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CONFIDENTIAL

7 August 1951

MEMORANIUM FORs Deputy Director/Plans
Deputy Director/Administration
Assistant Director (Personnel)
Assistant Director, OFC
Assistant Director, 050
Assistant Director, 00
Assistant Director, OCD
Assistant Director, ORR
Assistant Directer, ONE
Assistant Director, 0OIC
Assistant Director, OCI
Assistant Director, OSI

FROM: Director of Training
SUBJECT s : A Program for the Establishment of a Career
Corps in CIA

1, The enclosed report has been approved in principle by
the Director of Csntral Intelligence and the Assistsnt Director
(Personnel)

2. You are requested to read it and comment on it, suggesting
any changes or additions ss soon as pessible, and preferably not
later then 29 August 1951,

3o A number of copieé are enclosed, in order that you may
circulate it among your senior staff for discussion. Additional
copies are mveilable in the Office of Training

25X1A

FOR THE DIRECTOR OF TRAINIHG: 25X1A

: puty Liracetor
Office of Training

i

L
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CONFIDENTIAL 24 suy

MEMORANDUM FORs The Director, CIA

FROM ¢t Asaistant Director
SUBJECT t Propozal for the Esteblishment of a
Caresr Corps

1, I hxve peviewed thie propozal, submitied te you
3 July 1951 by tha Director of Treining and have discussed
the plan, in general, with him,

2, There 12 considereble dastail on the plan that will
raquire the most closely dofined coordination between Per-
‘gonnel and Training but, I am confident that this can be
worked out bstween the two offices without any difficulty.

3 Also, the Career Menagement Program, coversd by
Appondix I, is an essentlal element of the overall plan bub .
will need more dsvelopmental atudy which I sm sure can be accom-
‘plished as the initial phases of the survey get underwey.
Because the Agency is generslly undsrstaffed now and in
ordar to gein the essential cocperation of the Assistant
Direetors, I suggest that rotation of the pressnt Agenoy
epploysas selscted for the Caresr Corps bs delaysd until
aoperating offices are nearer to their table of organize-
tlon goals,

ko I am in hearty accord with the proposal, subject
to the above minor qualifications in timing, and recommond
that you approve the plan in principls. ,

/a/ ¥, Trubee Davison
F. TRUBEE DAVISON

1st Indorsamsnt

02 Géneral Davisen

1. I do sc approve.

/5/ He Bs So

ii
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SRR
| CONFIDENTIAL
MEMORANDUM FORs Director of Central Intelligence 3 July 1951
FROM H Direstor of Training |
SUBJECT ' 4 Proposel to Establish and Implement &

Carear Corps Progrem in CIA

1, Since its incoption eix mentha ago today, the Office of Training,
in compliance with your werbal instructions, has given priority to planning
for the satablichment of a Career Cozpa, 'rhs Torsulation of & plan for
so vital an Agenoy-wide program morits more than a six-months attack by
ny limited staff., Howover, the recent news releese on the Agency Career
Cexrpe Progranm izpsls mo to swbmit herowith the plan as now doveloped,
vith probable imperfoctions which a later submission might have eliminated,

2, The plen rests upon two basic sssumptionss

2. Ultimately the quality of our personnel will depend upon
highly selectlive recrultment at the junior lsvel, but the Career
Corps itself could not and should not be recruited from without
‘the Agency, Wt rather should be selscted from those employess
who have demonstrated thelr ability through a period of serviee
in the Agency.

b. A program for e Carser Corpe, to be succesaful, must be
integrated with & careor management program for the Agency .

As & cnrollary to assumption {b) there is aleo submitted herewith the
proposed plan of Agency-wide Caresr Manegement, into which the Career
Corpa program must iteelf be integrated.

3o Gareer Management &nd many phases of the Career Corps propozal
ars properly the responsiblility of Personnel. If this plan is approved
in whole or in mrt, I rocommend that the Director of Parsormel be made
respoensible for implemsnting those portions of the plan that are
propariy functions of his Office, He will, of course, have the whole=
hearted support of the Office of Training.

L, I cannot emphasise too strongly that e gins non to the
successful execution of a plan of this type is the Tied support
of the Dirsctor of Central Intelligence and his Assistant Direstors.
Our study of the subject . indicates that Personnol and Mensgsment have
advanced siwiler proposals for caresr development in the past but that
former Directors failed to givs them implemsnting support.

Distritutions
Addroaeses
DDCI MATTHEW BAIRD
DDA
DpP
&S0
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GLOSSARY

Certain terms used in a restricted or unusual way &re
defined below: ' :

Applicant = A young man or woman who wishes
to bacome a professional trainee,
and eventually a osreerist, and
has been recommended by a contact
or Personnel Procurement.

Basic Training = A course in gensral intelligence
at the CIA lavel, together with
language and othar inatruction,
dosigned to prepare a professional
traines for work in CIA,

Candidats = An employse of two years standing
who wishes to enter the Carser
COrpa.,

Caraeer Corps .= Employees. who have been sslscted

for rotation and training in
preparation for positions of
great responsibility, end thoss
whe hold such positions.

Career Management o The program of selection of
Program careerists, and their subsequent
" training and advancement.

CIA Intelligence - The school offering .intelligense
School coursss, from Basic Iraining to
the National Intelligence Courss.

Contact = A consultant in an educational
institution who guides and rescosmmends
applicents. Contacts will be astablish-
ed in the separation centers of the
Amed Forces for the same purpose.

Genaralist = A mamber of the career corps whose
aptitudees and interests justify
extensive training and rotation in
and out of the Agency, to prepare
him for Agency-wide jobs and other
positions of great responsibility.

v
SECRET
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Hational Intelli-
gence Course -

Professional Traines

Specielist

Training Slob

= A final course for carserists,

devobed primarily to research in
seminars on actual intslligence
problors.

= A young men or woman of high

potential; selected for Basie
Training and placemsnt in CIA.

& momber of the Carser Corps whose
excellence in & particular field
or office indicates that his
training end rotation should be
directed toward improving hise
work in his specialty.

- A T/0 position established above

the normel T/0 of an Office,
dasigned to facilitate initial
rlacemant of professional trainses
and rotation of careerists.

vid
SECRET

Approved For Release 2001/08/29 : CIA-RDP78-03578A000100050001-6



3
SELECTION CRITERIA FOR
PROFESSIONAL TRAINEE

COLLEGE AND
GRADUATE SCHOOL

CIA
CONTACT
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1.
RECRUITMENT OF PROFESSIONAL
TRAINEES BY O/P AND O/TR

SECRET

APPLICATIONS CIA ASSESSMENT

CIA
CONTACT

PSYCHOLOGICAL

PERSONNEL STAFF, O/TR

PERSONNEL
PROCUREMENT

25X1A :

SUPERIOR IN: ARMED FORCES
Intelligence SEPARATION
Psychological CENTER
Interests
Performance

INDUSTRY
PROFESSIONS
'

]
‘ T

SELECTION BY

O/P, O/TR, AND

RAINING LIAISON
OFFICERS

SECRET

iTNIEN WHO RAVE NOT 7
| SATISFIED THEIR MIL- !

puml ITARY OBLIGATION GO | e

| INTO ONE OF THE SER-|
| VICES AT OUR DIREC. |
N

Vo TO

il
BASIC TRAINING

OVERT TRAINING
BASIC COURSE IN
[="|c1A INTELLIGENCE

[OPERATIONAL AND
COVERT TRAINING
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BY O/TR

—_—

[EVALUATION BY PSYCHOJ
LOGICAL STAFF, O/TR e
AND INSTRUCTORS

v.
INITIAL PLACEMENT BY O/P, O/TR
TRAINING LIAISON OFFICERS

ANOTHER
OFFICE

REGULAR
sLoT

ANOTHER
OFFICE
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V. VI AND VIl NOTE: THESE ARE POSSIBLE PROGRAMS OF TRAINING
SELECTION OF CAREER CORPS ) TRAINING AND ROTATION AND ROTATIONS. SINCE EVERY PROGRAM WILL
BY CAREER MANAGEMENT STAFF . OF GENERALISTS BY O/TR BE DESIGNED FOR THE INDIVIDUAL CONCERNED,
o/ AND O/P AND SPECIALISTS THERE WILL OBVIOUSLY BE MANY VARIATIONS.

BY O/TR, O/P, AND A/D's

EXCELLENT

BOARD OF DUTY WITH NSC, OFFICE CIA SCHOOL
APPRAISAL BY EXAMINATIONS GENERALIST ARMY, NAVY ROTATION OF EXECUTIVE| ROTATION NATIONAL
SUPERVISOR AND REVIEW IN CIA SECRETARY IN CIA INTELLIGENCE
UNIVERSITY LEVEL

ICANDIDATE NOT]
APPRAISED EX-

CIA INTELLI- CIA SCHOOL
1 RET!
CELLENT WHO |_J} SPECIALIST e GENCE SCHOOLL__JRETURN TO |__JROTATION THROUGH|[RETURN TO RETURN T0 NATIONAL Coalor OFfice 25X1C
WISHES TO DBE REFRESHER OFFICE RELATED OFFICE OFFICE OFFICE
EVALUATE

INTELLIGENCE
Dy
COURSE AD, AD, ETC.
(Through 1953 ]

UNIVERSITY LEVEL
Only)

NOTE: A SPECIALIST MAY BECOME A GENERALIST
AT ANY STAGE IN HIS CAREER, IF HE SO
WISHES AND IF THE BOARD OF EXAMINA-
TION AND REVIEW SO DECIDES.

SECRET
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INTRODUCTION

The intentioh of establishing a Career Corps within the
CIA was succinotly stated by General Smith a= follows:

%I am trying to build up a corps of well qualified men
here who are interested in making a carser with the
Central Intelligence Agency. To effset this, I recents
1y established a training seoction which functions ~ am

mch as I dislike thetm &8 a sort of career manage-
went offioce,”

Walter Bedell Smith
To Hono John MeCloy
17 Mareh 1951

The Office of Training has studled the problem of es-
tablishing & Careesr Corps from various sngles, and has
consulted experts in carcer management outside the Agency,
a3 well as experienged executives within the Agency.

The problem involves recruitwsnt of extremely able
young men and women from outside the Agency, selection as
carecrists of the most able people already in the Agency,
and improvement of the velue of members of the Career Corps
to the Agency by training, rotation and other experiences,
‘A system of career benefits and sscurity must be established
for cereerists, The recommendations made in thias réport
are centered arcund annual evaluation intendad to uncoveyr
the most @ble people available.

Only people with at least two years of service in the
Agency are here eonsi&@red eligible to bocome Caresrists,

Certain problems ars closely @mmectad with the matters
discussed here, but have baen given only passing sttention
at this tims, bacszuse they ars subsidiary to the main problem.
One 1z the establishmant of career benofits and-security
(£ppendix R). Another is the proper use of military personnel
on duty with the Agency, not only from the point of view of
thelr maximum utilisation by us, but also of their own
professional improvement (Appendiz 0).

X

SECRET
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INTRODUCTION

The intentioh of establishing a Career Corps within the
CIA was succlinetly stated by General Smith as follows:

I am trying to build up a corps of well qualified men
hare who are interested in making a carser with the
Central Intaelligences Agency. To effect this, I regente
1y established a training section which functions ~ as
mich as I dislike tho term ~ 28 a sort of CAresr MANAge-~
rent offico,®

Walter Bedell Swdth
To Hone John MeCloy .
17 nmn 1951

The Office of Iraining has studied the problem of es-
tablishing a Career Corps from various engles, and has
conmulted experts in cearger management ocutside the Agency,
83 welll a8 experiensed executives within the Agency,

The problem involves reoruitment of axtremely able
young men and women from outside the Agency, selection as
-carseriste of the most sble pecple already in the Agency,
and improvement of the value of memberé of the Career Corps
to the Agency by training, rotation and other experiences.
A system of career benefits and security must bs established
for carserists, The recommendations made in this reéport
‘are centered around annual evaluation i.nt.ended to uncover
the most &ble people avallable,

Only pecple with at least two vesrs of service in the
Agency are here considered eligible To become Careerists.

Certain problems are closely @mmected with the matters
discussed here, but have besn given anly psasing atisntion
at this time, bscause they are subsidlazry o the main problem. -
Ope is the establishment of career benofits and-security
(4ppendix R). Another is the proper use of military parsonnsl
on duty with the Agency, not only fwom the point of view of
their maximum utiliszation by us, but also of thelr oun
profeasional improvement (Appmdm 0)o

x

SECRET
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Go
1)9

THE PROBLEM

To devise a plan to selesct, recruit, and train young msn
and women of great promise, and to placs them in the Agency
where they will be of the groatest use,

To dcvise a method of ldentifying those employees of the
Agency who have the highest potential for further develop-
ment; to train and rotate them within and cutside the Agency
in such a way that they will develop the greatest useful-

news to the Ageney; and to place them in the most impor-

tant positions.
To provide the training necessary to implement A and B,
To coordinate A, B and Co

DISCUSSION

The problem is discussed under the headingse

I, Criteria for Selection of Professional Trainees.
Minfmm qualitative criteria sre establishe
terms of education, leadership, perscnelity snd
health, Specific criteria azre sstablished on the
basis of the present nesds of the Agency, in terme
of education, specialization, ressarch and experisncs,

II. Recruitment of Profeasional Traineeso Resruitment on

the basls of the gensral and specific criteria should
bring into the Agency a continuous flow of young men

and women, of whom many will prove to he able specialists,
and a few will eventually develop into generaliste capable
~of filling high exesutive positions,

xi
SECRET
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SECGRET

Students will be reccammendad from other colleges
by Personnel Procuremsnt.

Contacts will be established in the separation
centers of the Armed Forces to identify end intareat
able younz man anxl women,

Those recommended will bes tested lecally, and the
best wlll be brought %o Washington for assesament and
interviews. The Offices of Training and Personnel will
oporate the contacts jointly and the Psychological
Staff will supervise the testing and conduct the amsesg=
mant.,

I31, Basie Training is already ostablished to provide professional

Ve

trainees with the nocesaary skills and knowledge to enable
then to enter an offige with general competence in intelli-
gonce, and to meke the most of on-tho-job training.

(Az soon as possible, basic training should bs given all
new professional employees., )

All trainees will take a 12-weeks course, desi’gmzd
to tsach them the fundementals of intelligence and of
the Russlsn languege, and to improve reading speed
and writing skill.

Trainees will be subjeeted to a running evaluation
throughout their basic training,

Initie] Placement. On the basls of assessment and evaluation

fralnees will be placed in the offices, ‘either in regular
tlots, or in an appropristc number of training slots to be
osteblished in each office on the basis of authorized Table
of Organization strength. The Directors of Training and
Pergonnel will jolntly detormine the plagement in consultation
with the Assistant Directors, and will authorige plocement

of trainess in office tralning slots.

Selection of Career Corps., Supervisors will esvaluate
snnually all personnel, GS-9 through GS-13, who have

xii
SECRET
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besn with the Agency a minimum of two years, and who

are under 4O (4S for the first year of the program).

Thoss who stand out will ba testad, as will other em~
ployess in this category who wish to cempste for
Careor Corps selecticn. Bach year, the best cendidates
will be selected as members of the Career Corps, which
will consiet of spevinlists, whose capacities and ine
terests indicate that they are supsrior within thelr offices
end should stay there, and of generalisis, whose capacities
and intercsts indicate that they are cepable of filling
Agency-wids positions, :

Vi, ZTraining of Carseer Corps Specialists will be designed

vo 1z helr compotence within their offieces.
of advanced intelligence coursvs; avea
and language study; scientific, sdonemlc and toehnical
studys rotation within the Agencyj and travel--all
to be arranged in end out of the Agency by the Office
of Training in consultation with the Office of Persamel
and the Assistant Director concesncd,

ViIs Training of Career Corps Generalists will be dusigned

{o Increese ih .

, th and competenca of the individual
in the Agency es a whole, rather than to despen his
speciziized ekill, It will consist primerily of study
in the National Intelligence Course which is now being
established and other high-level Servlitco and governmentel
courses; and rotation throughout the Agency aad cutaide
the Agency. The ultimats purposc of the training will
be to produce a Dirsctor of Cantral Intalligence,

b}

Mutters of detail are disoussed in the appendiceg,
The discussion is expandsd in the next section.

RECOMMENDATIONS

1. That you approve the repor: in gensral.

2. That you authorize the Directors of Training and Persomel
to carry oul dstalled implementation.

xiis
GRCRET
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SISO T

I. SELECTION CRITERIA FOR PROFESSIORAL ThA INEES

Our problem 18 teo select abis and versatile young
paople who will fit into several offices of the Agency,
and o constyruct & progrem of tralnirg and rotation
that will develop theidr capabiiiiles to the nbwesd-
Through the 100 Training Slots allotied to tha Office
of Treining, we will bring in sanuslly 200-300 prefessionsl
wrainees who moet the genersl and speseifie cxiteris. A
professioral trainee iz 8 youny wen or women who Appsars
%o have a greal abilivy snd promise, wishes %o make &
aarger in CIA, and is receiwing beasie Sraining.

4~ General Minimum Criteris for Selestion

£ vachelor's degree from & good instibution,
with very high standing {Fzem wover L/h to 1010 of
ciase depending on institotion and other factors --
& spdioors undergraduete rscord will be disregerdnd
- enly if the spplicant has subssguently shown brilliznes
in graduete eschool, In the ssyrvices, or in othep
Fialds); ekdll in e languege of immmdiste uiility,
. ©r osroven langusge lesrning facility, demonstratad
by successful study of two langunges, or study of
1@ bayond ths slementary level; evidonce of leadsr-
#inlp and breadth shewn by participation in non-acedemie
purswitsy good pursonality, especially iset; sound
tealth and moraiss previeus military service, or
willingness to emnter service at our directions soundly
rotivated desire to meks & carser of CIA; willingmass
to acespt snonymiby. In the casa of an unususlly
well qualified person, exception m&y be made to these
1 quivenents,

B gﬁgati.va Critaria

We do not want as profassional trainees pecple
with: poor scademic recorde; exvellent wcadsmlc
iecords and nothing else; physiecal defecis serious
ensugh to be & hendicap in overt work; more than the
w03t minor emotional defacts; a record of failure in
language study; unwillingiess to go overseas; unsound
mrobivation.

.
NE .
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Tha Agency will no doubt properly continue to amploy
ag speclalists peopie who meet thess nzgative rather than
the positive eriteria. If they are suesessful, they may
be colected ap carcoriste by the procedurss dasseribed in V.

Je -Speeific Criferis

(Figures bazed on Agency nsseds and on infor-
mation supplied by Assistant Direciors.)

Out. of any group of 100 trainees, there should
he aboub:

3% Coliege gradustes

5 Enginsers, with some experience in
production

T Ll.B.'s; preferably with undergraduate
mejoras in Socisl Sclences, Area Studiss,
or Internztionel Rslations, A few
stiould be adminlstrators.

50 PhoD.'s or graduste students who have
net complated the Ph.Do, but have pro-
giassed far enough se that they have
actuel research training and experience.,

These Fipures are intended only as a guide to
ssiection and recrultment, end should notl be regardad
ue & Tabla of Orgenization. A4 firsi-rate men must
0% be excluded beesuso his category is full;, nor
¢say a sesond-reter bs brought in merely to £ill a
alot. The figures should be conbinuously revised
£a the 1ight of jeob descrintions for current vecancien.
{4 wmore devéiled breskdown is given in Appendix A.)

-2
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IX. KECRUITMENT OF PLOTESSIONAL TRAINGES

LT Rt P R R AR A e

Tha chief problem in recyruiimsnt 18 %o chooss from
awong the muny applicanis who will weet the ssleciion
eritarie Lhose whooe less tangible gualities justify bhigh
eyposteiions of success in ths Agsicy.

Ao University Contacts

& GIA contect will be sstablished in each of a
sedected proup of aboul 50 wmiveruities and collsges
{Listed in Appendix B) .

Hancling the
semtacts snd obher metters comected with this vrogemm
w11l &% first reguire a3 mejor part of tha tine of
wenbsrs of tha Offices of Personnsl and Training-

Uentacts should be men with considerabls intelli-

pence expsrisnce in CIA or other intellizenco egenglen.

“hoy must be men of the highest quslity, sirce quali-
sebive diserinination by individuals appeasrs to be

mbhjective, 1.0., 1t is besod on comparison of ths

atbive in the non-acadsmic affeirs of ths instibution
20 that, they will know students cutside sf thelr own
Jinlde.  In & few institutions the idesl contact will
be the Daan of the College. In Universities, thare
shenld bs o or wore, cme for the Colloge and ona fop
cash graduate school, sinre the studonts in cne aghost
are seldom walil known to the facuvitiss of the othsrs.
Ir many institutions thers is e clwb, compased of

irtellectually elite undergraduatas, graduate studenie,

and faenlty, and devoted to sarious discussion. A
faeulty mawbar of such & elub would know the deeirabie
- atudents, ‘

Svggested contacts will bs iisted through son-
sulbetion ameng Personnel Procurement Officers,
fiffine of Oporations Field Conteetsz, and tha 0ffics
of Training. Mewmbars of ths OffSces of Personnel amd

Trxaining who ars wall qualified to negotiate in colleges

and wmiversitiss will visit the institubions concerned
st copsult the authorities, esteblish contacts, end %o
Geal with other watiars notsd balew.

v,
e & o
=
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Contacts must be cleared through Secret, and
brought together in the Agency in the suwnmmsy of their
first year, to attend the Orientation Course and o
receive other indostrination. They will be carefully
briefed on what information they may give applicants.

Contacts will begin to watch those undergraduates
who emerge in their junior year sbove a line of per-
formance to be established locally, and in their
senlor year students who blossom late, Graduate
studsnts should be picked up after thelr first year.
Students who trensfer will bie passed on from contact
to contact, :

At no time will the

an glite cmsbthe

ortunity to prove by his own psrformance that he js
ontitied to gra% jng snd opportunity for advancemsnt,

Toward the middle of the student!s final year, the
contact will turn him over to a Personnel Procuremsnt

EO TR
Approved For Release 2001/08/38:r@4A-RDP78-03578A000100050001-6
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Officer. The contact will recommend a few of the bast
students as professional trainses, and the remainder
for other mors specific employment in the Agency.
Applicants with operational potential may be turnad
over immediately to the covert offices, so as not

to compromise their cover. To give the program high
prestige and wide range, every effort will be made to
recruit trsinees from many colleges and universities,

B. Applicants from Armed Forces

The separation centers of the Armsed Forces will
be another source of trainses. Contacts would be
established in each of those under the direction of
Military Personnel Division. Available information
from personnel files will provide & basis for pre-
liminary screening. .

G, Applicents Recommendsd by Parscnnel Precuremant

A third source of trainees will bs young men and
womsn turned up by the normal activities of Personnel
Frocurement, They should mset the selection criteria
noted in I, and should be under 35, and preferably
under 30, They will be selscted similarly to the
first two groups. '

D, Selection of Traineas from Applicents

Applicants recommended by the contagts in the
universities and the Armed Forces, and by Personnel
Procursmant, will fill out suitsble applicetiomns; by
which the obviously unfit will be weedad out by
Personnel and the othsrs will be tested by a means to
be devised by the Psycheologicel Staff of the Office
of Traini

25X1A
25X1A

may not be nocessary to bring the applicents together
at central points for testing.

The tests will be designed to reveal intelligernce,
motivation, aptituda for our work, abllity te reason
in appropriate problems, the psycholegical make-up
of the individual, knowlsdge of current affairs snd
their background, and ability to write.
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The survivors «+ili be brought to Washingtom and
interviewed and assessed with our current needs in
mindo (The testing and assessment program is dss-
eribed in Appendix C.)

There must bs sufficient data common to 21l
groups to permit comparison among them. Final selection
from among the candidates should be made by the Director
of Training after consultation with the Dirsctor of
Persomnsl, who has ultimate placement responsibility.
Training lisison officers from the gppropriate officea
will be consulted before smployment of trainges.

(It is possible and desirable that some men and
women whom we would be gilad to tuke at the bachelor's
leval will wish to go immediately to graduate school.
If they wish to study a relsvant subject, they should
certainly be encouraged to do so., They should not
ba subsidized by us, sines any one who is good enough
for this program will have no difficulty in obtaining
a fellowship or aseistantship, Others may take their
military training after the bachelor's degres, A
proposed arrangesent with the Awmsd Forces will be
describad in Appendix D.)

-6 -
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III., BASIC TRADNING OF PROFESSIONAL TRAINEES

The purpose of basic training is to give the professional
trainee the basic skills and knowledge necessary to an intel-
ligence officer. Under present conditions, with the Table
of Organization only about half full, training must be ks pt
as short as possible, in order that the trainees may be
absorbed in the Agency at the earliest possible date.

(The entire course of basic training deseribed below
is at present available only to professional trainees, but
as soon a3 the demands of the offices become less pressing,
it will be offeraed to all new professional employees.)

The training program must be controlled and expanded
in such a way that instruction will slways be given by
experts vho are well qualified either by experience in the
field, or by long study of the subject., Under no con-
ditions will canned lecturés or teaching from 2 manuval
be permitted,

Ao Basie training for professional trainees, already
in operation.

1. Before trainges enter on duty, they will
have besen clearly informed that they are
not an elite corps, and that their future
in the Agency depends on their performance.
Further training and preferential treatment
will result only from selection through the
proceduras described in V,

2. The basic course for trainess will lsst
twolve weeks and will be offered three times
in the first year beginning in July, October
and March, and six times in subsequent years,
It will be designed to give the students the
following knowledge and skills:

&. The fundeamentals of Russian, and an
elemantary knowledge of the Soviet area.
These are basic tools under present
circumstances., Students already com-
petent in Russian will be given other
language training. The mornings will
be devoted to this course (Appendix E).

2372:4
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b. The fundamentals of intelligence, basiec

' to all offices, but not specisl to any.
Trainees will learn the place of CIA in
the total intelligence end govermmental
structure, They will acquire such skills
and concepts as are necessgary to all in-
telligence officers. Considerable attention
will bs given %o the study of problems.
The curricuilum will include training in
rapid reading and comprehension, and in
veport writing, designed together to speed
the processing of documents, and to im-
prove the quality and clarity of writing.
The afternoons will be davoted to this
course, Either during or at the end of
this course, trainees will attend selected
lectures in the CIA Orientation and
Indoctrination Course, or its equivalent.
(A description of the intelligence
training is given in Appendix F.)

3, Throughout their training, trainees will be
continuously evaluated by their instructors
and other members of the Training Office,
in order to determine their quality and the
type of work for which they are initially
bast suited. Unsatisfactory trainees will
be dismissed if a job that they cannot handle
cennct be found (Appendix G},

ho At the end of their basic training, trainees
will be placed within the Ageney, either in-
& regular or a training slot (See IV.).

B. Proposed expansion of basic training, to be im-
plementsd as the Table of Organization f£ills and
the demand for spesdy relsass of personnsl weakens.

1. Elementary area programsi sbout three months
in duration (See VI, C.).

2, Advanced courses in Russzian and other slavonie
and sstellite languages for trainees who
aiready have & basic knowledge of Russian,
and courses in semitic and oriental languages
(See VI, B.).

-8 -
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Iv. INITIAL PLACEMENT OF PROFESSIONAL TRAINEES

A, Placement Procedure

'Thé trainse's initial assignment is of great importance,
not only in terms of his own development, but of the
efficiency of the offices and the Agenay &s & whole.,

Every effort will be made to place the trainee in
the most suitable position availsble, His academic and
other qualifications will be studied, his personslity and
aptitudes will be assessed, and his interests will be
ascertained, His performance in basic training will play
an important part in the nature and level of his plecement.

Assistant Directors and their representatives will
be invited to interview appropriate trainees late in ths
training period, and to express interest, or lack thereof,
until the treinee is placed in an appropriate office and
a suitable position.

B. Training Slots

If the criteria for selection and the process of
recruitment were perfect, there would be no problem of
placement. Since they are probably not, provision should
be mede for a very few training slots in the Table of
Organization of each Office, to be used for trainees, as
well as for rotation of Career Corps personnel, as deseribed
below (VI). These slots will have the further advantage
of taking up slack when thers is a temporary lack of
openings in particular categories. The Directors of
Training and Personnel should be authorized Jointly to
plagce trainees in training slots, after consultation with
the Assistant Director. ({(The necessary changes in the
Tables of Organization are outlined in Appendix H.)

Yo trainee mey remain in one training slot for more
than six months, at the end of which he must either be .
gbsorbed into the regular Table of Organization of the
Office, absorbed elscwhers in the Agency, eithsr in a
regular or training slot in another Office, or dismissed
at the joint discretion of the Directors of Perasonnel and
Training on the recommendation of the Assistant Director.

agm
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In offices where rotation of new persomnesl is customary,

it may be found desirable to move trainees through a
logical succession of training slots within the office
before they are initially placed, but only with the consent
of the Aseistamt Director concerned,

C. Evaluation by Supervisors

Four to six months after the initial placement in a
regular slot, a representative of the Office of Training
will request the supervisor of the trainee to mske & ‘
preliminary evaluation of his work., This evaluation will
confirm or contradict the original evaluation, selection
and placement of the individual, and may lead to & change
in the criteria for selection and methods of recruitment.
It will provide 3 means of evsluating basic training, end
grounds for modifying training when necessary., It will
also reveal obvious misfits, who will be either moved
or dismizased (Appendix G).

Once & trainee is placed in a regular slot, his
future will depend on his performence. Personnel will
have the sems interest in him that it does in all
employses, but Training, except for the evaluation first
mentioned, will become actively interested in him again
only when he emerges, if he does, as a candidste for the
Career Corps after two years in the Agency (Ses V),

- 10 =
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V. SELECTION OF CAREER CORPS

Next to initial recruitment, the most critical problem
jn the Career Development Program is the early and accurate
selection of the Carser Corps. The Career Corps is
composed of men snd women of suparior ability and perform-
ance and includes specialists, who are outstanding in &
single office, and generalists, who are willing and able
to £411 important executive positions that involve the
whole Agency in one way or another. (A more detailed
discussion is given in Appendix I.)

A, All Agency personnel in grades from GS-9 *hrough
GS-13, who have been on duty for at least two
years, and who are under L5 for the first year
this program is in operation, and under LO
‘thereafter, will be studied annually by Personnel
to identify those who have high potential and
should be considerad for Career Development
through further training and rotation.

The group, GS=9 through G5-13, is of
manageable size and 1s capable of close study«

Justification for these grades: Professional
personnsl who have not advanced to 5<9 in two
years under current practices of promotion, are
of low potential. It is further mssumed that
GS-1L's and above are already careerists, well
established and professionally competent, 80
recognized by their superiors, and for whom
further training may be desirable; or else
fall into categories that would make further
training impractical or unnecessary.

Nevertheless, for the first year that this
program is in operation, it will be neceassary
to study personnel GSmlﬁ and above; to dstermine
which of them should be considered members of
the Career Corps.

B. The Career Corps will be selected as follows:

1. Appraisal by supervisors will be combined
with age and grade, and graphically

=11 =
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represented, to revesl those who stand
out, (Detailed discussion of this groe
cadure will be found in Appendix I.

2, The preliminary group thus salected will
undergo further evaluation designed to
raveal:

a, aptitude potential for improvement;

b, intelligence, aptitude, and personality;

c. knowledge of the intelligence processj

d. ability to work from evidence in an
intelligence problem;

8, knowledge of current affairs, together
with historical and economic back-
ground; and .

fo &bility to learn languages

(The procedure will be discussed in
Appendix J.)

For two years, or until the career program
is well established in the Agency, it will
be necessary to permit all employses GS-9/13
to take the tests if they wish, as a check
on the appraisal, Allowance must be made
throughout this process for different levels
of performance at the various gradsa and

by persons with different kinds and amounts
of service.

3. On the basis of the appraisal, evaluation snd
tests, two small groups will be selschted:
the candidate specialisis and the candidate
generalists, The candidete specialist will
appear bafore the Board of Review in his
office (Appendix I), which will determine
whether or not he is to be considersd a
specialist, The Board, with a representa-.
tive of the Office of Training, will lay
out a course of study and/or rotation.

The smaller group of candidate generalists
will sppear before a Board of Exemination and
Review {Appendix I, Section &), composed of
the Director of Central Intelligence or his
representative, the Director of Training or
his representative, the Assistant Director

Approved For Release 2001/08/29 : CIA-RDP78-03578A000100050001-6
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of the office involved or his representa-
tive, the Director of Personnel or his
representative, and other appropriate
persons, The board, through interviews; and
any other means it wishes to employ, will
make a final judgment that the candidate

is or is not to be considered a generalist.

C. The successive steps of appraisal, evaluation and
interview will reveal ths two groups with which
the Career Corps Program is concerned:

1. Specialists who are highly satisfactory in
heir present position, whose desires and

aptitudes indicate that they should stay
in that sort of work, and whose potential
Justifies further training end promotion.
Some of this group may become Assistant
Directors, but they will remain in their
original offices,

2, QGeneralists who are highly satisfactory in
their present positions, but whose aptitudes
and interests justify extensive training and

. rotation throughout and outside the Agency,
- to prepare them for Agency-wide jobs; and
other positions of great responsibility.

D, The specialists and generalists ars the Career

Corps. Selection for the Career Corps does not
mean immediate promotion, but greater opportunity.

- 13 =

Approved For Release 2001/08/38CRETA-RDP78-03578A000100050001-6



Approved FagRelease 2001/08/2FEGRAIRDP78-0357&&000100050001-6

VI. TRAINING OF CAREER CORPS SPECIALISTS

The purpose of career training for specialists (V,
C, L) is to improve their efficiency and range in the
offices in which they work and to which they will return.
Assistant Directors may rest assured thet personnsl
released for training as specialists will return to their
office of origin, and that they will be at least partisally
replaced by other members of the Career Corps rotated
into their office from other offices, or by professional -
trainees. The proposed training slots in the offices will
be used to facilitate rotation (Appendix H). Since soms
specialists will become Assistant Directors, a broad
variety of training will be made available., Programs will
be tailored to individual needs.

The training may be designed to impart new skills
and knowledge, to refresh and improve existing skills and
knowledge, or simply to get the individual out of & rut
by a change of enviromment and concentration. The
last will be of particular value to analysts, scientists
and librarians, who are likely to fall into habits and
attitudes of mind that are not necessarily the most pro-
ductive. Training for specialists will ba arranged
individually, after consultation and agreement with the
Assistant Director and his Board of Review (Appendix I,
Section A), -

Some of these objectives may be accomplished by
training courses already existing or to be established
within the Agency. Others may best be achieved in
universities, industries or other government sgencles,
or by travel. (A sample plan of rotation and training
is discussed in Appendix K,)

A, The advanced intelligence course will be of
value to nearly all in this group, particularly
the less experienced (Appendix Lg)o

Bo The simplest problem is the acquisition of a
language. #hen there is considerable demand far
a language, instruction can be handled most
economically by arranging with an institute or
university to set up the required language
training for the group, Languags training wiil

@]J,.;,
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A

be get up within the Agency for thoss who

cannot be trained outside because of the

demands of their duties here, or because of
security, or those who have & language skill

that can be improved by part time work. In

the case of languages for which there is scattered
demand, instruction can best be arranged through
outside institutions, preferably local, on an
individual basis,

The best way to study a language is full time,
with complete leave of absence from other duties.
Compromises may be made, bui only at the cost
of efficiency and speed (Appendix M).

C. Somewhat more complicated is the problem of area

: study. Two elementary area programs should be
esteblished, preferably in local educational
institutions, or within the Agencys one on the
European orbit of the USSR, and one on-China and
the Far East. For more advanced study, and for
study of other areas, specialists must be sent
to academic institutions, Existing resources
are being studied, with the help of the Social
Science Research Council. In a very few cases,
such study may be accomplished in & summer
session, but in most instances; an academic year
or even two will be required (Appendix P).

D, The Office of Scientific Intelligence has a
particular need for a program on Soviet Science,
combined with area study, and the affect of
science and technology on international relations.
This question is being studied. The purpose may
be accamplished in or out of the Agency. Such
a program should also be useful to the Office
of Research and Reports (Appendix P),

E. A course on economic intelligence, and its use
in support of economic warfare and operations
will be developed.

F, Scientists, economists, and other specialists
. will be sent to universities, either as students
or &s research associates, to increase their
substantive knowledgs, or to carry out research,
or simply for professional refreshing (Appsndix P).

< 15 =
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bt Go In meny cases training in an industry, foundation
or laboratory will bs more useful to scientists,
economists, and other specialists than university
training (Appendix P). ' -

H. In some cases, travel and study in an appropriate
and feasible area will be the most desirable
program, whether for training or refreshing.
This might sometimes be accomplished through

rotation in one of the operational offices or

I, Rotation within the Agency, through use of train-
ing slots in the offices, will be desirable in
cases where the work of an individual is or will
be closely connected with that of another office,
but in all cases the purpose of such training
will be to make the spscialist more competent
in his own office, to which he will returm
(Appendix K) .

Jo With the cooperation of Office of Scientific

: Intelligence, short courses in the present

-~ knowledge and capacities of Soviet scientists

¢ in the various fields, and of the present and
potentiel capacities of Soviet weapons should
be established, not only to increase knowledge,
but to overcome some of the superficial con-
tempt for Soviet science that is current.
These courses should bs open to personnel from
other intelligence agencies.

- 16
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VII, TRAINING OF CAREER CORPS GENERALISTS

Generalists (V, C, 2) are those very rars individuals
who have the capacity to bring together many aspects and
branches of the intelligence problem and organization,
and wish to do so. Their need is not for specialized
training, but for increasing areas of responsibility
and experience on the ons hand, and for rotational ex-
perience within the Agency,; as well as in other intelli-
gence agencies and other governmental agencies which
have mutual intelligence needs.

Whereas the purpose of Specialist Career Training B
to produce better spacialists, there is considerable
doubt that any particular effort should be made to improve
the special skills of the generalists, excepting to
broaden their language ability, increase their first hand
k¥nowledpe of important foreign areas; and to give them
snough experience in the various offices of the Agency
and other intslligence agercies so thet thsy can under-
stend their products, and know their limitations and
cepecities. '

Therefore, while a high percentage of this group
#1311 have benefited as specialists from the sort of
training described in VI, before they have been idsntifisd
A8 goneralists, an entirely new emphasis must subssequently
be placed on their career development. The purpose of
their training is to produce Directors of Central Intel-
ligence, Deputy Dirsctors of Central Intelligence,
Assistant Directors, and Deputy Assistant Directors,
Assistants to the Director, members of the National
Estimates Board and other key people. (A ssmple plan of
rotation end training is presented in Appendix N,)

A:. On the academic side, the first need is for a
national intelligence course, not only for
this group, but for the personnzl of other
intelligence agencies (Appendix R),

B, Generalisis should be rotated throughout the
Agency, by means of training slots,

C. They should also attend the National wWar College,
Naval dar .ollege, IncCustrial College of ths
Armad Forces, participate as members of the Staff

_ -1 -
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‘of, or attend the General Staff and Intelligence
Schools of the Armed Forces and the advanced
Foreign Service Officer®s Course at the Forelgn
‘Service Institute of the State Department.

D. During, before or after the period of rotation
within the Agency, generalists should serve
long enough (at least one or two years) in
one or more of the intelligence or operational
agencies of National Security Council Staff,
State, Navy, Army, or Air Force to understand
their methods and objectives.

E. Time should be given the gensralist for study
of forsign intelligence systems, both friendly
and unfriendly. Materials in the pcssession
of the Agency will be made available through
the Office of Training.

At the end of the period, the gensralist should be
resdy for positions of great responsibility on the level
of Deputy Assistant Director and Assistant Director, and
after expsrience on that level, to serve on the immediate
staff of the Dirsctor or Deputy Director, and finally for
Deputy Director of Central Intelligence and Diractor of
Central Intelligence,

(Note: Jobs in the Agency fall into four categories:
technical, administrative, overt analytical and research,
and covert operations and collectlon., Specialists

should be robtated within one of these groups, but not

ameng them, The above has been written on the assumption
that 1t is possible to fiad generalists capable of under-
standing each office, though not necessarily of specializing
in its work.)

- 18 -
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APPENDIX A

SPECIFIC CRITERJA FOR INTTIAL SELECTION

(Figures based on Agency nseds and on information
supplied by Assistant Directors.)

Out of any group of 100 trainees, there should be about:

38 College graduates with fields of con-
centration that bear soms relationship
to ra&lityo' Of these:

2li should be potential operators
‘It should have unusual language training

A few should be administrators.
5 Engineers, with some experience in production

7 L1.B.'s, prefersbly with undergraduate majors
in Social Sciences, Area Studies, or Inter-
national Relations, A few should be adminis-
trators,.

50 Ph.D.'s or gradvate studenis who have not
completed the Ph.D., but have progressed far
enough so that they have sctual research
training and expsrience, Of these: '

i in Political Science, Sociology, History

or International Relations ;
7 1in Economies

12 in Area Studies

3 1in Modern Languages

5 in Physical and Biological Sciences

19 in these or other fields, providsd they
have strong contemporary interssts, and
are interested in concrete queations

In view of existing shortages, the numbers of
economists, scientists; and area specialists recruited
for the coming year should exceed these figures.

- 19 =
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APPENDIX B

LIST OF INSTITUTIONS IN WwHICH CONTACTS
SHOULD BE ESTABLISHED

The institutiona listed were selected by a board of
men with wide academic experience, on the bases of ex-
cellence in undergraduate work or presminence in cne or
more fields of graduate education. Failure to include

an institution here by no means implies that & licants
will not be accepted from it

ists A and B
consist mostly of membaers of the American kssociation
of Universities, Other institutions may be added later,

A. Universities

Brown University and Pembroke Collsge
Univeraity of California
University of Califomnia at Los Angeles
University of Chicago
Columbia University ineluding Barnard
Cornsll University
Duke University
Hayvard University and Radeliffe
Hopkina (graduate school primarily)
University of Illinois
Indiana University
State University of Iowa
University of Kanseas
University of Michigan
University of Minnescta
University of Missouri
University of Hebraaska
New York Univereity
University of North Caroline (including N.C. State and NCCwW)
Northwastern University
Ohie State University
University of Pennsylvania
Princaton University
~ University of Rochester
Stanford University
University of Texas
Tulane University of lLouisiana
Vandsrbilt University
University of Virginia
University of Washington
Washington University (St. Louis)
University of Wisconsin
Yale University
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B. Teghnical Schools

California Instituts of Technology
Carnegie Inatitute of Technology
Masaachusetts Institute of Technology

Oo Liberal Arts Collages

Amherst College
Dartmouth College
Oberlin

Reed Collsge

Tufts College
desleyan University
Williams College

The Claremont Colleges

Do Women's Colleges

Bryn Mawr

Mount Holyoke College
Smith

Wellesley

Vassar

o 2Y =
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APPENDIX C

TESTING AND ASSESSMENT OF APFLICANTS

Field Testing Program

I. Assumption
The Professiona) Trainee Program is sufficiently
publieized by the Central Intelligenece Agency
among colleges and universities so that there are
at least two thousand excellent prospscts each
year. Some of the applicants would be recommended
by college contacts, contacts in the Armed Forces,

and Personnel Procurement. Others would apply
on their own initiative.

Personnel Procurement authorities in CIA
review personal history forms, medical question-
naires; security check sheets, and other appli-
cation forms and weed out persons who could not
pass CIA employmant standards. If possibls, at

8 1.0 % 3 ) £ 3 f .

II. Testing Procedure

The [ :: 7°11-trained
exaniners strategically placed throughout the
country, especially in cities having higher edu-
cational inatitubions, Such testing centars have
besn selected by the
becausa of the geographic accessibility to
students throughout the country. A few daya
befora the testing progrem, the
would send teating 8 Lo the
exsminers, one kit for each applicant to be
tested. Applicants would report to these testing
centers for a ons-day objective testing program.
The testing programs would be held three timss esch
year, possibly February, May and October. Only as
many testing kits would bs opened a3 there ware

applicants to be tested, Unused testing kits would
bs returnsd to with

- 22 =
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the envelops seal umbroken, along with ths used
testing kits, *mm
scora all tests; rank individusls in respect to
ezch test; compile distributions, norms, and other
statistical data for that particular testing
program; contrast these statisties with norms
from previous CIA testing programs, and on the
basie of selection criteria devised by the
I ¢ the Office of Training,.
asterisk those applicants who were sufficlently
outstanding to warrant sssessmsnt, The informa-
tion outlined in the paragraph would be summarized
bym and sent to the
Office of Tralning @ n two wecks so that the
Assesament Team could get to work assessing the
more outstanding applicants first, Applicents

who did not meet the eriteria for professional
traineas on the mrms
would be reviewed by Personnel Procurement Loy
possible assignment in other slots in the Ageney.

rur. | -5 Psoxx
ﬂthe most part tmm
program would censist of objective-tLype

examinations, The final battery will need to
be worked out in detail later. but the tests and
questionnaires outlined below would constitute
the core of this program., Applicants will be
required te davote the whole day to the testing.

1. Briefing by the examiner re testing procedures
"~ and program for the day, and the signing of
& secraey sgreement re tests and proeeduresg

2. The applicants fill owb:

A Biographical Questionnaire which would
have questions re college dograes, acadamic
honoxs received, clsss standing, leadership
in non-acadesmic college pursuits, willingness
to serve owverseas. Biographic information
is oftan relevant to job placement; such forms
are ayn essential part of all intensive psycho-
logical examinations given in the military
services.

3. A 30=minute Test of Mental Spesed calibrated for
such highly qualified applicents.

\ - 23 =
Approved For Release 2001/08/29 : CIA-RDP78-03578A000100050001-6
SECRET
: {Avpendéx 0%

25X1A

25X1A

25X1A

25X1A



25X1A
25X1A

Approved FogfRelease 2001/08/29 : CIA-RDP78-035784000100050001-6

SECRET

Yo A 30-minute powsr Test of Logical Reasoning.
So A 30-minute Current and vorld Affairs Test.
6. A 20-minute power Test of Verbal Intelligence.

7o A 30-4S minute Vocational Interest Inventory,
for the purpose of determining which voca-
tional intereats are strongest for Agency
placensnt, :

8o 4 2-hour subject matter test covering physical,
biological and social seiences. This examina-
tion would include the standard subjects, A
complete seetion would be devoted to testing
fundamsntals of good report writing such as
English usage, spelling, punctuation and
capitalization, and reading comprehension.

9o A bbS-minute Temporament-Personality Inventory,
for the purpose of screening out possibla
psychopathics and extrems neurotics.

10. 4 30-L5 minute Written Interview Questionnaire,
which is a projective psychological technique
designed to reveal attitudes; interests,
and motivations related to CIA activitfes.

Tests No. 3 to 9 inclusive, would be scored by
W &nd the statisti
gent to UItice of Training, In additien, 25X1A

ould furnish a profi
88%8 NOo (, U &n or each applicant. Test No. 2
end 10 would bs sent to the Office of Training for
refding and interpretationg; although for test No. 2
agoring keys would ultimately be developed to simplify
interpretation for some of the variasbles inmportant

in the Biographic Questionnaire.

The tests and questicnnaires enumsrated as
elements in the test dattery are at present available
either in CIA or from publishing houwnes and univarsities
which sell psychological tests, For the firsi ysar
We shall have to drew from these sources but as the
program continues year after year, it will be highly

desirable for reasons both of sesourity and effective-
nese to have NN - the 251

o2l .
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Psychological Staff of the Office of Training devise
tasts and questionnaires specifically designed for CIA
needs. In certain tests, only revisions and some
additional standardization and validation are needad,
since conaiderable CIA work has alrsady baen put
into them; for example, Nos. 2, L, 5 and 6, and 10.

! Howaver, it is desirable to develop completely new
forms for Nos. 3, 7, and possibly 9., No. 8 will
require a certain amount of research, but not too

mich time should be required to put out a new CIA
for:m since the*s preeminent 25X1A

in this field.

Not only is it desirable to have these tests and
questionnaires developed spscifically for CIA, but
also we should have altemate-aquivalent forms for each
teat and questionnaire for use in locallties where
it appears that the items and questions in the test
have become toc well<known. Such alternate-equivalent
forme are especially desirable since in some places
three testing sessions may be held during one ysar,
which will make it possible for some of the early
applicants to pass on clues and information to sub-
sequent applicants, In such places the alternate-
equivalent form would be subatituted for ths original,
Both the original and the alternate-equivalent forms
would be revised each year. Some of the tests would
not need very much revision, such as logical Reasoning,
Mental Speed and Verbal Intelligence, but others such
as Current and world Affairs would have to be brought
up to date., Priority would be given to the revision
of those tests in which items become stale or in which

It is not contemplated that

25X1A will find any great difij!cu!y. ! n se!!!ng-up

eribbing is easys .
an orderly and e‘ficient schedule of testing programs
throughout the country three times each year. Per-
haps during the first year thers will ba a slight
amount of confusion, but durin; the following years

; the testing programs should prove of no great dif-

- ficulty, especially if there is someone in the Office
of Training designated to coordinate
ctivities, Their big job will be
o develop, revise, standardize, and vellidate tests,
questionnaires and techniques related to the objective
testing program. They will nsed to expend considerable

25X1A

25X1A

25X1A

Y 25 <3
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offort in this direction during the first two yesars,
After this, they will have to devote substential
numbers of research hours each year to keeping the
tests, questionnaires and techniques up to date by
incorporating research findings in the battery, If
the job is properly done;, more or less as cutlined,
CIA will have a more comprehensive and objective
battery of tests then is belng used by the Foreign
Service or any of the military services. In terms
of economy; it would mean that the Assessment Team
would not waste their more expensive man-hours in
essesaing those who are unqualified for CIA.

Assensment Prior to Final Selection

During World War II the British developed, through
the War Office Seloction Boards, a new type of soien-
tific personnel selection known as assessment, In
the War Offics Selection Boards the person being
asgessed was asked to carry out a variety of practical
problems in real-life situations., He was obperved
and teated by military officers, psychologiets,
puychiatrists and the commanding officer of the
Sslestion-Aasessment School. Prior to the estab-
lishment of the British Selection-Assessment Sehool,
five cut of ten persons failsd succersfully to
complete tralning schools in Scotland, even though
these prospective intelligence officeras bad besn
prasumably well-acrsened by their reoruiters,

After the establishmsnt of the Selection-Assesament
School, through which students were required to go
bafore entering training, only one student out of
ten failed to complete the course suceessfully.

I, Purpose and FPrinciples

It is plammed to use a wodified and limited
set-up in the Office of Training to assess
applicants for important psychological qualities
which cannot ba tapped by meens of papsr-and-
pencil objective-type tests. The testing program
will be used to msasure the applicantis mental
and intellectual fitness for research; the assess-
want will reveal his psychological fitness for
exscutive and operational posts, The assessment
procedures will attempt to msasure characteris-
tics of the applicant such as:z

Approved For Release 2001IO%&?R'E,?IA-RDP78-O357<8AOOO‘éggoggoo1-6
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His ebility to devise solutions to difficult
practical problems; e.g., "#hat mesasures should
be taken to nullify communism and increase the
acgeptance of democracy by peoples throughout
the worlde®

His ability to take the lead, the initiative,
in situations where no leader is designated.

His ability to carry out his lsadership
responsibilities when he is ass igned the task
of being & leadsr in a specific situation;
his ability to persuade and inspire others,

His degree of frustration tolerance; his
ability to work under stress and tension.

His effectiveness and capacity to wérk as e
cooperative member of a team; his sense of
discipline.

His insight into his motivations and those
of others; his acceptance of criticism and
his degree of objectivity in analysing his
mistakes.

His attitudes toward military and ecivilian
persomnel in this country; and his attitude
toward natives of other countries.

His attitudes toward important problems of
national security.

His ability to think and speak on his feet.

His energy, drive, %eal and motivation for
CIA work.

His ability to organize his thoughts on paper,
Can he write clear; concise, well-organized
reports? .

These and many other characteristics, which

will be observed in the assessment process, are
important in the training and placement of a
person in this Agency.

27 =
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I1. Procesdures

The Assessment Team will study the F 25X1A
results on the applicants prior teo

r assessment, including the statistics and test
profiles, the Biographic Questionnaire and the
dritten Interview Questionnairs, The psychologist
on the Assessment Team will study and anzlyse all
the findings on the applicant and befors the appli-
cant®s arrival will lay out as far as practicable an
assessment program for him, to take into account hie
special interests, attitudes, motivations and work
skills., The applicants will be essessed in groups
of four to six, over a period of two days. Ths two-
day assessment program will bs generally as follows:

a, First Dax

1. Group briefigg on the mature of the
' two~day program,

25X1A

2. Individual preliminary interview with

‘the psychologist.

3. Oroup Discussion: The applicants, sitiing
Informally around a table » choose a topic
of current interest and discuss it.

25X1A
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6. Lunch-Interviaw: Applicants have lunch with
the paycﬁﬁogfsta .Each psychologist watehes
his two men most carefully to observe how
they hendie themselves and others in &
routine scelal situation.

7o Topic Talk: The applicants are given fiftesn -
Minuies to prepare and ten minutes to give
a speech on an sssigned topie.

8, Stress Interview: The epplicant is subjested
to & disconcerting interview by a psychologist
in the presence of soma cther mambers of the
Assesspant Team,

b, Second Day

25X1A

3, One of two hours, allotted for the giving
of tests which are spscifically needed in
any case, e.g.; language aptitudes and
proficiency, psychological autobiography.

ko Lunch, Bud Rating_g: The applicants
lunch together without any official msmbers
of the staff present. Upon their return to
the assessment office, they are asked to
write personality sketches and svaluations
of each other.

- 29 o
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Psychological Interview: The appli-
cant spends from one to two hours with the
psychologist who, during this. session, gives
the applicant a chance to explain facis
about his personality, life history, work
habits and attitudes which have not yet
basn clarified. During this mession the
psychologist "idsntifiss" with the applicant
s0 that the applicant leaves with a healthy
attituds toward his twc-day experiences.

50

The rest of the day is spent by the applicant in talke
ing with staff members of the Offices of Training and Per-
sonnel, or with members of other Offices who have definite
interests in the appliecani's skills and potential, During
this time administretive matters and medical examinations
can be taken care of,

It should be emphasized that the assessment program
is highly flexible so that psychologists can devote more
jndividual sttention to the important or difficult cases.
In those csses where it does not appaar likely that the
applicant will qualify as & professionel trainee, he
will be referred during the second day to Personnel for
possible placement elsewhere in the Ageney., If this
cannot be arranged during the second day, it will be done
during the third day, if the applicant is able to stey
over.

In some instances the Assessment Team will heve
to carry out its program away from Washington to suit
the convenience of applicants, but as much as possible
the assessments should he done in Washington.

Within forty-eight hours aftsr completion of the
assessment program a coordinated, staff assesament
report on the applicant will be sent to the Director
of Training to 2id him in {a) making the final decision
on the applicant’s selection, and (b) working out a
training program to develop the applicant's potential
noat effectively, This asseasment report will also
be used later by the chief instructors and ths evalua-
tion psychologist to plan further trainins for the
trainse.

- 30 ~
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APPENDIX D

ARRANGEMENTS WITH ARMED FORCES FOR TRAINING OF PROFESSIONAL
TREINEES

This Appendix will be written when negotiations
with the Department of Defense sre successfully
completed.

o 3 o
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A 4
APPENDIX E
LANGUAGE FROGRAM FOR TRAINEES .
5 (Beocause of the current needs of the Agency, the language
presently taught is Russlan. The same methods can be used
for other languages.)
Ao Organization
Number of students in each groupe 20=30
Length of course ‘ . 12 woeks
Hours . - wmana 20 hours per weeks
! 8 AM, = 12 Noon
Mondey through Friday
- B. Program of instruction
(1) Descriptive grammar and theoryee- === 2 hours weekly
{24 hours)
(2) Group drill = phonology, spoken 1&118“3209
reading drilis _ = 8§ hours weekly
{96 hours)
(3) Individual laboratory drill for epoken
and written language : 10 hours weskly
(120 hours)
C. Objective
(1) Foundation for proficiency in use of spoken and
written language.
(2) Basic knowledge of phonology, structure, and grammar,

® 32 -
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(3) Active non-cognate vocabulary for everyday life
situations « approximately LOO words,

(4) Passive racognition knowledge of cognate vocabulary =
. newspaper level, 700 words.

(5) Essential verbs and declension forms,

- -

2. Objectives

At the end of this period, the average student should
be able to use the spoken language with reasonahle fluency,
and with oral accuracy so that he can be readily understood.
His oral skill will be limited to everydsy life situations,
with a spontansous active vocabulary of some LOO words., His
suditory recognition skill should be much broader, covering
possibly 750 words.

»

1o Follow=Up

After this foundation course; selected students should
be directed to contimue their language training at the rate
of five weekly hours of laboratory drill in the CIA Language
School Laboratory to increase their skill in the use of tha
spoken and written language. One additional hour per week
should be provided for remedial and corrective linguistic
analysis. If this in-service internal training program is
continued at the rate indicated for about 18 months, the
gtudent should have a good active command of tha language,

Through consultation with the several offices, in-

service training ecan be focused on the acquisition of
specislized terminolegy in various teshniecal fields.

= 33 =
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APPENDIX F

THE BASIC TRAINING PROGRAM OF THE CIA INTELLIGENCE SCHOOL

ko Discussion

The Basic training of this achool is designed to give
the trainee the knowledge and skills basic to intel-
ligence, The program will remain flexible, so that

it may be tailored to suit the nesds of each new ,
group. The early courses cannot tum out finished In-
telligence Officers, but the graduates will enter
their jobs betier prepared than heretofore.

Bo, Program

The program will consist of:

(1) Necessary lectures on orientation, mission
and security.

(2) Structure of U, S, Government and CIA's role
therein.

(3) Missions of Intelligence Advisory Committee
Agencies.

(L) Organization of CIA.

(5) lectures oi the World Situation, Foreign
Policy, the Soviet Government, History, etc.

(6) Methods employed in intelligence.
The tentative twelve week program will be intersparsed

with problems and training films; and selections for
readings in foreign langueges.

o3 -
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APPENDIX G

EVALUATION OF PROFESSIONAL TRAINEES DURING TRAINING

Each trainee will be subjected to a running evalua-
tion during Basic Training in order to systematize, verify
and sxtend the knowledge of his aptitudes obtained by
testing and assessment prior to his employment (Appendix
C), and to determine his potential so that he may best
be trained and placed. Within six months after a trainee
has been placed, his supervisor will be asked to avaluate
him.

A, Evaluation During Training

The Evaluation Psychologist, the Chief Instructor,
and the Instructors will periodically rate each student
in terms of performance in courses, personality, and
ranking in comparison with other students, in order
to determine his outstanding strengths and wesknesses,

The following rating system will be used:

Ratigga Definitions of Ratings Parcentile
T = Eguivaienfs

Superior t An extremely outstanding performance 98-100

Excallent : An outstanding performance, definite-
ly above average 85-97

Satisfactory: Requirements met without distinctien - 50-8k

Madiocre : Minimum requirements barely mot 16-L9
Poor : A deficient performahcaa. Definitely

below average S 3-15
Failure s An extremely deficient performance 0-2

Notet The derivation of the ratings from the normal distri-
bution curve does not imply that the students would be marked
on the curve" -- which is an arbitrary statistical inter-
pretation of human variebility. The students will be rated

Approved For Release 2001/08/?9 ?%lf&-RDP78-03578A000100050001-6
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41 terms of their ability to hold career jobs in thas Agency.
T3 some classes it is conceivable that all students will
qualify. It would be spurious, therefore, to fail someé

of them merely to conform to the iniquitous practice of
marking on the curve. :

Students rated low will be carefully studied to determins
whether they can be improved, or should be dismigsed.

A final evaluation will be sent to the Difector of
Training, and will be used as one of the bases for initial

placement .

B. Evaluation after Initial Placement

Supervisors of trainees will be asked to evaluate
them from four to six months after initial placement.
The evaluations will be studied by the staffs of the
Office of Training and Personnel, and by the Assistant
Director, as a check on selection, training and
placement., Trainees who present a problem at this
stage will be carefully studied, to datermine whether
they should be placed in another position; or dismissed.

If a trainee undergoes an important change of
position in his first two years in the Agency, a
similar evaluation will be made from four to six
months after the change.

o 3 =
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APFENDIX H

NUMBER OF TRAINING SLOTS TO BE ADIED TO T/0 OF
=S "FACH OFFICE

To be used to facilitate initial placement of
professional trainees, and rotation of carser corps

personnel.

Office  wWashington _ Fore 25X1A

DCX i

TDA 5 1

nS 1 2

7RG 2

acp 6

nIC b

0cT b

ONE 2

ORR 9

0SI 3 1

Pot. Overt- 3 3 T
Total- 38

/P 1

00 6 h 1

0S0 15 2 21

OPG 8 %%_
Total- 30 %
Total- 85

Grand Totel- _}3‘2

It is suggested that one training slot be established
on the staff of the National Security Council, and one on
the Psychological Strategy Board, which our Office of
Parsonnel services,

- 37 =
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JDENTIFICATION OF CAREER CORPSs CAREER MANAGEMENT PROGRAM

In this study of career or management development thare
is carried forward the conception of a limited and elite group
implied in General Smith's letter to The Honerable John McClay,
17 March 1951, Its procedures and techniques are dirested to
the identification of the Career Corps. The ticket of admission
to the group is demonstrated abllity on the job. The following
are proposeds

1. The formation of a Board of Examination and Review
at the Director-Deputy Director level of the Agency
and Boards of Review at the Office level. (Seotion A)

2. Annual appréiaal of employees by their supervisors
and/or associates (Section B) to take place against
developing job=performance requirements (Section C),

3. Restriction to noneclerical personnel in the GS 9=13
level inclusive, i00s, the most likely career group.
- The rationale for this position is set forth in
Section D. .

L, Emphasis away from rating (the Civil Service concept)
and directed toward what the employee can do and what
msy be done to improve and prepare him or her for
higher level service.

5. The first step objective is to train and ground super=
visors in sppralsal techniques the second step objective
is to identlfy pools or inventory of "potential’ (see
Section E for discussion of possible application of
the duPont Company "skimmer chart® technique); with
the final objective, a job-rotation program (Section
Cy2) for identified potential as and when the tight
manpower condition can be relieved,

: Given the manpower shortage of today, it is felt that this |
Agency can 111 afford either inadvertently, or more importent

-:38(::

Approved For Release 2001/08B8RERIA-RDP78-035f8mpeedtnoEh001-6



Approved kgpRelease 2001IOSLZE%I:EC%A-RDP78-O3WAOOO100050001-6
S

through lack of training, to overlook ths "potential® now on
board. In addition the program should benefit morale, aid
recruitment, and sharpen-up the application of training facili-
ties (Section F).

This study has grown out of the consideration of some ten or
twelve comparable industrial plans, those of Air Foree and Navyj
and a review of certaln "status and efficiency" and other re-
ports in being or contemplated in the. Agency (Section G).

It is recommended that the program be administered by a
Carser Development Staff, and that a man, experienced in this
field, be brought in and supported by an adequate staff.

The tie-in of this program to the Professionsl Trainee

Program and to Personnel IBM card system is set forth in
Seetions H and I,

A,  Board(s) of Examination and Review , and of Review

A first requirement for success of the program is active
top echelon support., This requires that the Front Office and
the Assistant Directors on whose Offices the program impinges
anderstand the objectives of the program and give it their
backlngo

With this backing forthcoming; it is proposed that a Board
of Examination and Review be formed at the Director-Deputy
Jirector level of the Agency. This top-level Committee would
31t annually. The function of the Board is set forth in Ssction
I3 By 3 of the Discusaion.

Below this Board each Office will have its Board of Review,
{58 Chairman could be the Deputy Assistant Director; The Train-
ing Lialson Officer of each Office could be Secretary., These
boards will sit as need arises,

The function of these boards, working with the Carser Develop-
mant Staff ias

- 1o Develop broad requirements for effeetive performance
at those levels of administrative, profesaional and

= 89 =
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technical competence contemplated in the proposed -

‘. program. The objective: a more complete under-

b standing of the fundamentals which make for superior

performance in each category and at each level of

effort.

20 Measure the individual against the job requirements
of the level in which he operates and at the next next
higher level.

3. In cooperation with the Office of Training, acting
through the Training Liasison Officer, develop im=
proved training procedures and applications. '

s In cooperation with the Offices of Training and Pex-
sonnel, to plan loglcal Divisional, Intra=0ffice and
Inter<0ffice rotational circuits and promotions.

It is believed that the effect of the proposed board structure
would be to stimulate recognition and development of ability.

B. Appraisal
1. Appraisal and Proposed Application

The proposed procedure and technique of periodic
appraisal of an employee by his supervisor is' deemed
primarily a managerial tool to be llne administered.
It follows, then, that the method should bes

a. Geared to and refleet the peculiar problems
of the Agency and its individual Offices;
and

bo Decentralized. i.e., the supervisor limited
to an appraisal of those he knows or has
contact with personally.

2. Appraisal Techniques

The purpose of varying appraisal techniques is identicals
to force the supervisor to think in an orderly fashion

r‘;:hO@
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about the pecple under him, to the end that the
appraisals may be meaningful.

In technical jargon the appraisal must be valid

1.80, an accurate measure of the abilities it is
supposed to measure, and reliable, i.e,, measure

the same ability consistently. Actually appraieals
are 1likely to be inaccurate, stereotyped and exhibit
rhalo effect", l.e., a favorable appraisal stemming
from personal predilection rather than from objective
analysis.

In an effort to reach cbjectivity two techniques are
currently developing, the Appley technique and the
iforeed choice® technique.

The Appley technique is employed in the Detroit Edison
Plan. Here, same four supervisors who know the indi~-
vidual and his work sit as a panel, with a representative
of management development staff sitting-in as coach

and moderator. '

In the foreced cholce technique the supervisor is forced
to choose between twn or more statements as most or
least descriptive of the individual. Rating as to
determinate traits or characteristics is then derived
by statistically weighting the responses to the many
alternates. The end product is, theoretically, an
accurate and valid appraissl in which "halo effect®

and other aberrations are sliminated.

This technique, unfortunately, has the disadvantage
cormon to all codes (it employs a code in the form

of a statistical waightingg, 1,84, it loses its
effectiveness when the code is broken. In practice

this happens. Supervisors sooner or later become

aware of "pay-off" slternates and are gulded accordingly.

For these reasons the forced choice technique is re-
Jected here, as is the panel or Appley technique,

largely because it would appear that the staff work
required would be prohibitive.
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ABB aisal Form -

The ultimate appraisal or evaluation form to be used
in the Offices will be worked out by the Chief of the
Caresr Development Staff supported by competent
technical help and in cooperation with the Offices,
working through the Training Liaison Officer, who a=
suggested above, would be a membey of the Board of
Review of the Office in question.

There is attached herewith, however, a proposed form.
The thinking behind it is based on the thesis that
validity, reliability, and lack of "halo effect! can
best be achleved by tying the appraisal closely to
specific jJob requirements both at primary and advanced
levels of competence; a practice which has found ex=
pression at primary levels in practice in the covert
offices (Form 51l=53, Status and Efficiency Reports).

The form itself is the best exposition of the general
technique proposed, The form is to be regarded as a
prototype of general methodj it is to be expected
that the form, in its detall, will be modified and
refined in practice.

The form has been geared to current Navy procedures
of rating the individual, not as excellent, average,
etc., but as adjudged in the first 10%, next 20%,
middle LOZ etc., compared "with all others of the
same® grade and Job family "whose professional abili-
ties are known to you personally." It is felt that
this technique again contributes to the objectivity
of the appraisal.

Another feature of the proposed form is that rating
the individual (in the middle LO¥ etc.) acts as a
coordinate point on a scale. It is believed that
this technique has certain advantagess

&, The employce's performance and potentlality show
up visually as a profile.

-2 -
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(Notes

b. A current appralisal can be compared with a prior
appralsal by tracing the prior profile and super-
imposing it on the current profile,

As the profile is placed on a scale which is virtually
1% to 100%, it is possible that an aggregate of seale
points can be arrived at. This aggregate of points
might be used as a "bonus" factor which might make
possible the application of the skimmer technique

(See Section E.)

The question might properly be raised: Why has not one

of the more orthodex Executive Development appraisal forms boen

adopted.

The reasons are two: (a) the more objective the job

criteria the sounder the appraisal; and (b) it is felt that the
uvsual forms lack validity in life, i.e., they portray the myth
of the successful man as conceived by men of success.)

Lo

5o

Appraisal of Employses

It i= proposed that the appraisal of any employce be
based on the jolnt opinion of at least two men who know
the man and his work. UWhere this provss impractical,
it is suggested that the individual be asked to appraise
himself on ths ldentical blank form. The superviscr
may then compare the appraisal with his own. Any
variants would be adjusted in a subsequent discussion
with the employea (see 5 below).

The single appraiser, i.e., the immediate supervisor
(as proposed in the Francis report) is not believed
to be in the interests of Agency morale., Regardless
of the fairness and objectivity of the supervisor,
the employee derives far more confidence if more than
one individual sits in judgment on him.

Discussion of the Appraisal with Employee

The appraisal should be discussed with the employee.
Thus the individusal is given a chance to express his

=13 =
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interest in advancement and to give his opinion of
his own ir needs. In this discussion, however,
no promises should be made to any individual or
participant in the program.

This discussion and interplay between supervisor and
subordinate helps bring out the individuall®s good
qualities and his tralning needs, and thus enables a
supervisor to discharge his primary responsibility,
1.8., that of developing people entrusted to his
care. As experlence tends to confirm the observation
that employees supervise as they have basn supervised,
this procedure should ultimately benefit the whole
organization.,

Practically it 1s just at this= point that the whole
appralsal process can be slanted away from a ret

concept and directed toward determining what the individual
can do and what training can do to rove the

individual and prepare him for higher level servics.

6. Time Elements in Appraisal

Appraisel will take place annually.
Co "Job Performance Criteria and Rotational Circuits

l. Job Families

A primary requirement for success of the proposed
program is tos

8, Establieh at the primary (Jjunior) level broad
Job families that exhibit comparable performance
criteria.

b. Develop specific criteria for effective performance
in each broad famlly at the primary level and at

succesding levels of competence and responsibdlity
within the Agency.

@'hh‘_:l
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2.

The objective here is a basic understanding of the resl
qualities that make for superior performance, Civil
Service Job descriptions are written primarily to
Justify certain GS levels, and are not always helpful,

It is believed that a hopeful start has been made toward
these requirements in the job families and Job requires=
ments which find expression in the proposed appraisal
form (Seetion B), It is anticipated that the Boarda

of Review (Section A) working with the Career Develope
ment Staff will be instrumental in further developing

and refining these criterla. This growth will take
place throughs

&, Further study of the ‘education, experience and
knowledge requirements in job families and for
comparable jobs.

b. A statement from each member of a supervisory
group of the requiremsnts to perform his Job
effectively; and of what he requires in performance
from other supervisors reporting to him.

Answers to such studies, edited and sifted by the Boards
of Review might well contribute to a more objective
understanding of job performance criteria,

It is, of course, far easier to call for meaningful
eriteria than to produce them, particularly as one pro-
ceeds up the scale of competence. Yet appraisal in

the absolute or in vacuo results in a lack of objectivity
and induces a fuzzy frame of reference in the appraiser,

The development of speeific and adequate criteria, then,
is vitally important to the success of this program.

Rotational Circuits

The defining of job families, as proposed above and in
the suggested appraisal form (Section B), is a first

SECRET (Appendix I)

Approved For Release 2001/08/29 : CIA-RDP78-03578A000100050001-6



SECRET

Approved FomR¢tlease 2001/68/29 : CIA-RDP78-035784£00100050001-6

step in determining logical rotation circuits. Thus

it appears illegical; at Junior or even senior levels,
to rotate to an an ical-research job an individual
appraised as basically an oparational type, It is

only at higher echelons of competence and responsibllity
that such rotation becomes feasible and fruitful, The
device suggented in the appraigal form, in which rating
on the basls of additive qualifications required for
higher levels of compeience, will, it is hoped, prove

a useful tool in dstermining fruitful rotations.

Much further study will be required in this field, Such
study and the identification and fixing of sound job

rotation circults is a function of the Boards of Review,
the Career Development Staff, and the Office of Training.

D A@licati on

1.

Discussion of Application im Depth .. .

This program should be restricted to the GS 9=13 level
of noneclerical persocnnel, Agsain the thinking behind
this proposal is that of restriction to s caresr group
in line with General Smith’s conception,

The ratiocnale for the selection of the GS=9 level, as
the lower limit in this program, follows.

As one goes down the employee pyramid in a prograw of
this kind, a law of diminishing return sets in. More
and more appraisals are required but the chances of
uncovering "potential® are not proportionately im-
proved. What one is really doing is spending current
funds (as a measure of effort) for a hoped=for future
return. By restricting the program to the proposed
group, the Agency is asaured maximum return on effort

sxpanded.
Many a program of this kind has been smothered to death
by its own weight. The proposed application cuts down

weight. Msthod in this technique is only refined by
trial=and-error. The. approach herein proposed means
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2,

that method can be refined at a relatively low cosio
If and when fsasible and desired the program can
alwaye be extended up or down the pyramid.

Time Elements in Réaching Grades

An analysis of the time elements involved in averace
personnel progression or rise within the Agency showse
the followings (These statistics are an educated guess
by Persannel and must be substantiated by further
analysis.)

To Rise From Average Tims Assume

GS=5 to 7 6 to 8 mos. 0.8 yrs,
GS=7 to 9 12 to 18 mos. 1.2 yrs,
0S=5 to 9 2.0 yrs,

The GS=9 level embraces Journeyman Intelligence Officers,
Research Analysts and other comparable professional
persomnel. All operative supervisors and administrative
officers are above this level. While many trainees

for professional jobs are brought into the Agency at GS=5,
the rise to GS=7 is rapid; some 6 or 8 months on an average.

This program is built around two theses (a) that the
price of admission into the Career Development Progran
should be on-the=job survival abllity, and (b) that
the program is directed toward the really able. The
period of 1.2 years for the GS=7 inductee and 2 years
for the (GS=5 inductee appears a reascnable time element
for any individual of career potential to reach the
pick-up point, i.e., G5<9, (it is proposed that the
Professional Trainee will enter the organization and,
efter initial training, be forced to demonstrate by
on=the=-job performance an ability to survive and ad-

vance for a two-year period)s Theorstically, therefore
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the proposed "in depth" application of this program
is ethically justifiable.

3, Number of Employees Involved
Based on Personnel figures (somewhat tentative at

this time) it is estimated that there are approximately

I rooye 913 level. There are
approximately is excluded
from all these figures). Lence the r Development

Program contemplates embracing approximately 30% of
Agency persomnel. As a check point, based on comparable
personnel, industrial companies tend to cover some

20% of their employees in comparable programs.

nSkimmer Chart" Theory

The duPont Company "skimmer chart" technique is really an
adaptation of the age=in-grade idea of the services slanted
toward a constructive purpose rather than toward a negative
one (elimination).

In the duPont technique, all employees who receive an annual
compensation (including bonus) 1in excess of a predetermined
amount are for each age arrayed in a descanding order of compen-
sation. These arrays permit the identification of a compensation
point at each age that selects or "skims" a specified percentage
of the arrayed employeesj say 304 of those arrayed at age 30, etc.
Specified percentages are decreased as age increases,

There results a scatter diagrem of "selection points® from
which is derived a "Selection Line" by visual or mathematical
processes. This is a total company line (4t is based on all
employees above a prEdatermined_level)g The company selection
1ine is used on the departmental charts. This makes it possible
to Jjudge departmentéi oxperience against the background of total

company experience.
Tn this technique all individuals above the selection lins

ars "potential® for higher reasponsibilities and advancement. They
are the dePont Companyfs career corps.

e )8 o
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Possible Adaptation to CIA

A characteristic of industry is (1) a rapidly rising
salary scale (2) littlc tendency for salaries to cluster at. a
given dollar level, and (3) salary scale which is made to rise
aven more rapidly by corporate bonus systems. Government
employment is just the opposite. The salary scale is greatly
compressed; there are clusters at each GS levely and the age
groupings appear much less dsfined.

Given these difficulties; the primary question is whether
the technique exhibits validity when applied to CIA personnel.

To test thie, a pilot plant run was made on 873 names,
GS 9 through GS 1. Any individual was deemed "potential" and
marked for examination on the following basis: at GS 9 if
26 year old or under; at GS 11 if 28 years or under; at GS 12
if 31 years and under; at GS 13 if 33 years and under; at GS 1L
if 37 years and under. This resulted in 115 names (had
application of the duPont Company’s decreasing skimmer pere
centage been made there would have been 198 names).

These names wers then shown to a senior executive with
broad experience and contacts in the Agency. This officer’s
review indicated that this age-grade technique was a valid
identification of potentiality.

The primary obstacle to adapting the duPont technique in
its entirety (i.e., skimming a designated top percentage at
each age level to produce a Selection Line) lies in the clusters
of personnel at each GS level. Possibly this difficulty could
be met by the introduction of a "bormus factor", stemming from
the proposed year-end appraisal. The effect would be to break
up the personnel clusters and make possible the skimmer technique.

An adaptation of the skimmer chart technique to this Agency
would give the Director of Central Intelligence, his Leputies
and the Assistant Directors a most useful administrative tool.
It is recommended that further study be given to this technlique
and that, following the proposed year-end appralsals, an attempi
be made by the introduction of a valid "bomus factor®™ or by
other means, to adspt the technique to CIA career identification.

o }9 -
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Fs Benefits of Program

Three and possibly four methods are envisaged here by
which to identify potential in CIA: (1) by tests and assessment,
(2) by competitive exmminations, (3) by acpraisal, and (L)
by skimmer technique. In many of its phases the program begins
with & sharpening-up, extension and more conselous application
of things (size-up and thought of potential) which have been
done in the past., These benefits should flow:

1. Ability on board is less likely to be overlooked or
fail teo reach its "potential", and waste of talent
wlll be reduced. Incompetence will be exposed.

2, Agency morale should be improved, possibly also recrait-
ment., Men ‘and women will mow that if they can demonstrate
ability on the job, they will be watched for promotion.

Beyond these benefits is the important one of training. Out
of consideration of job requirements for broad levels of competence,
there can be obtained a clear picture of what training can be :
expected to accomplish. If the training requirements of the
Offices can be pin=pointed, with tailored programs made possible
for the individual or small groups who have similar needs, the
ground-work is laid for the greatest usefulness of the Training
Office, '

However, a note of caution must be sounded. One must not
lose sight of the fact that each of the techniques herein pro-
posed is fallible and that all represent an art that if fluid
and inexact at best, For this reason, reliance has been placed
on several methods, since, while one alone might fail, it is
unlikely gll methods would falle

It is to be expected that this program will encounter many
difficulties, They all do and thus they experience & high
mortality. These difficulties and this possibility will not ba
absent in this Agency. Success, if won, will only stem from a
hiph measure of high level support, together with extremely
adequate and compotent staff work.

=3 50 -
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G, Review of Management Development Plans in Industry and Elsewhere

The Agency has not been unmindful of development procedures,
There was high-level consideration of the problem some years &go.
Introduction was opposed on the grounds of the lack of an IBM
system (since corracted), and in addition it was thought that
the manpower deficiency militated against application.

Agency experience in the past has been g tudied, and the
plans of some ten or twelve industrial companies, and of one
consulting engineering firm for its professional staffi the
Officers Fitness Report of the Navy, and the report of Officer
Effectiveness of the Air Force have been examined.

H, Tie=In to Profsssional Trainee Program

The Professional Trainee Program is, in effect, a high-level
tpotentiel" resrultment program, coupled with a basic educational.
or training effort to ground the individual in intelligence and
area. It is proposed that at the end of an initial course, the
participant be assigned to one of the Offices. :

Tt has been the general experience of industry that college
recruits are accepted by the line organization if thers is faiih
in mangement's ability to weed out poorer recruits., Under the
contemplated plan, trainees would be forced to demonstrate a
survival value and an abllity to rise, in the usual manner and
an the job, in order to be picked up at GS 9 lsvel in the pro=
posed Career Development Program. This would appear to meet
sffectively any criticism of "favoritism® in the Professionsl
Tralnea Program.

I. Tie~In to IBM Control

The various "potentialities" of administrative, professional
and/or sclentific personnel identified in the Career Developmont
Programs pertinent data relating to significant education; area
experience, the employee age and "age=performance® index, etco;
can be easily carried on Personnel's IBM records. In conjunction
with the Offices, other pertinent data could be developed in as
muich detail as desired. Staff would work this out with the Boards
of RBViewo
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APPENDIX J

EVALUATION OF QUTSTANDING CANDIDATES FOR THE CAREER CORPS

Each year the Director of Personnel will have his Staff
compile a list of CIA employees who have worked for the Agency
for at least two years, and who should be considered as candi-
dates for the Career Corps. His compilation would be made
from appraisals submitted by supervisors, from applications
submitted by employees who have not been rscommended by super-
visors, and from analysis of Skimmer charts.

The Director of Personnel would review the list, strike
out candidates who could not possibly qualify, and then
schedule all of the remaining candidates for testing to deter-<
mine which of them passed minimsl test standards,

A, TESTING

A battery of objective tests would be given to candidates.
The battery would include tests and questionnaires on:

1. Mental speed and learning abllity.

2, Logical reasoning, snalysis of evidence, and open
mindedness,

3, Verbal intelligence,

lio Current and world affairs, including important his-
torical and economic facts and principles.

5. Vocational interests and work conditions inventories.
6. Temperament and personality.

7. Written interview questionnaire,

8, Language aptitude and proficiency.

9o .Knowledge of intelligence actlvities.

-::352==
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This testing battery would be gearad to the adult and
mature level characteristic of CIA employees. Test items
would be written which would have face validity for in-
tolligence personnel, Allowances would be made on test
scored for age and degree of education, and the tests would
be constructed to measure experience, knowledge, and atti-
tudes learned on the job as a result of CIA employment.

In some cases the candidates would have taken a few
of the tests before. This would be true of employees who
had been hired as professional tralnees. Tests previously
administered would not be repeated, but the candidates
would be glven the more advanced tests which are specifically
applicable to CIA employees, such as the test dealing with
knowledge of intelligence activities,

The tests would be developed, administered, and scorsd
by the Psychologlcal Staff of the Office of Training.

In order to receive serious consideration for carser
positions candidates would have to obtain passing scores
onr. the battery of objective tests. The passing (i.e,, critieal)
scores would be determined by the Director of Personnel;
assisted on technical aspects of the problem by the Pgye
chological Staff of the Office of Training.

The Director of Personnel will schedule those candi-
detes who received passing test scoras for assessment,

B,  ASSESSMENT

The assessment, like the testing battery, would be
geared to CIA employees and standards., Situation tests,
interviews, and planning problems would differ from those
outlined in Appendix C, which deals with assessment of
applicant tralnees, Assessment procedures outlined in
Appendlix C wouldy, in part, be adopted but they would be
revised and adapted for Agency employses, Since so much
mere is known about a CIA employee than an sppiicant for
a GIA Job, the Assessment Team could work at a more ad-
venced level and could do a more refined job of assegsment
g{igi 8ig,
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The Asgessment Team woﬁld search for answers to such
questions ass

lo. Is the employee best suited for active field oper<
ations? For a Washington Headquarters assignment?
For an administrative support rols? Is he one
of those few persons who can do all such Jobs
squally well?

2o Is he a good organizer, executive, and leader?

3o Is he best in "lone wolf" operations, either in
the field as an operative, or in Washington as
a regearch beaver?

L. Does he have promise as an intelligence analyst,
as an intelligence sythesizer, or as a report
writer?

5. Is he creative, imaginative, and such a constructive
thinker that he could be used as a planner?

In analyzing the employes’s capabilities the Assessment
Team would interpret its findings in terms of all available
evidence, such ast

l. Results of the objective test battery.

2, Training evaluation repcrts, if available,

3o Appraisal and efficiency reports by supervisors.

4o Records of accomplishment in CIA,

The Assessment Report would then summarize the findings
on the employee in terms of his interests, aptitudes, moti-
vations, social skille, job proficiencies;, temperament,
attitudes, and personality. The Assessment Report would bs

sent to the Director of Personnel with suggestions in respect
to the employes®s possible use ss a generalist or specialist,

Co  FINAL REVIEW

The Director of Personnel would then schedule the most
ountstanding candidates for final evaluation., Possible

o By o
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gsneralists would be evaluated by the Board of Examinatiocn
and Review, and possible specialists would be evaluated by
the Board(s) of Review. In some inctances the Board of Ex-
anination and Review might reject a candidate as a generaliat
but recommend his evaluation as a speciallst by one of the
Boards of Review,

Since conaiderable time and thought would have been
davoted to the analysis of individual capablilities; the
rosults of such studies would prove frultful even for
those employees who were not selected for career positions,
bacause the Office of Persomnel would have valuable in=
formation which would permit placing the employee " _ .
position best fitting his talents, and he could be advised
o how he should train and prepare himself for most rapid
advancement.

- 85 =
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SECRET

bo DEFINITION

For the Career Training Program & specialist is a porson
sc designated by a Board of Review (Section V, B, 3, and deiined
in Section V, Gy 1).

At any point in his career a spocialist may have hils desig-
nation changed by the Board for Examination and Review to that
of generalist (defined in V, C, 2, end Appendix N)o

B, AIM OF ROTATION OF SPECIALISTS

compotence 1n and BEelaLness

C. SPOPE OR ROTATION PLAN

Depending upon the mission and needs of the individual
office, a specialist may be rotated through treining leading to
gompetence in any or all of four major fieldss

(1) Operational

22)’ Administrative

3) Analytical - Research
(}) Technical

The long-range emphasis will be placed on those fields thet
are considered essential for the job the specialist is ultimataly
expested to hold. .

Do

TYPICAL ROTATION PLAN

There follows & typical rotation plan, in seven phases,
for speslalists, Iis purpose is primarily to indicata the scops
of trsining contemplated rather than to praseni a specific :
pattern that a particular individual msst follow. Al phases
of the training will be tailored, with the Assistant Director's
approval, in each instanc® to fit the person's needs gnd potential.

Gis 56& =
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L — FPhase 1 =

i year

CIA Intelligence School SABBendix LZ

Refrasher course, to include:

8o
bo

Fhase 2 =

Extensive area study or functional study of
his area.

Preparation of an Intelligence Survey on
National Intelligence level,

2 yvears

Regularly Assigned Office

R;turn to assigned office and continue work there,

Phase 3 =

1 yesr

Rotation Through a Related Office
Tic

e of Ccurrent intelligence assumed = if Office of

Operations, Office of Specisal Operations or Oifice of

. , Policy Coordination, this may consist of a tour abroad
hd of one to two yaarag :

e

bo

Co

do

(-2

L.

Three months in the Soviet Division of the
Support Group.

Threa months in the Eastern Division of the
same Group.

Threa monthe in the Western Division of the
gams Group.

One month in Operations.

Ons month in Situation Room = study and
participate in briefing problems,

One month in liaison duties with those
sections of the othsr intelligence agencies
concerned with Office of Current Intelligence
activities. '

- 87 =
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- go This phase may be supplemented by from 3 to
6 months in a Service Intelligence Schoolo
Phase ) - 2 yeurs

Regularly Assigned Office

Return to assigned office and continue work there.

Phase 5 = ' 1 yeur

b, Study collecting and reporting problems,

€. Suggested alternates for this phase include
a tour of aspproximetely one year at elther
the Army War College, Naval War College or
X Air War Collegs.

-
Phase 6 « . 2 yesxrs
Regularly Assipned Office and a Related One
Return to assigned office and continue work there
one year, followed by one year in a related office.
Phase 7 = 3=12 monthe
National Imtelligence = University level
a, Study threats to U, S, natlonal security
' stemming from the particular area in which
he hes speclalized,
b. Study means by which Intelligence may best
support U. S. national planning and policy
in forelgn relations.
| - 58 =
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€. Vork during this phase in company with polisy
and planning officers from key government
agencles,

do The specialist returns to his offics for s&n
assigrnment of importance and responsibility
at the end of the cycle of training and
rotation, '

-89 <
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APPENDIX L

ADVAKCED TRAINING - CIA INTELLIGEMNCE SCHOOL

The advanced training will be in the nature of &
refresher course for experienced specialists, The pro-
gram will sim for twalve months duration. In this course
the student will:

(1) Receive lectures from eminent and qualified
visitors.

(2) Engage in extensive area reading and study.

(3) Prepare an Intelligence Survey on a National
Intelligence level.

(4) Engage in supplementary area studies at
suitable universities.

(8) If possible, spend some time abroad.

w&m
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APPENDIX M

LANGUAGE TRAINING FOR SPECIALISTS

Language training will be made available for
specialists as the need arises. Much of this training
can and should take place outsids the Agency, in exist-
ing institutions. Some, however, will be provided by
the Office of Training within the Agency, and the use
of the CIA audio-visual laboratory equipment will enable
language proficiency to be maintained and improved
uponc

Arrangements for such training are presently
being mada.

w 61 =
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APPENDIX N

ROTATION PLAN FOR CAREER TRAINING ~ GENERALISTS

A, DEFINITION

For the Caresr Training program a generalist is an employee
who meets the standards defined in V, C, 2, and VII; and ia so
designated by the Board for Examination and Review. (¥, B, 3)

Bo  AIM OF ROTATION OF GENERALISTS

The aim of roatlon of generalists is to arm them with a
broad, first-hand familiarity with the role of National Intelli-
gence in the Government atructure.

C. SCOPE OF ROTATION PLAN

The rotation plan for a generalist must be of the widest
scops, and not tled to the mission or needs of a particular
Agency office. It should lead to the broadest practical
competence in the first three of the Tollowing fields and an
sppropriately restricted competence in the fourth:

{1) Operational

(2) Administrative

(3) Analytical ~ Research
(h) Technical

D.  TIPICAL ROTATION PLAN

Thers follows a typlcal rotation plan, in nine phases, for
generalists, It is assumed that the ganeralist has completed all
or part of a rotation plan for specialists and has then completed
a year or two of duty in his regular office before selection zs a
generalist, Its purpose i= primarily to indicate the acops of
training rather than present a specific pattern that a particular
person must follew, All phases of the training will be tailoved
in each instance to fit the individual’s noeds and potential,

Phase 1 = 1 year

o 62 o
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Phage 2 = 1 year
Assignment in the Agency

Return to an sppropriate assignment in the
Agency

Phase 3 = » 1 year

Rotation through the Office of National Estimates
{or ths Office of Current intelligence if reguiarly
assigned to O/NE)

Phasae )}. = 2 years

Assignment in the Agency

Return to an appropriate assignment in the Agency

Phage 5 = 1 year

Attendance at National War College

Phase 6 = 2 years
Agsipgnment in the Agency
Return to an appropriate assignﬁent in the Agency
Phase 7 = 1 year

Office of Executive Secretary, National Security Counci%

Participate in National Security Councll Senior
Staff meetings

Phase 8 - 1 year

Assignment in the Agency
Return to an appropriate assignment in the Agency

Phase 9 = 9 monthe

National Intelligence = University Level (Appendix R)

- 63
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Study on & joint basiss
a. Intelligenca doetrine
bo Intelligence methodology
co New direstions Imtelligence must tske

Then return to the Agency, for a high-level assignment as
a goneralist.
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APYENDIX O

CAREER TRAINING - INTELLIGENCE ADVISORY COMMITTEE EMPLOYEES

4, Intrpduction

The problems and conglusions here presented now apply
to career commissioned personnel of the three military
servicea who are assignsd to the Agency as part of their
normal active duty rotation. However, the assigmment to
the Agency of caresr persomnel of State, or any other
Department or Agency, would impose similer problems
requiring equally careful resolution.

Be Background

As of 1 June 1951, the Agency had on board or ordered
some Factive duty commissioned military personnel
against an allowance of The Agency needs many more

. of this category of personnel, and, it is understood, has

recently received authorization for an additional
allowance of

C. Problea

The Agency bears a two-fold responsibility in job
assignments of these personnel:

(1) On the one hand they should be used where their
general and specialized skills will be of maximm
practicable benefit to the Agencys.

(2) On the other hand their employment by the Agency
should further the cereer training of the indiv-
idual officer and should be appropriate in res-
ponsibility and functions to the rank and
experience of the officer.

If the Agency does not meet these responsibilities of
placement and training, the impact on the Services is
likely to result in their effort to £111 a bare minimum
of CIA billets, and further a tendency to withhold from
assignment to CIA the superior officers the Agency needs.

&65..-@
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Informal spot check indicates that in some instances
the Agency has failed to meet these placement and
training responsibilities,

D. Comument

The following, while representing merely tentative
conclusions, points the direction of the study currently
in process by the Office of Traininga

(1) A top=level Agency policy is essential to guide
the placement and training of assigned active-
dquty military personnel. A high-level monitor-
ing is required to insure that this policy is
implemented throughout the Agency.

(2) Appropriate Agency slots should be designated
to be filled by military only or optional
military-civilian, Active duty military per-
sonnal should be assaigned only in thesa sglots
unless specific exception is authorized by the
Director of Personnel, These slots should at
all times total the same as the then current
CIA approved allowance of active-duty military
personnel .,

(3) Each of these slots should bear a job description
that clearly justifies the employment of an
active-cduty military officer and will form the
basis for qualifications requested when levy is
mads on the military services for assignment
of personnel,

E. Recommendations

This appendix is included here because of its relevance
to the over-all problem of career corps in CIA, It
describes, however, a distinet and separate problem that
may be resolved apart from the development of a Career
" Corps Program for civilian Agency employees. Pertinent
recommendations will therefore be submitted separetely.

= 6b =
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APPENDIX P

IMPLEMENTATION OF UNIVERSITY AND INDUSTRIAL TRAINING

A very important part of the Agency’s caveer training
needs can be met only by universities and industrial
firms. The university contacts established for the
program of recruitment will be of great help in arranging
programs in the universities. It will be the policy of
the Agency to establish internal training courses only
when the specialized nature of the instruction, lack
of outside facilities, or security make it necessary.

A, There will be little difficulty in arranging for well
qualified persons to study under existing university
programs, providsd that application is made before
the program is filled. The need for early application
is particularly great in the scientific fields, where
laboratory space rigidly limits the number of
students who can be accepted,

B. In certain fields, particularly those of scientific
intelligence and perhaps some arsa studies, tailored
programs must be arranged with outstanding institu-
tions, or within the Agency, preferably the former.
The curriculum and emphasis must be arranged with our
needs in mind, and the length of the courss, which
43 an obstacle to the use of many existing programs,
must not sxceed ona academic year. Special summer
sessions will meet many of our needs. '

So that full use may be made of the institution's
facilities and personnel, and so that students will
receive full benefit from contacts and discussion,
the courses will be unclassified, and open to other
than Agency personnel. (The latter may be a source
for recruitment.) Classified instruction will be
earried out within the Agency.

dhenaver new programs must be estabiished, or

existing ones modified, the Agency will render
financial support through contracts;

aa67c:
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Co Utilization of indusirial faeilities for study end
training will be particularly useful to the Office
of Scientific Intelligence, but may also serve the
purposes of the Office of Research and Reports-
Negotiations with selscted firmms will be carried
out, through the Office of Training.

25X1C
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APFENDIX §

CAREER. BENEFTTS AND SECURITY

This appendix summarizes career incentive benefits
that the Central Intelligence Agency may offer its
gmployees under general or specific provisions of
current legislation. Requirements for implementing
specific actions are indicated.

The Cenbtral Intelligence Agency mey offer thaess
henefits:

I, Action

Apply to appropriate CIA personnel time and
one-half service cradit against retirement for
all service under certain hardship or hazardous
conditions . :

Comment

a, In effeet, this permits retirement at the
age of S0 after 20 years of government
servies with the same retirement pay that
would nommally &ccrue after a full 30 years'
sarvics. Also, for each year of service
bayond 20 ysars, the employes would recsive
an increased snnuity.

b, To implement this action would require that
the Agency consummate an agreemsnt with the
Civil Service Commission authorizing the
application to Agency employees, under
broadly defined circumstances, lsgislation
currently epplicable to certain personnel
of the Federal Bureau of Investigation and
the Treasury Departmant.

T1. Action

Increase base salary for service involving
wousual harard or hardship.

w B =
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Conment

To conform to current extra-~pay policies of
the Department of Defense, these basge salary
increases would fall into either of these two
categories:

a, Increase of 50% of base salary {to a maximum
of $200 per four-week pay period) while
engaged in duty similar to that of Armed
Services personnel who receive exira pay
(aviation, submarins, parachute jump, etco).

b, Increase not to exceed S0% of base salary
as warranted by unusual hardship or hazard in
cartain other types of duty.

Action

Pay death gratuity of six months' base pay
to dependents of CIA smployses who die in line
of duty while serving abroad.

Action
Pay, within-grade advances, and grads pro-
motions for persons who are "detained" involuntarily.
Comment
a. Confidential Funds Regulations authorize these
actions for psrsons paid from Confidentiel Funds.
b. This authority should be sxtended to cover
employeas paid from vouchered funds.
Action

Apply the benefits of U,S. Employees' Compensa-
tion Act to dependents of employess engaged in
hazsardous duties who are themselves exposed te hazard.

= 0 =
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Vi, &a‘i;ion

Extend physical disability benefits, conform-
ing to Veteran's Administration standards; to
Ageney employees forced te retire because of
physieal disability suffered while Agency
employees and not the result of own misconduct.

FOIADbS

Hote: A study by the Task Force, now under consideration
by the Senior Review Committee, entitled "Rights, Privilsges
and Benefits of Covert Employees and Agents™ has been
discussed generally with a member of the Task Force and

it is believed that the pertinent policies recommended in
the Task Force paper are consistent with the benefits
coversd under this Appendix.

= 71 =
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APPENDIX R

GRADUATE TRAINING = CIA INTELLIGENCE SCHOOL

This training is for the generalist who may become
an Assistant Dirsctor or & Deputy, or for an existing
Assistant Director or Deputy.

The purpose of the program will be that of studying,
on & joint basis;, intelligence doctrine, methodology and
new directions that intellipgence work must take.

Specific intelligence problems may be atudied
exhaustively in the Graduate School by selected graduates
of the National #ar College, members of the State Depart-

ment, other intelligence egencies; and the Central Intel-
ligence Agency.
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SECRE?

To: SUPERVISORS

To eliminate lask of objesstivity and "halo effasct®
supervisors are instiucted to sppraise the individual
under ths i‘ollowimg PTORSauTra’ .

FIRST - Tdentify the individual in one of the
following job familiss: OPERATIONAL; ANALYTICAL-RESEARCH;
ADMINISTRATIVES or TECHNICAL,

SECOND = Apprajse the individual against the speeifie
Jjob criteria of his besic family,

THIED - Appreise the individual ageinst the ADDITIVE
oriteria negessary at highor levels of competente sad
rﬂBpDﬁﬂibﬂityo

In identifying the individual in a job family, the
individual ®s FUNCTION is ths determinate fasctor, not his
Office or Division.

Having identified the individual in a SINGLE job
family, the individual’s abilities or "potentiality® for

greater breadth of .service and higher responsibtility ars to
be appreised againet the ADDITIVE criteria,

SECRET

Approved For Release 2001/08/29 : CIA-RDP78-03578A000100050001-6



Approved Forgeléale BobFodi NchalrDP78-035784900100050001-6

- This job family is grownded in actiony organizing it, planning
it, getting it dome. As action is played with and against
people, these characteristics identify this typs: an ability
to meet with, live with and get the most out of peoples and to
ereate enthusiasms, pride in mission and sense of mattering.
Area and subject are important but as handmaidens of action,
i-®8,, knowledgs that dictates feasibility or reveals vulner-
ability. In the exceptionable individual there may be large
analytical and research abilities, but the prototype is the
extrovert and man-of-action.

For each factor observed circle the appropriate point to indicate how the officer
compares with all others of comparable duty whose professional abilities are known
to you personally. Do not 1limit this comparison only to others now under your
command. Do not hesitate to mark "Not observed" on any quality when apprepriate .

;T* g e T L T s ,f\»;\..» et e 3 Tere -

R . T e e T T

200 40% 20% L /77 I identify this employee as operaticnal
. - o

T O

3 )
i I ' 4 GETTING THE
| JOB DONE

T

;% PLANNING AND
;- ORGANIZING THE
JOB

ABILITY WITH
PEOPLE AND
TEAMPLAY

o YT o e e A

i,

KNOWNLEDGE OF
AREA OR SUBJECT

TACT AND
DISCRETION

REPORTORIAL ABILITY
VERBAL AND WRITTEN

SENSE OF RELATIVE
IMPORTANCE

NON-CGULLIBILITY
EVASION AND IECEIT

v

-

ADJUSTMENT TO
TRYING HOURS AND

;;gmvmwwxm

S e e it 5T L T Y2 e g A e, i g
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Note: Indicate rating by a coordinate point on lower line.
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Yo individual comes by these quelifications easily or lightly.

- Yet in whola or in part, they are rsquired for higher echelon
work in this Agency. As only the esxceptionel individual could
hope to rate highly in this section, appreisal will be carefully
scrutinized for "halo effect®,

For eagh factoy observed cirecle the appropriate point to indicats how the officer
gompares with all others of comparabls duty whose professional abilitiss are known
to you parsonally. Do not limit this comparison only te others now under your

- commando Do not hesitate to mark "not observed" on any quality when a.ppropriatoo

i C20B  L0% 20% " L Check: here if ap appraisal is intended to relate to |
a I o 0-5 2 latent ability or "potential” !
B G H : - j

i

|

i

INTELLIOENCE INSIGHT
AND ACUMEN

ABILITY TO CREATE
THE HYPOTHESIS

g - | DISCIPLINED MIND AND
B
0
B

T

e

| ORDERLY THINKING

ABILITY TO SUSFEND
JUDGMENT

 COOFERATES WITH
ASSOCIATES

SENSE OF PERIPHERAL
AND DIRECT TIE-INS

MOVES FREELY AND
EFFECTIVELY WITH
EQUALS AND SUPERIORS

-

ABILITY TO SUPERVISE

ABILITY TO HANDLE
AND INSPIRE

o

TO DEVELOP SUBCRDIN-
ATES

TO PLAN AT POLICY
AYD HIGH LEVEL

R Y

TENACITY

SENSE OF PERSONAL
GOAL

ADAPTABILITY

o < o

PHYSICAL ENERGY
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(

Pages 1, 2, and 4 of the precesding
form (QPERATIONAL)} would be combined
with each of the following three
formz to make up a complete appraisal
-’ blank for these job familiess:
ANALYTTCAL-RESEARCH, ADMINISTRATIVE

and TECHNICAL.

_ SECREF
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- ANALYTICAL RESEARCH

- TEDIUH

This job family is grounded in study; reading, scanning and
integration, Aresa and subject are of commending importance
with sction a second vemove. There is required an absorbed
intsrest in new factual minutia and new relations betwaen
facts; & "feel? for analysis (the examinstion of component
parts separately and in relation to the whole) and for
research (the revision of accepted conclusions in the light
of newly discovered facts). In the exceptional individual
there may be opsrational abilities, but the prototype is the
professicnal or specialist.

Sk o Ak S 2 A T eres ML ks o

b o =

T £ T S A e A,
[7 I identify this employee analytical researsh

KNOWLEDGE OF AREA
OR SUBJECT

OBSERVATION SENSE
OF REIATIVE IM-
PCRTANCE

RESISTANCE TO

SENSE OF AVEMUE
OF ATTACK

ANALYTICAL AND
RESEARCH ABILITY

READING COMPRE-
HENSION ARD "QUITING
A& BOOK»

ABILITY TOC DIGESY
AND REWRITE

SENSE OF BEARING
OF NEXT DESK!S
SPECIALTY

MEETING DEADLINES

O R B A S S B SR
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L — ADMINISTRATIVE

This job family is grounded in good "housekeaping” X P
knowledge and sane control of proceedures coupled with an
ability to keep an organization moving freely and smoothly.
€nowledge of intelligence techniques iz helpful but the
roaquirement is for a generalized knowledge rather than for
a specialized understanding. In the exceptional individual
there may be a flair for generation of the idea, but the
prototype has a native resistance to (rather than thrill in)
the new idea coupled with a large facility in picking the
flew and in saying, no.

TR e

strative

s oy - ey .

AR o s e g 3 : Bt R
[ I identify this employee-edmini

KNOWIELGE COF
PROCEDURES

S

&

PAINSTAKING

BUTTONS THINGS
up

GETTING THE
JOB DONE

FORSEES AND MEEYS
LINES OF OPPOSI.-
TION

PROPER INTEREST
IN ALL PHASES CF
GROUP*S WORK

MEETS SUPPORY
IEMANDS

ABILITY WITH
PECOPLE AND
TEAMPLAY

ABILITY TO PICK
FLAWS AND SAY NO

BN e S R S (R D e e e e . .
R W T S T AN L A Gl AR A S e AR Va5 et 1 3
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- CONFIDENTIAL

TECHNICAL

This job family is grounded in technical knowledge of the
specialty and the broad fisld of the spesialty. Area and
language are handmaidens. The prototype is the technician,
the linguist, the engineer and ths scientist.

/7 I identify this employee—techmicsl |

KNOJLEDGE OF
SPECIALTY

KNOAJLEDGE OF
THE BROAD FIELD

GETTING THE
JOB DONE

KNOWLEDGE OF
AREA

SENSE OF PERI-
PHERAL OPERAT.ONS

ADJUSTHMENT TO
TRYING HOURS AND
CONDITIONS

ABILITY WITH
- PEOPLE AND--
TEAMPLAY

DISCRETION
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