areas
not covered.

2. The expansion of the CT Program in FY 1967 and FY 1968 to 275
trainees per year created a number of problems in terms of training,
placement, evaluation and supervision. These were covered rather completely
in Mr. Cunningham's memorandum and need not be reiterated here, However, it
is pertinent to point out the concern of the offices concerning the assign-
ment of career trainees on a "quota'" basis and in numbers that could not be
absorbed or managed adequately on a long-term basis. Certainly the size of
the CT Program should be reduced considerably from this 275 per year figure.

3. Further, several offices favored greater input to the program from
employees already on duty. Internal selection would permit basic office
training to be completed before the employee, as a CT, considers himself
above the range of fundamental component orientation. It would at the same
time also provide a greater degree of career incentive for current employees
who have already demonstrated their Agency interest and motivation through
several years of employment. This opinion may also be valid for other
Directorates.

4. Within the DD/S we are providing specific services, some rather
technical in nature, to support the over-all mission and activities of the
Agency. Skilled professionals are required if we are to discharge our
responsibilities effectively. In general, we are looking for career
trainees who possess more than the native qualities of leadership, aptitude,
motivation, intellectual ability and versatility. In addition to these
attributes, we are looking for individuals with education background or
related experience to meet the specific requirements of the Support
Directorate offices. And, as a more immediate goal, we are looking for the
leadership or managerial potential to the Division or Branch Chief level.
The ability of these individuals to reach the more Senior Staff level
positions will be surfaced or can be developed in direct proportion to their
demonstrated potential.

Group 1 ~ Excluded from Autcmatic Downgrading and Declassification
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5. While the specialist was highly favored as a candidate over the
generalist, the assigmment of a limited rumber of generalists was
acceptable, DPrecise numbers for each office was not discussed, although
I believe, one or two should be the limit.

6. A college degree was basically accepted as a requirement for the
CT Program, although there was discussion on this point in view of some
apparently qualified employees who do not have degrees.

7. The present practice of recruiting at the GS-08 or GS-09 level
with periodic promotions to GS-10 and GS-11 is considered appropriate.
There is some concern, however, in that reductions under BALPA and OPRED
make placement difficult and the periodic promotions accorded the career
trainees restricts the promotion possibilities of other employees who are
both qualified and deserving. Understandably, the point was made that if
the CT is nominated by an office and returned to that office after training,
this concern is esgentially dispelled.

8. There was agreement that at some point in the CT's career, he must
become competitive with other employees for both assigrments and promotions.
The GS-11 level appeared to be the logical point in time. His initial
component assignment will have been made and the promotions initiated by
the SJ career service will have been completed.

9. 1In some respects, the timing of promotions relates to the duration
of training. Validation of performance by OTR while the CT is in training
Justifies their promotion recommendation. It would appear that after the
CT has been assigned, further promotion recommendations originated by the
8J career service should be coordinated with the office concerned to
validate performance in a working environment.

10. The following recommendations are submitted for your consideration
at this time. As the review of the CT Program progresses and areas of
training, placement and post-training evaluation are more definitively
explored, additional recommendations will be forwarded.,

A. The ID/S endorse the position that the size of the CT Program
be reduced. I would suggest a range of 60-80 per year.

B. The selection of candidates for the CT Program should include
a greater percentage of internals particularly during the period of
position reductions.

C. The selection criteria for the CT Program should be firmly
established (and provided to Office Heads for guidance in nominating
internals).

Approved For Release 200§I§§§ ; ?A-RDP84-00780R003100130003-3
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D, The career trainees assigned to the Support Directorate
should for the most part be skilled professionals. A limited
number of generalists can be accommodated.

E. The career trainee candidates should enter the program at
the GS-O8/9 level and follow a uniform promotion policy. The 8J
career service should initiate promotions through the GS-11 level.
Coordination with the office concerned should be effected if the
CT has been assigned.

“CIIeT, Carcer ABnagement
and Training Staff, OC
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Deputy Director for Suppert
The Cerear Training Progra

. Memo for DD/S, doted 7 July 1969, from Directar of Training
Subject: Same as shove

1. As requested by your office, s trief discussion was held with the
Director of esch of the offices aof the DD/S. This memorandunm presents
therefore, a swmary of their cpinieme conecerning the essential aspects of
the CT Program as it pertains to the Support Directorate. The general
curricuium, specific eourses comtained amd duration of tralning were sreas 7

mm————

5. The expsnsion of the CT Progrem In FY 1967 and FY 1963 o 275
trainees per year crested & mamber of problems in tevms of tralning,
placement, evaluation ard supervision. - These were covered rather completely

in Mr. Cunninghem's memoranium end need not be reiterated here, However, it

is pertinent to point out the coneern of the offices comcerning the assign-
ment ofmmtminmma“qxsﬁ"b&sisandmmas that could not be
ebscrbed or mansged adequately on a long-term basis. Certedinly the size of
the CT Program should be reduced considerably from this 275 per yesy figure.

3. Further, several offices favored greater t to the progranm wdS§
W&,W. Internal salection pecmit basic office . 7
before the enployee, as a CT, conaiders himself

_above the range of fundamental eompanent orientetion, It would st the same

time slfo provide s greater desree of cercer ingeptive for current employees
vho have elready demonstrated their Agency interest and motivetion through

This opinion may also be valid for other
Directorates. o :

4. within the DD/S we swre providing specifie services, same rather
technicel in nature, to support the over-all mission and activities of the
Azency. killed professionals are required 1f we are to discherge our
responsibilities effectively. In gerernl, we sre locking for cereer
trainees vho possess more than the native qualities of leedership, sptitude,
motivetion, intellectual sbility and versstility, In addition to these
attributes, we are locking for imdividuals with sduestion background or
related experience to meet the specific requivements of the Suppeort
Directorate offices. And, s a more immediate goal, we are loeoking for the
lesdership or menagerial potemtial to the Divlecion or Brench Chisf level.
The ability of these individuals to reach the more Senior Staff level
positions will be surfeced or can be developed in direct proportion to their
demonsteated potential.

Group 1 - Excluded from Automatic Dovmgrading and Declassification
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5, shille the specialist was highly favored as & candidate over the
soneralist, the assignment of a limited mumber of generalists was ILLEGI]
accopteble, Precise mumbers for ench office was not discussed, although

T pelieve, one or two should be the limit. L

5. A college degree wes basicelly accepted as 8 requirenent for the
T Progran, although there wes discussion on this point in view of =ome
apperently qualified employees who do not have degrees.

7. The present practice of recruiting st the GS-08 or (S~03 level
with periodic promotions to GS-10 and 0S«11 is considered appropriate. —
There i some coneern, however, in that reductions under BALPA and OFRED
meke placement difficult and the periodic pramotions aeeorded the career
trainees restricts the promotion possibilities of other employees vho are
both qualified and desexving. Understandably, the point was made that it
the CT is nominated by an office and returncd to that office after trainit.,
this concern iz essentially dispelled.

ILLEGIE

£. There was soreement that at some point in the CT's career, he must
becone competitive with other employees for both assigments and promotione.

The 7§-11 level appeared to be the logical point in time, His initial
component nssigmment will have been nede and the promotions initiated by
ILLEGIB the 57 cereer service will have been coupleted. 4

’ 9, In some respects, the timing of pranotions relates to the duration
,of training, Validetion of performance by OTR while the CT is in training
justifies their promotion recommendation. It would appear that after the
CT has been assligned, further pramotion recommendations originated by the

1 carcer service should be coordinated with the office concerned to

validate porformence in a working enviromment.

ILLEGIH

10. The following recomendations are submitted for your consideration
at this 4ize. As the review of the (T Program progresscs and aress of
treining, placement and post~training eveluation sre more definitively
explored, additional recommendations will be forwarded. ”

A, The ID/S endorse the position that the size of the CT Program 5) (/'"
be reduced, I woald suggest a range of 60-80 per yesr. /

' ILLEGIB
B. The selection of candidatea for the CT Program should includ
s greater percentege of internals perticularly during the period of
position reductions.
ILLEGIB

C. The nelection criteria for the CT Program should dbe firmly
esteblished (and provided to Office Heads fer guidance in nominab
internals).

. -l o
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D, The coreer trainees acmigned to the Bupport Directorate
should for the mont pert be skilled professionals. A limited
mmber of generalists can be sccamsodated. :

The caraser tralnee candidstes should enter the program et
Te GS-03/9 level and follow e uniform promotion policy. The 5J
caresr service should initiate pramctions through the GS~11 level.
Coordinetion with the office concerned should be effected if the
CT has been assigned.

25X1
{

Chief, Career nmgt

and Teaining Staff, OC

Lomd =
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28 July 1969

The attached was presented by Mr. Cunningham --
though not exactly in its present form -- at the Deputies’
Meeting. In point of fact, Hugh's comments seem to
focus upon three possibilities: (a) abolish the CT
Program; (b) totally restructure the CT Program;

(c) keep CT Program "as it is, but with changes. "

Everybody agreed that there is certainly a need for a
new statement of concept/criteria and also which ever
way the Program goes, there must be a great reduction
in the numbers of "'externals."

The subject xidentatix evidently closed with
"direction" to Hugh Cunningham to write up a single
proposal (evidently Hugh is the one charged with mak-
ing the firm recommendation for one of the alternatives-
(a), (b), or (c) - noted above).

Each of the DD's is then to appoint a man who will
work with Hugh on "perfecting or implementing the
proposal.” (Note: this last underscoring is mige—
because 1 don't think it was really clear whether Hugh
plus the DD men or Hugh alone would prepare a single
proposal for review.)

FVD
= *
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" MEMORANDUM FOR: Colonel White

Attached is Mr. Cunningham's summary of
problems in the Career Training Program. Itis
suggested that this be placed before the Deputies’
Meeting of 23 July. If you concur I will have copies
made and circulated to the attendees at the Deputies'
Meeting.
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MEMORANDUM FOR: Deputy Director for Support

SUBJECT : The Career Training Program

1. This memorandum summarizes some of the problems of the
Career Training Program in a manner intended to be suitable for dis-
cussion by Colonel White and the Deputy Directors.

Introduction

2. Over the years the Career Training Program has developed
serious problems of purpose, scope, and management which require
fundamental rethinking, The Office of Training is at work on such a
study, and will eventually propose important revisions of nearly all
aspects of the Program, Some of these will concern the content, dur-
ation, and timing of courses. Others will require Agency-wide under-
standing of the ways in which changing Agency needs and practices have
altered the circumstances in which the Program operates. The most
important of these problems are identified in what follows, in the hope
that discussion at the top of the Agency will furnish a practical new
basis for the Office of Training's further study and recommendations,

Basic Concept

3. There is no longer a basic concept for the Program which is
uniformly accepted within the A%ency. The simple, broad definition of

the Program's purpose in was adequate until about 1965: It was
to be ""one means of...selecting and preparing highly qualified young men
and women for professional careers in the Agency." That this objective
was achieved in the early years is demonstrable from the performance -

of many products of the Program, One is a GS-17 and head of an Office,
another has been the Director's Special Assistant for Vietnamese Affairs,
another is Chief of the Estimates Staff; at least seven are supergrades,

10 are GS-15s, 63 are GS-14s, a good many have been station chiefs or
held other positions of comparable responsibility, 64 have been assigned
to the Midcareer Executive Development Course, and 21 have been selected
for one or another of the senior service colleges or other types of external
training of comparable distinction,

Approved For Release 2003/04/29 %é@é& .00780R003100130003-3ecisms i | 7
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4, Then expansion over several years swelled the ranks of Trainees
past the number that can have any hope of rising to senior positions. Since
1951 a total oflIlTrainees have entered the Program; of these| Ihave

entered since 1 January 1965 from outside the Agencyl |from inside).

Somelzl are now on duty. It is no longer clear what either the Agency or
the individual Trainee can realistically expect., A disparity of views as to
the Program!'s purposes has been widening for several years, Significant
numbers of officers at all levels and in all components now look to the Pro-
gram to serve one or another of the following functions:

a. to provide carefully selected and trained young professional
officers of top talent, suitable for development as leaders in one or
another field of activity as their individual aptitudes and the Agency's
changing needs would make appropriate--in short, potential general-
ists;

b. to be a source of young officers for the bulk of junior pro-
fessional positions, recruited for skills and experience already
acquired--in short, specialists;

c. to serve as an employee pool from which to satisfy crash
personnel requirements without regard to long-term career con-
siderations;

d. to provide status and training to young professional and
semi-professional employees who have performed well and plan
to stay in the Agency;

e. to provide an administrative mechanism to rechannel
young employees from one component to another or to afford
staff status to contract personnel who have served the Agency
well,

5. To some extent the Program has become a victim of its earlier
successes, Some fairly senior officers have allowed the false notion to
arise that no-one outside the Program can hope to advance. (Recent
controversies over the exclusion of some internal applicants and con-
tract employees, causing much ill feeling and even some resignations,
can be traced to this damaging misconception,) Expansion since 1965
inevitably brought some decline in quality--not in those qualifications
that can be measured, such as education, but in intangibles like moti-
vation, intellectual curiosity, and eagerness to learn. Training which
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was once suitable for a fairly homogeneous group is less and less appro-
priate for an agglomeration of specialists earmarked very early for one
Office or Directorate and no other., Pressures of workload and disparities
of view as to function have kept OTR from adapting its courses enough to
keep up with the changing situation, especially as to who gets what train-
ing and for how long. The large numbers of Trainees, colliding with
obstacles like BALPA, have made placement more difficult and dashed
the hopes of those bright young people now two or three years out of train-
ing. The number and rate of resignations have been rising, especially
among those placed in routine jobs with little challenge and no prospect

of change or of advancement beyond GS-11, We have to ask ourselves
whether the confusion and turmoil surrounding the very concept of the
Career Training Program are not tending to drive out the Trainees with
gumption and ambition, and to leave with us those who are satisfied to
become good gray bureaucrats.

Criteria i(ll: Selection

6. For years the Program looked most of all for native qualities
of personality, intellectual ability, aptitude, motivation, temperament,
versatility, adaptability, and potential leadership, published
on 22 November 1963 (of all unhappy days), is still in effect though re-
vision has been in process for several years. It sets only these minimum
criteria: '",,,a candidate must have a college education or, in the case
of on-duty personnel, its equivalent in experience....The candidate must
also be qualified to undertake assignments of any degree of sensitivity and
be medically qualified for full duty/general,"

7. The decision to enlarge the Program to 275 Trainees per year
for FY 1967 and FY 1968 necessarily represented a shift of emphasis,
Since the Agency now looked to the Program to fill many more junior
slots in a way that would get its current work done, with less attention
to future developments, there had to be more emphasis on finding candi-
dates who already had a high degree of specific skill, This trend became
even more pronounced when in early 1968 the Program was severely cut
back because of BALPA and related stringencies, In general, Trainees
were by now recruited not so much for their long-range potential as to
fill specific current requirements, For FY 1970 the Directorate of Sup-
port wants three investigators, five technicians, three lawyers, eight
business or accounting majors, and nine Support generalists, The Direc-
torate of Intelligence wants mostly MAs in ten specified fields or bach-
elors! degrees in certain sciences, engineering, or mathematics.

3
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The Clandestine Service has many fewer possible openings than before,

but has fairly recently argued that the tighter personnel situation requires
an upgrading of standards, and therefore stipulates that henceforth Trainees
should hold advanced degrees (mostly MAs in various area studies) and pre-
sent either an intermediate knowledge of some language or a high aptitude
for languages. All these developments have made it expedient to move all
the way back to the initial interview the decision as to which Directorate

a Trainee would join, and to reach that decision before his own acquaint-
ance with the Agency and his performance in training can help influence

the assignment. In so doing we have abandoned what used to be one of the
most successful features of the Program. Instead, we now give training

of which a good deal is entirely inappropriate (for example, the Ops Famil-
iarization Course for Trainees already slated for the DDI), and increase
the dissatisfaction of the Trainees with the rigidity of both training sched-
ules and placement,

8. In a meeting on 6 November 1968 the Director emphasized his
own continuing interest in the Program. He underlined the necessity of
selecting only the best (now made easier by the new restriction on num-
bers), but instead of concentrating on advanced degrees, he expressed a
criterion more nearly like that of earlier years. To quote from Mr, Wat-
tles's memorandum of the same day to his recruiters, Mr., Helms "has
in effect directed that applicants selected for the Program have demon-
strated by experience, interest, academic focus, or by any other means
you can think of a true, real interest in other countries and the inter-
national affairs of the United States.' This seems to come closer to the
old concern for personal attributes than to the new emphasis on graduate
degrees and special skills.

9, If we are to return to choosing young people primarily for
promise, character, personality, and above all motivation for Intelli-
gence as a career and a profession, then we must be ready later on to
provide them with the special skills the Agency will eventually require
of them., An interesting evidence that this is possible is to be seen in
OER's practice of sending junior officers to the Foreign Service Insti-
tute's intensive course in economics., But if skills are to be the most
important criteria, then the whole Program ought to be drastically re-
vised, or even abolished: Recruitment, training, and placement can-
not be effectively managed centrally by a Program designed for a quite
different purpose, In particular, the effort to manage these functions
centrally for large groups requires more precise forecasting of vacan-
cies than can be handled by a Program which requires up to two years'

4
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lead-time, and the whole process is more vulnerable to every twist and
turn in budgetary and personnel considerations than it would be if it were
divided among the Directorates, Meanwhile, if we keep on trying to find
both high motivation for an Intelligence career and the impressive gradu-
ate degrees, we shall keep on finding that they do not often exist in the
same person to a degree that will satisfy the Agency. Advanced degrees
are highly salable commodities in a highly competitive market, and it is
no wonder that recent graduates tend to look on CIA as just one more job
opportunity like many others,

10. My own tentative recommendation is to return to the old con-
cept and leave the recruiting of already trained specialists to the Direc-
torates. It would be a great loss if the Agency did not try to keep on find-
ing young people of high general promise, introduce them to the work of
the Agency as a whole, and gradually identify through training the interests
and aptitudes which would fit them especially for one line of work or an-
other., Without such a Program we would lose a valuable means of empha-
sizing the Agency's essential unity of function, and would instead encourage
a segregation into tribes speaking different tongues. That danger is al-
ready present among us, and we need every means we can devise to ward
it off, I believe we could manage a small Program to this end without
creating the old bugaboo of an elite corps; at the same time managers
throughout the Agency could recruit and develop the large numbers of
junior professionals they need in addition to those the Program could
supply.

Pay and Advancement

11, Career Trainees as a group present two special problems,
especially when we require those highly salable graduate degrees:

a. The Agency's starting salaries and promotion policies
for Trainees are not even competitive with those elsewhere in
the Government, much less with those in business. The Manage-
ment Intern Program of the Civil Service Commission starts
young officers at GS~-09 and promotes them to GS-11 after one
year, to GS-12 a year later, and to GS-13 eighteen months after
that., The FBI starts its agents at GS-10, Foreign Service
Officers accept low pay and slow advancement at first because
of the high rewards in prospect; the State Department has many
more FSO-1s than CIA has GS-18s, not to mention the hundred-
odd ambassadorships., By contrast, the CIA practice of start-
ing many Trainees at GS-07 or GS5-08, and advancing them one
grade at a time, makes recruitment of the best talents steadily
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more difficult; even the lesser talents can find higher pay and
quicker advancement elsewhere, as many exit interviews attest.
This fact reinforces the point about criteria for selection: We
must find the bright young man early, before he has that graduate
degree, and bring him up the way he should go. The education
we complete for him after that can deepen his commitment to the
intelligence profession,

b. Promotion policy with respect to Trainees has not been
uniform throughout the Agency, and of course the Trainees know
this, Any change in promotion policy once the Trainees are on
board is resentfully regarded as welshing on promises made dur -
ing recruitment, This subject has received sufficient attention
recently not to require extended discussion here.

12. We should consider adopting the practice of the Civil Service
Commission for its management interns, If the hump and the scarcity
of higher grades make this impossible, then we should consider skipping
GS-08 and GS-10 as many other parts of Government do for their profes-
sionals. Whatever else we do, we ought to be able to state a consistent
policy, Agency-wide, affecting the promotions of all Trainees (and prob-
ably other professionalsas well) up through, say, GS-11, and undertake
not to change it for those recruited under that policy until they have reach-
ed that grade. In order to avoid misinterpretation or misremembering of
oral statements made during recruitment or at entrance on duty, it would
be helpful to present the candidates with a written statement.

The Training Phase

13. Gradual changes elsewhere in the Program have brought serious
and costly contradictions into the training phase. Since 1958 the '"Integrated
Training Program' has included extensive early segments intended to help
the Trainee and the Agency explore each other until the most suitable place-
ment is recognized on both sides. But nowadays the elaborate training ex-
ercises in elementary tradecraft or writing OCI bulletins serve no such
useful purpose for people whose destination is already decided. The effort
in these courses to measure aptitudes is becoming an irritating waste of
time. It would be far better to concentrate on familiarizing the Trainees
with the work of the whole Agency--not the details of technique but what
each component does and why, and how they all fit together. If we return
to the generalist principle we can still use these courses to measure apti-
tudes, but if we deal largely with specialists they will at least have a more
practical idea of how their specialty fits into the whole complex framework,
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14, We are thinking of revising the whole training program for
young professionals (not Trainees only) to sharpen the focus successively
on the three separate aspects of the training function at this early stage:
first, a broad orientation to Intelligence as a career in public service,
for all newcomers; then a true familiarization with the work of the Agency,
for all Trainees and perhaps others, omitting elaborate examination of
techniques; and finally, for the Trainees of each Directorate as appropri-
ate, intense concentration on the specific skills the Directorate knows
they will need, The present Program is more or less like that already,
but contains a number of important anomalies that will take considerable
time to correct. (For example, the Ops Familiarization Course spends
many hours on the writing of cables and dispatches in the Clandestine
Service; this is pointless for people going to the DDI and DDS, and belongs
in the later course for Clandestine Service personnel only,) Along with all
this we need to re-examine possibilities for on-the-job training for up to
several months at Headquarters, both to help determine eventual place-
ment and to vary the scene for impatient young people who have already
spent many years in classrooms,

Considerations of Management

15, The first question is how many and what kinds of Trainees the
Agency can use in challenging assignments. We await Mr, Wattles's
study of resignations with great interest, but we already know that lack
of challenge is a frequent cause of resignation among Trainees who have
been in the Agency for several years, Just as some young professionals
outside the Program imagine that they are therefore second-class citizens,
so some Trainees get the same impression about themselves, It is regret-
tably true, for example, that they see a great difference in prestige and
prospects for advancement between the "production'' Offices of the DDI and
the Offices which perform services for the producers. In Support and the
Clandestine Service they do not seem to be prepared for the great amount
of humdrum work like name-tracing and security checks, and tend to judge
their prospects by the speed with which they can get overseas. Some of
this unreality stems from offhand inattention on the part of their super-
visors., But phrases like ''too little work to do,!" "'too little responsibility, "
'""bureaucracy and overstaffing'' recur with discouraging frequency in the
exit interviews,

16. The Program should be kept small enough not to be overwhelmed
by problems like BALPA, especially because of the effects of sizable re-
trenchments on the placement and prospects of young Trainees early in

7
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their careers. In this connection we ought to pay special attention to the
possibility of selecting more Trainees internally--developing talents with-
out swelling the rosters, The rule of thumb by which we have selected one
internal for every three externals is surely too arbitrary under present
personnel ceilings, It might be better over the next year or two to accept
as many internals as can meet whatever standards are agreed on--though
unfortunately we have no idea how many that might be. It might even be
advisable to conduct a whole training cycle for internals only., Sucha
device might have several benefits:

a. We could confirm or refute the hypothesis that the Agency
is overlooking a prime source of undeveloped talent, The one-to-
three ratio and the manner in which internal applications are con-
trolled by the Directorates prevent us from testing that possibility.

b. Concentrating on this source of supply, conveniently at
hand for extensive interviewing and study, might help us all to
narrow our differences as to the most effective criteria for selec-
tion, :lspecifically encourages on-duty personnel to apply
for the Program, but some components set up more obstacles than
others; we might lessen this disparity.

c. While we were sorting out our criteria OTR could be adapt-
ing its training program. This slow step-by-step process could be
speeded somewhat by concentrating on the training needed by people
who have been in the Agency for some time, while revising the ele-
ments of training most needed by new externals,

d. We could give useful new attention to on-the-job training
(also required by: incidentally), which in recent years
has fallen into disrepair, Two years ago the Program lost the
post-training period of six months, which had been used to deter-
mine the Trainees' suitability for their projected assignments,
and also lost the 13-week on-the-job training between courses,
Nowadays we hear considerable griping from Trainees about pre-
training and interim on-the-job assignments: unplanned, point-
less, even menial,

17, Gradual erosion of the Program's managerial responsibility
for its Trainees over the past couple of years raises the question whether
there are too many managers. After losing responsibility for arranging

SEGRE
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on-the-job training, the Program began to lose contact with the place-
ment process. For years the Program's staff personnel had negotiated
the assignment of a Trainee directly with the receiving branch. Then the
process came to include consideration and evaluation of the Trainee by a
special selection board in the Clandestine Service, and by the personnel
officer of the DDI, These developments had the effect of removing the
Program staff even further from post-training contact with a Trainee and
follow-up of his on-the-job performance. Early this year a representative
of the Clandestine Service began to review applications received by the
Program, with an eye to identifying those suitable for the Clandestine Ser-
vice before the candidates were invited in for interviews. This review was
in addition to those of three Clandestine Service careerists assigned to the
Program staff. When the Program's three primary missions of selection,
training, and placement are examined against these erosions of the respon-
sibilities of the Program staff, it is not surprising that the Chief of the
Career Training Program concludes that it can hardly be called a Program
at all,

18, My own conclusion is that the principal recent problem of the
Program, and the one which created or intensified most of the others, has
been its inflated size, That difficulty is being corrected, but perhaps we
ought to go further. At any rate, now is the time to examine all our as-
sumptions, expectations, and practices. The Office of Training will wel-
come whatever practical guidance from the top this catalogue of problems
can elicit. These problems are small compared with some the Agency
created for itself in the past: It is somewhat comforting to compare them
with those of another Program (''Mobilization, ' 1951), which directed the
training staff to prepare to take on 300 Trainees per month, for a total of
900 at any one time--and eventually 18 turned up. We have come a long
way.

HUGH T. CUNNINGJIAM
Director of Training
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Colonel White

Attached is Mr. Cunningham's summary of
problems in the Career Training Program. Itis
suggested that this be placed before the Deputies’
Meeting of 23 July. If you concur I will have copies
made and circulated to the attendees at the Deputies’
Meeting. :

sigued R. L. Banmerman

R. L. Bannerman

g JuL 1968
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Distribution: KT/
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Director of Personnel
5 E-56 Hgs.

Attached is a copy of Hugh Cunningham's report
on the Career Tratning Program. I have sent copies
to the Executive Director proposing that this be put
on the Deputies' agenda. Please control this report
until I hear from the Executive Director that he
accepts it as an agenda item.

R. L. Bannerman
8 JuL 1969

Deputy Director for Support 7 D-26 Hgs.
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MEMORANDUM FOR: Deputy Director for Support

SUBJECT : The Career Training Program

1, This memorandum summarizes some of the problems of the
Career Training Program in a manner intended to be suitable for dis-
cussion by Colonel White and the Deputy Directors,

Introduction

2. Over the years the Career Training Program has developed
serious problems of purpose, scope, and management which require
fundamental rethinking. The Office of Training is at work on such a
study, and will eventually propose important revisions of nearly all
aspects of the Program,. Some of these will concern the content, dur-
ation, and timing of courses. Others will require Agency-wide under-
standing of the ways in which changing Agency needs and practices have
altered the circumstances in which the Program operates, The most
important of these problems are identified in what follows, in the hope
that discussion at the top of the Agency will furnish a practical new
basis for the Office of Training's further study and recommendations.,

Basic Concept

3., There is no longer a basic concept for the Program which is
uniformly accepted within the Agency. The simple, broad definition of
the Program's purpose inl_—Llwa_s adequate until about 1965: It was
to be ""one means of...selecting and preparing highly qualified young men
and women for professional careers in the Agency.' That this objective
was achieved in the early years is demonstrable from the performance
of many products of the Program. One is a GS-17 and head of an Office,
another has been the Director's Special Assistant fo: Vietnamese Affairs,
another is Chief of the Estimates Staff; at least seven are supergrades,
10 are GS-15s, 63 are GS-14s, a good many have been station chiefs or
held other pos:tlons of comparable responsibility, 64 have been assigned
to the Midcareer Execvtive Development Course, and 21 have been selected
for one or another of the senior service colleges or other types of external
training of comparable distinction,’

downzrading and
deslassitication
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4. Then expansion over several years swelled the ranks of Trainces
paat the number that can have any hope of rising to senlor positions, Since
1951 a total off  [Trainees have entered the Program; of thesg[ |have 25X
entered eince 1 Ja anuary 1965 [_Jfrom outside the Agency,[  from inside). 25X
.‘;omcsl:la:r;e new on duty. It ie no longer clear what either the Agency o
the individual Tralnee can realistically expect. A disparity of views as to
the Program's purposcs has been widening for several years. Significant
numbers of officers at all levels and in all components now look to the I"ro-«
gram to serve onc or another of the following functions:
a. to provide carefully selected and trained young professional
- officers of top talent, suitable for development as leaders in one or
another field of activity as thelr individual aptitudes and the Agency's
changing needs would make appropriate~-in short, potential generalv

ists; -

b. to be a source of young officers for the bulk of junior pro-
fessional positions, recruited for skills and experience already
acquired--in short, specialists;

c. to gerve as an employee pool from which to satisfy crash
personnel requirements without regard to long-term carcer con-
siderations; L

d. to provide status and training to young professional and
semi-professional employees who have performed well and plan
to stay in the Agency; '

e, to provide an administrative mechanism to rechannel
young employees from one component to ancther or to afford
staff status to contract personnel who have served the Agency
well, :

5. To some extent the Program has become a victim of its earlier
successes, Some falrly senior officers have allowed the false notion to
arise that no-one outside the Program can hope to advance, (Recent
controversies over the exclusion of some internal applicants and con-
tract employees, causing much ill fecllng and even somme resignations,
can be traced to thic damaging misconception,} Expansion since 19565
inevitably brought some decline in quality--not iu the se qualifications
that can be measured, such as education, but in intaogibles like moti-
vation, iatellectual curiosity, and cagerness to learn. Training which

2
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was once suitable for a fairly homogeneous group is less and less appro-
priate for an agglomeration of specialists earmarked very early for one
Office or Directorate and no other, Pressures of workload and disparities
of view as to function have kept OTR from adapting its courses enough to
keep up with the:changing situation, especially as to who gets what train-
ing and for how long. The large numbers of Trainees, colliding with
obstacles like BALPA, have made placement more difficult and dashed
the hopes of those bright young people now two or three years out of train-
icn‘_g. The number and rate of resignations have been rising, especially
among those placed in routine jobs with little challenge and no prospect

of change or of advancement beyond GS-11., We have to ask ourselves
whether the confusion and turmoil surrounding the very concept of the
Career Training Program are not tending to drive out the Trainees with

gumption and ambition, and to leave with us those who are satisfied to

become good gray bureaucrats,

Criteria for Selection

6. For years the Program looked most of all for native qualities
of personality, intellectual ability, aptltude, motivation, temperament,
versatility, adaptability, and potential leadership. |:E|publlshed
on 22 November 1963 (of all unhappy days), is still in effect though re-
vision has been in process for several years. It sets only these minimum
criteria: ',,,a candidate must have a college education or, in the case
of on-duty personnel, its equivalent in experience,...The candidate must
also be qualified to undertake assignments of any degree of sensitivity and
be medically qualified for full duty/general, "

7. The decision to enlarge the Program to 275 Trainees per year
for F'Y 1967 and FY 1968 necessarily represented a shift of emphasis,
Since the Agency now looked to the Program to fill many more junior
slots in a way that would get its current work done, with less attention
to future developments, there had to be more emphasis on finding candi-

~dates who already had a high degree of specific skill, This trend became

even more pronounced when in early 1968 the Program was severely cut
back because of BALPA and related stringencies, In general, Tr ainees
were by now recruited not so much for their long-r ange potential as to
fill specific current requirements, For FY 1970 the Directorate of Sup-
port wants three investigators, five technicians, three lawyers, eight
business or accounting majors, and nine Support generalists., The Direc-
torate of Intelligence wants mostly MAs in ten specified fields or bach-
clors' degrees in certain sciences, engineéring, or mathematics,

<
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The Clandestine Service has many fewer possible openings than before,

but has fairly recently argued that the tighter personnel situation requires
an upgrading of standards, and therefore stipulates that henceforth Trainees
should hold advanced degrees (mostly MAs in various area studies) and pre-
sent either an intermediate knowledge of sorne language or a high aptitude -
for languages, All these developments have made it expedient to move all
the way back to the initial interview the decision as to which Directorate

a Trainee would join, and to reach that decision before his own acquaint-
ance with the Agency and his performance in training can help influence

the assignment. In so doing we have abandoned what used to be one of the
most successful features of the Program. Instead, we now give training

of which a good deal is entirely inappropriate (for example, the Ops Famil-
jarization Course for Trainees already slated for the DDI), and increase
the dissatisfaction of the Trainees with the rigidity of both training sched-
ules and placement,

8. In a meeting on 6 November 1968 the Director emphasized his

own continuing interest in the Program, He underlined the necessity of
. selecting only the best (now made easier by the new restriction on num-

bers), but instead of concentrating on advanced degrees, he expressed a

cr1ter10n more nearly like that of earlier years, To quote from Mr, Wat-
, Tles's memorandum of the same day to his recruiters, Mr, Helms "has
in effect directed that applicants selected for the Program have demon-
strated by experience, interest, academic focus, or by any other means
you can think of a true, real interest in other countries and the inter-
national affairs of the United States.' This seems to come closer to the
old concern for personal attributes than to the new emphasis on graduate
degrees and special skills,

9. If we are to return to choosing young people primarily for
promise, character, personality, and above all motivation for Intelli-
gence as a carcer and a profession, then we must be ready later on to
provide them with the special skills the Agency will eventually require
of them, An interesting evidence that this is possible is to be seen in
OER's practice of sending junior officers to the Foreign Service Insti-
tuté's intensive course in economics, But if skills are to be the most
important criteria, then the whole Program ought to be drastically re-
vised, or even abolished: Recruitment, training, and placement can-
not be effectively managed Centl ntrally by a Program designed for a quite
different purpose. Ir partlcular the effort to manage these functions
‘centrally for large groups requires more precise forecasting of vacan-
cies than can be handled by a Program which requires up to two years'

-
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" lead-timme, and the whole process is more vulnerable to cvery twist and
turn in budgetary and personnel considerations than it would be if it were
divided among the Directorates, Meanwhile, if we keep on trying to find
both high motivation for an Intelligence carcer and the impres sive gradu-
ate dcgrﬂu:, we shrill keep on finding that they Jo not often exist in the
Fame person to a degree that will satisfy the Agency. Advanced degrces
are hiwh ly salable commodities in a highly comnpetitive market, and it is
no wonder that vecent graduates tend to lool\ on CIA as just one more job
opportunity like many othere

10. My own tentative recommendation is to return to the old con-
cept and leave the recruii'ing of already trained specialists to the Direc-
torates, If would be a great loss if the Agency did not try to keep on finda
ing young people of high general promise, introduce them to the work of

‘the Agency as a whole, and gracdually identify through training the interests
and aptitudes which would £it them especially for one line of work or an.
other, Without such a Program we would lose a valuable means of empha-
sizing the Agency's essential unity of function, and would instead encourage
a segregation .into tribes speaking different tongues, That dangev i al-
ready present among us, and we need every means we can devise to ward
it off, I believe we could manage a small Program to this cnd without
creating the old bugaboo of an elite corps; at the same time manapers
tﬁ'—éughoui‘ the Agency could recruit and develop the large numbers of
junior pr ufc.s ionale they x‘:(‘co in addxtion to those the Program could

sUP] ply.

" Pay and Advancerment

11, Career Trainees as a group present two special pz‘o])leznzz',
especially when we «'equrre those highly salable graduate degreecs

a, The Agency's g’r;arting salaries and promoticn policies
for Trainces are not even competitive with those clsewhere in
the Government, much less with those in'business. The Manage-
ment Intern Program of the Civil Service Commission starts
young officers at G3-09 and promotes them to GS+11 after one
year, to GS-1Z a year later, and to GS-13 cighteen months after
that. The I'Bl starts its agents at G5~10, Foreign Service
Cfficers accept low pay and slow advancersent at fivst because
of the high rewards in prospect; the State Depar ment has many

niore ¥50-15 than CIA has GS-18s 1, ot to vowntion the hundred-
odd ambassadorshins, By contrast, the CIA prezctice of start-
ing many Trainees at GS-07 or GS-08, and adva: cing them one
grade alta time, makes recruitment of the best talents steadily

-
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mcere difficult; even the lesser talents can fin< higher pay and
quicker advancement elsewhere, as many exit interviews attest.
This fact reinforces the point about criteria for selection: We
must find the bright young man early, before he has that graduate
degree, and bring him up the way he should go. The education
we complete for him after that can deepen his commitment to the
intelligence profession,

b. Promotibn policy with respect to Trainees has not been
uniform throughout the Agency, and of course the Trainees know
this. Any change in promotion policy once the Traineces are on
‘board is resentfully regarded as welshing on promises made dur-
ing recruitment, This subject has received sufficient attention
recently not to require extended discussion here,

12, We should consider adopting the practice of the Civil Service
Commission for its management interns, If the hump and the scarcity
of higher grades make this impossible, then we should consider skipping
GS-08 and GS-10 as many other parts of Government do for their profes-
sionals, Whatever else we do, we ought to be able to state a consistent
policy, Agency-wide, affecting the promotions of all Trainees (and prob-
ably other professionalsas well) up through, say, GS-11, and undertake
not to change it for those recruited under that policy until they have reach-
‘ed that gradc, In order to avoid misinterpretation or misremembering of
oral s_tatemen’i:s made during recruitment or at entrance on duty, it would
be helpful to present the candidates with a written statement,

The Training Phase

13. Gradual changes elsewhere in the Program have brought serious
and costly contradicticns into the training phase. Since 1958 the "Integrated
Training Program' has included extensive early segments intended to help
the Trainee and the Agency explore each other until the most suitable place-
ment is recognized on both sides, But nowadays the elaborate training ex-
ercises in elementary tradecraft or writing OCI bulletins serve no such
useful purpose for people whose destination is already decided, The effort
ih-these courses to measure aptitudes is becoming an irritating waste of
time., It would be far better to concentrate on familiarizing the Trainees
with the work of the whole Agency--not the details of technique but what
each component does and why, and how they all fit together. If we return
to the generalist principle we can still ise these courses to measure apti-
tudes, but if we deal largely with specialists they will at least have a more

/
e
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4. We are thinklag of revising the whele training program for

young professionals (not Trainces only) to sharpen the focus successively
on the three geparate aspects of the training function at thiz carly stage:
first, a broad orientation to Intellipence as a career in public service,

for all newcomera; then a true fomillarization with the work of the Agency,
for all Trainees and perhaps others, omitting elaborate exaynination of
techniques; and finally, for the Trainces of each Directorate as appropri-
ate, intense conceniration on the specific skills the Directorate knows

they will need. The present Prograin is move or less like that already,
hut confaine a nuxnber of important anomalics that will take considerable
time to correct. (For example, the Ops Familiarization Coursc speads
many hours on the writing of cables and dispatches in the Clandestine
Service; this is pointless for people poing to the DI and DDS, and beloangs
in the later course for Clandestine Scrvice personnel only.) Along with all
this we need to re-esxamine possibilities for onwthe-job training for up to
several muonths at Headquatters, both to help determine eventual place-
ment and to vary the scene for impatient young people who have alveady
spent many years in classroomas,

Congiderations of Management

18, The first question is how many and what kinds of Trainees the
Agenicy can use in challenging assignments., We await My, Wattles's
study of resignations with great interest, but we alrcady know that lack
of challenge is a frequent cause of resignation armmong Trainees who have
been in the Agency for several years., Just as some young professionals
outgide the Program imagine that they are therefore second-class citizens,
so sorae Trainees get the same impression about themselves, It is regrot-
tably true, for example, that they ses a great difference in prestige and
prospacts for advancement between the "production” Gffices of the DDI and
the Oifices which perform sesvices for the producers, In Support and the
Clandestine Service they do not seem to be prepared for the great amount
of hurndrum work like name~tracing and security checks, and tend to judge
their proepects by the spoed with which they can get overseas., Some of
this unreality steme from. offhand inattention on the part of their supere
visors, Dutl phrases like '"too little work to do," "too little responsibility,
Mbureaveracy and overstaffing' recur with discouraging frequency in the ‘
exif interviews,

16, The Program should be kept small enough not to be overwhelmed :
by problems like BALPA, capecially because of the effects of sizable re-
treénchments on the plac ement and prospects of young Traluces early in

1
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their careers. In this connection we ought to pay special attention to the
possibility of selecting more Trainees internally--developing talents with-
out swelling the rosters. The rule of thumb by which we have selected one
internal for every threc externals is surely too arbitrary under present
pE?’s'onncl ceilings. It might be better over the next year or two to accept
as many ‘internals as can meet whatever standards are agreed on--though
unfortunately we have no idea how many that might be, It might even be
advisable to conduct a whole training cycle for internals only. Such a
device might have several beneflts

a. We c_:ould confirm or refute the hypothesis that the Agency
is overlooking a prime source of undeveloped talent., The one-to-
three ratio and the manner in which internal applications are con-
trolled by the Directorates prevent us from testing that possibility.

b. Conéentrating on this source of supply, conveniently at
hand for extensive interviewing and study, might help us all to
narrow our differences as to the most effective criteria for selec-

“tion, specifically encourages on-duty personnel to apply
for the Program, but some components set up more obstacles than
others; we might lessen this disparity.

c. While we were sorting out our criteria OTR could be adapt-
ing its training program. This slow step-by-step process could be
speeded somewhat by concentrating on the training needed by people
who have been in the Agency for some time, while revising the ele-
ments of training most needed by new externals,

d. We could give useful new attention to on-the-job tr aining
(also required byllen(:ldentaI]y), which in recent years
has fallen into disrepair. Two years ago the Program lost the
post-training peiiod of six months, which had been used to deter-
mine the Trainees' suitability for their projected assignments,
and also lost the 13-week on~the-job training between courses,
Nowadays we hear considerable griping from Trainees about pre-
training and interim on-the- JOb assignments: unplanned, point-
less, even menial, : R

17, Gradual er osion of the Program's managerial responsibility
for its Trainees over the past couple of years raises the question whether
there are too many managers. After losing responsi ibility for arranging

, 8
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on-the-job training, the Program began to lose contact with the place-
ment process, For years the Program's staif personnel had negotiated
the assignment of a Trainee directly with the receiving branch. Then the
process came to include consideration and evaluation of the Trainee by a
special selection board in the Clandestine Service, and by the personnel
officer of the DDI, These developments had the effect of removing the
Program staff even further from post-training contact with a Trainee and
follow-up of his on-the-job performance, Early this year a representative
of the Clandestine Service began to review applications received by the
Program, with an eye to identifying those suitable for the Clandestine Ser-
vice before the candidates were invited in for interviews, This review was
in addition to those of three Clandestine Service carcerists assigned to the
Program staff, When the Program's three primary missions of selection,
training, and pl'acerneht are examined against these erosions of the respon-
sibilities of the Program staff, it is not surprising that the Chief of the
Career Training Program concludes that it can hardly be called a Program
at all,

18. My own conclusion is that the principal recent problem of the
Program, and the one which created or intensified most of the others, has
been its inflated size. That difficulty is being corrected, but perhaps we
ought to go further, At any rate, now is the time to examine all our as-
sumptions, expectations, and practices. The Office of Training will wel-
come whatever practical guidance from the top this catalogue of problems
can elicit, These problems are small compared with some the Agency
created for itself in the past: It is somewhat comforting to compare them
with those of another Program ("Mobilization, " 1951), which directed the
training staff to prepare to take on 300 Trainees per month, for a total of
900 at any one time--and eventually 18 turned up. We have come a long
way.

UGH T. CUNNINGHAM
Director of Training
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