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19 April 1951

MEMORANDUM FOR:

SUBJECT ¢ Report and Recommendations Relative to OPC Assessment
Procedures and Utilization

1. Reference paragraph 2 of memorandum, subject same as
above, dated 14 April 1851, the followlng general critique, with
candid comments and recommendations, is offered. Non-technical
language 1s used throughout because any deficiencies noted are not
technical but administrative in origin. Faulty vpolicy is invariably
involved rather than feulty professional practice:

a, Analysis of OPC training system and its routine
procedures clearly shows evidence of the system being unusu-
ally well-designed and supervised as effectively as essentizl
security precautions permit., For obvious reasons, the bulk
of activities coming under the heading of training operations
could be nelther observed nor analysed by the undersigned;
consequently, no pertinent and valid remarks can be made in
this report concerning the third aspect of TRAINIKG CONTROL
(instructionel operations). Throughout the Agency offices,
there appeers a common consciousness of the precision with
vhich TRD is doing a1l within scope of its control to
accomplish its obvious mission in accordance with Agency
concepts and requirements,

b, A more detailed analysls of the CPC system
of assessment indicates a well-equipped and carsfully
coordinated Agency activity which enjoys only vague approval
from ebove and general non-acceptance from below. In other
words, the Agency has not officlally caused its Assessment
Unit to present itself {to consumer units, branches and
divisions as an ACCEPTABLE PROGRAM, essentisl for all long-
range plenning and development.

As a unit operating within the TRD organizationsal
structure, the Assessment Staff appears ready, willing and
able to implement its psychometric program in eny wvelid
manner which will best serve Agency interests and expansion.

But unless its
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But unless its progrem is given clear-cut topeide approval
by policy statement, it will continue to be viewed as en
off-standards growth accessory to rather than integrated
wilth the organization as a whole.

Although there should be no need within the Agency
to popularize or glamorize any down~to-earth assessment pro-
grem, no means should be overlooked which would render it
acceptable to the Agency's mass-mind, Any Aﬁency-adopted
glogan such as "ASSESSMENT MEANS ADVANCEMENT' could direct
attention generally te the program's long-range value and
suggest advantages which mandatory initial plus voluntary
subsequent exposure to a vsychometric system would entail,

Within the Assessment Unit itself there still
remains traces of too—-great a tendency to pattern itself
after prototypes found in educational and industrial
frames of reference, In this connection it is briefly
polnted out that inasmuch as the Agency is unique in its
missions, it is not incongrous thinking to assume that its
approach to agsessment could correctly be unique.

Within the OPC system of assessment, however,
radical modification is not recommended mainly because it
ig felt to be nelther essential nor desirable, Furthermore,
this position is taken by the undersigned for two reasons,
ag followsi~--~

(1) The current unit has within ite
basic structure the potentialities needed for
development to fit any program of expansion.

(2) The system shows no inadequacies
which cennot be corrected or counterbalanced by
minor adjustments within its current structure
and mechanism,

2, It is suggested that the possibilities of the follow-
ing adjustments be explored:--

a, Abandoning use (except in recruiting and
selection of indigenous personnel) of the term SCREENING
not only as inappllicable but misleading insofar as 1t
implies a progressive separation process. This term is
inappropriate from both operational and motivational view-
points,.

b. Substituting, in general usege, the title
PSYCHOMETRIC PROGRAM wherever ASSESSMENT PROGRAM is now
uged,

c. Re-designins the
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¢. Re-designing the current assessment program
in order to make it provide greater objectivity and incresass
its susceptibility to mass-handling of individusls, Thig
would entail the development of a partially simplified bug
more extenslive psychometric brogram which would include
perheps 5 to 7 LEVELS OF ASSESSMENT, each level being referred
to Be nomenclature distinect within the Agency, e.g., 3rd
Echelon Assessment, Type <B Assessment, Class 3 Assessment
or just codified as ABDO, etec. Each level need not neceg-
sarily by v¥isualized as part of any progressive segquence nor
88 a telescoping series although exposure to any particular
level might presuppose previous exposure at another levsl
of inquiry into the profile of an individual.

d. Making it mandatory that all incoming (newly-
employed) Agency personnel be subjected to at least one of
the levels of assessment or to any appropriate combination
of levels in accordance with Job description and Agency
policy previously decided upon.

e. Requiring thet all incoming Agency personnel
be assessed for & minimum number of characteristics to
include MOTIVATION, EFFECTIVE INTELLIGENCE and PERSONAT
INTEGRITY, This combination might be visualized as an
initiel or basic level of assessment, utilizing not only
pen-and-pencil type mezsuring devices but also rating
scales, behavior tests, interviews in which projective
methods are touched upon and wherein the clinical pSy-
chologist's use of case histories is aided by a collateral
use of polygraphic appliences. Items such as EMOTIONAL
STABILITY or FIELD ADAPTABILITY would be measured within
other appropriate levels of sssessment not necessarily
higher or more intensive or less extensive but mainly
subsequent to the initial level insofer as essential only
in connection with particularized Job descriptions.

fo Including within the more complex levels of
assessment the fectors of non-stress as well as stress
situations in a ratio of approximately 2 to 1 (NS to S).
Furthermore, the value of administering a second phase of
specific tests or of conducting supplementary phases of
interviews after either oral or parenteral usege of
alcohol should not be overlooked,

g. Developing and correlating sets of tests,

inventories, questionnaires and procedures designed by
the Research and Development personnel within the

Psychometric Unit.
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Psychometric Unit. These devices would be designed solely
for use within the Agency. They are essentlial mainly
because the cross-sectional caliber and profiles of Agency
personnel are definitely above average in some factors.

It 1s just as absurd to expect maximelly accurate conclu-
sions from devices of universal applicability as it is to
suppose that testing devices developed within the Agency
cannot be independently tested for relliability and validity.

h., Increasing the number of MOLBILE ASSESSMENT
TEAMS and intensifyling the psychometric devices they
utilize, particularly in the screening of indigenous
personnel. In this connection, many three-man tesms,

including one clinical psychologist to each teem, is
suggested.

3, Regardless of whether or not minor modifications, as
suggested in the preceding paragraph, are explored and adopted, 1t

is recommended that the special requirements of CPC could be better
fulfilled by:-- q

a. Omitting all two-day assessments, as such,
If it is desired that reports concerning assessment of
personality contain the conclusions currently provided,
an exposure of at least four deys should be required.
This would not necessarily demend more clinical psycholo-
gists per person assessed but would require increased
emphasis upon procedures susceptible to quantity produc-
tion, Continuance of two-day assessments on an optional
basis would injure the whole program by rendering it even
less acceptable to the Agency mass-mind,

b, Discontinuing all assoclation of assess-
ment with promotion or internal transfers, The term
ASSESSMENT denotes the process of arriving at PREDICTIVE
judgments of a person's effectiveness BEFORE he has
begun working whereas APPRAISAL denotes a judgment formed
ATTER the person has been working at a job for some time,
Consequently, appraisal and training evaluation are equally
essentlal for accurate advancement in career fields bub
they must not be linked with purely predictive judgments.
This position is maintained not only because they lnvolve
considerably less of the psychometric procedures but also
because their obvious susceptibility to abuse would render
any attached assessment system less acceptable,

c. Utilizine a

e
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Usilizing a more intensive and extensive form
of assegsment for indigenous personnel as well as for covert
agents ( | overseas. This would require
increased emphasis on non-verbal nrocedures. It would also
demand expanded Moblle Assessment Teams as suggested in
parsgravh < above.

d. Integrating into any Research and Develooment
Group operating within the Assessment Unit experte in the
fields of Medicine, Psychiatry, Training, and Humen
Engineering in order to keep the overall tone of assess-
ment activitles geared continuocusly to the comprehensive
mission it must fulfill.

e, Incorporating into assessment reports a
suggestion concerning mossible SALVAGE POTENTIALS wherever

any assessed individual obtains a rating of MEDIOCRE or 25X

below,

CGonsultant

SEGRET
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