-

Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3

T0

LISUT. GEN. WALTER BEDELL SMITH
DIRECTOR OF CEWPRAL INTELLIGENCE

A PROPOSAL

FOR THE ESTABLISHMENT OF A CAREER CCRPS

Office of Training
3 July 1951

‘SE"‘UH"ETW pteree
Approved For Release 2001/08/13 : CIA-RDP78-0 A002700190001-3



Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3

SEGRET

TRANSMITTAL

o
I
¥
e =3
g g |
e}

Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3



SFORET

Abproved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3

Director of Central Intelligence 3 July 1951
Director of Training
A Proposal to Establish and Isplement a Career Corps Program in CIA

1. Since its inception six months age today, the Office of Traiming,
in cempliance with your verbsl instruotions, has given priority to planning
for the establishment of & Career Corps, The formulation of a plap for
80 vital an Agency-wide pregras merits more than & six-months attack by
ny limited staff, However, the recsnt news relsase on the Agency Career
Corps Program impels me to submit herewith the plan as now developed,
with prebable imperfections which a later submission might have eliminated.

2. The plan rests upon two besie assumptions:

&, Ultimstely the quality of our personnel will depend upon
highly selsctive recrultment at the junior level, but the Career
Corps itself could not and should not be recruited from without
the Agsney, but rether should be selsected from those employees
whe have dsmonsirated their ability through a period of service
in the Agenay.

ke A progran for a Career Corps, to be successful, must be
integrated with & carser menagemsnt program for the Ageney.

As & osrollary to assumption (b) thers is also submitted hereswith the
propessd plan of Agsmey-wide Career Management, into which the Career
_Corps program must itself be integrated,

3. OCaresr Managemsnt and many phases of the Career Corps proposal
Sre properly the responsibility ef Personnel. If this plan is spproved
in whele or in part, I recemmend that the Director of Persomnel be made
responsibls for implementing those portions of the plan that are
preperly functions of his Office. He will, of course, have the whole-
bearted support of the Office of Training,

be I eannot eaphasisze too strongly that a s to the
suasesaful exscution of & plan of this type is tﬁ@%d support
of the Director of Centyal Intelligence and his Assistant Directors,
Our study of the subject indicates that Perscrmel and Management have
advanosd sindiar pmum for career dsyelopment in the past but that
former Directors I d to give them implementing support.
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IBTROCUCTION

Cihe loventicn of eptablisaleg a Carser Corps sitblo the
LA wae soocinetly stated by veneral Smits se followst

*l e Wrying to tuild up & corps of well gualified men
bere who ars intevesied Lo makine 2 cavesr with the
Ceatral Intellipgence Agency. 7o effest this, I resente
1y estaclished & training secticn shleh funetions - as
meh a8 I dlalike the term = se & sort of OAreer IHNAgH-
ment of flce,*

To done Jobn Helloy
17 'areh 1953

The Uffiee of irmining has studied the predles of epe
tabliishing & Carear Corps from various angles, and has
coneulind experts in coresr managesent outside tho izuncy,
ar well ar experienced sxecutives withia the Lgemey.

ibe preblae involves resruitsent of extremely alile
Joun; sea snd women from cutside Lhe Agenuy, identificatien
ol the mort abtle pscple alresdy in the Agenty, and improves
ment of Lhe value of members of the Career Corps ic the
Agemcy by traiming, rotation end other wperiences, 2
systen of caresr benelite and security mst e established
for careeriste, The recomsencatione mads in this report
are ceniersd aroui antual evaluation fatended to unoover
the most able peuple svailaile, Only people with at leart
two years of clatinguished servies in the igency are hure
ponaidered sligible to bovame Caroerists,

Certaln problsme sre closely connected with the matters
dizoussad here, but have bsen given ealy passing stteastion
at this time, besause they are subeidiary to the main probles.
Une ie the entablishannt of caresr benefite and security
{Tab R)e Ancther iz the proper use of military perscnnel
on duty with ihe Agemuy, not only from the point o viaw of
thelir saximem utilisation bty um, but alse of thelr own
profeseional inprovesant {(Iab ﬁSt
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4 30 dovise a plan to saleot, resmait, sa¢ irals young men
sod woman of Jrest prosfise, snd to plage thex 4in the Agancy
wiare they will M of the greatest uee,

Bs  Tp deviee & method of tdeatifpin: thomss smployees of the
Ageney who have the highest potentliel for further cevelope
ranty Lo train and rotste thesx within and cateide the Aceney
in such a say that thay will dewelop the greatent usafule
nes® 10 the Agencyj aud to plase then in the momrt impors
tant positions,

Ce Te provide the treining neessesry to implement A snd ¥,
iy T coorcinate 4, B and C,

DIRCUSBION

ability, 1= P personality and health. Specilie
eriteris ave setabliched on the Dasis of the sresent
nesde of the Azancy, in teras of oducation, spesialie
sation,; resoarch snd experience,

; Reeruitaent on the baeds of the zeteral

sifle eriteris sdould Bring inte the Ageney &
continuone Dew of younz wen end women, of Whew meny
will prove Lo be atle speoialiiste, and & few will
eventually develon intc gensraliste capabls of ille
ing hipgh ezecutive pocitions,

Contaots will M established as paid consultants
1n 50 qaality universitios and collages. Thay will
Ldentify, guide, snc nemlnate in the iaet yesr of
riudy the most promising graduste students el usiere
gradustes, 5o more Lhan 2% of the selsetens in any

WP G LAGH
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Ctadents will e recomanded from other ¢olieces

Cantacte will be esla lished in the seneration
contars of the Arwed _oross Lo ideallly anc interest
able youn: men sNd VOMENe

Thore recodmanded will be tested locslly, snd the
beszi i1l be Wﬂ; toe ashincton for sroeseasnt and
Interviews, iho Gifice of Trainin: will cporete the
cantacts aod will memlitor the teetin: &y reersit=mt
in evnevitation with Personniel.

iiie jog

LE J

wmmﬂﬁuﬂwmwmm
genee, and to make ithe most of oa-theejob tralain:,
A soon as pom=ibla, basic training should Y slven
all new preolessiounal seplayeen,

411 selsctees will teke & 1lewesks course, designed
W issch then the Jundmsentsls of intelilgence snd of
the fursian langeage, and to feprove readin: speed
and uritia: skill.

jeloctess will be sabjieoted to & rannin: assorse
meni theoushout thelr vasie trafning,

.2 2a09ner Lo the baele of evaluaticn and
wmmmt, m mm umx b pisted in the officer,
umrhmgm. or 1n an oropriats ausber
oz tralning slote Lo be establizhed in each oflice
on the basie of suthorised Table o Drzenisstion
ripength,.  ine uiresters of Irsindn; an: Personnel
will jolatly deterzine the placemast in esasultaticn
with the Assistant Direstors, and wil) anthesrize
pinteent of selsctess in eifies training slots,

- 104 -
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basn with the igency & mindsmn of twe years, and wno
are usder L0 (48 for the first year of the progras).
Those who stand out will be tertad, as will other em=
ployess in this catogery whe wish to compete far
Copner Corpes seleotion, The ocutetanding ecendidates
mmmaaa;mmmémﬁ,mmzw
Lovps will be identiifed., It will ecoseist of spesiale
isie, whose capacitier and imtersets iudioste thsat
they are superier uithin thelr offices snd should
stay tihere, and of generaliste, whose oapacities
eud interests ladigabte that they are oapable of
1i1ldng aguncyeeide positione,

' alr eompe m ‘ffiMi
naumafmﬁmmmm;m
and lavguape siudy) sclentific, cconorde and techatead
sudy) roteiion withis ihe Apencyi and travel - all
wbomg,temﬁnawtﬁxﬁmﬁwwmatﬂu
of Iraining in conedtation with the OfTice of Pevscnnal
vl the Aesietant Tiregtor contarnad,

m ﬁﬁm .ﬁg@&: ss a mazﬁ m?hw t“&m to despens his
spesiaiized akil), It ci&l conzist prisarily of study
in the Hatiooel Iatellizenee Course and other highelevel
Service an: govearnnenial cuioses) and rotaties Shroughe
043 the Agency and outside the Azaney. The witimgte
pirpese of ihe tralning will bz to prodnce s Uireotor
of Cantral Intelliyencs,

Mattars o detall are discursed in the followine tabey

&e
e

Speelfie Criteria for Imitial felootion

idst of lmstitudione in which Tontacts “hould Be
Eatariished

- §9 -
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Teatdn: and dsesepxent @ fandidate Telectlees

Arraz coents with Arsed Forces for Training of
‘wlectern

lanyuare Proced: {or felontess

The darie Tralain: Program of the CIA Intelllgenes
Ro 00l

syaluation of Yalogtees during iasic Trainsing

sumber of Training Tlets to No Adisd to 30 of
Bavh iftee

Lderiiidoation of Carser “orpmg Ceareer ‘unagemsat
Prgrnn

Braluvation of lutsteadin: Uandicater for btae Capecy
Corpe

Howaiion PMlan for Caveer Irsining « Specialiste
Aivanced Tralnin:, i*;% Intelllsonce “cheol
larzosge Training for Foesfalists

Hotation Plan for Cevser Trafaing - Cemeraliste

Career Trainiag for Intellirence Adviesary Compdties
Baployesy

Iuplemsntation of University snc Industrial Training
.racuete Training, CIA Intelligence Sehotl

RECOA SEIATIONS

1. Ibat you «uprove the report in genersl,

2.  That you suthorise the iregtore of “rainin. and Personnel
e carey oul Jdetaiied lsplessntaiion,

g
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I. SELECTION CRITERIA

Our problem iz o select able and versatils peopls
who will fit into several offices of the Agemcy, and te
develop & program of training and rotation thet will dsvelop
Sheir capabilities to the utmost, Through the 100 Training
Sloks allotted to the Office of Training, we will bring in
annually 200-300 Carser Corpe Selsctees, who mest general
and specific sriteria. 4 Career Corps Selestes is a young
men or woman who appears to have great ability ana promise,
and wishes to mike a carser in CIA,

25X1A

We do not want as Caresr Corps Sslectees
withs poor scadsmic records; sxoellant mde;’;zm
records and nothing else; physical dafects serious
snough to be a handicap in overt work; mors than ths
most minor smotional defects; a record of faflure in
language study; unwillingness %o go overseas; unsound

-l=
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The Agency will no deubt properly continue to
smploy such pecple for specific Jobs. If they are
successful, we will pick them up by the procedures
deseribed in V.

C. Sgciﬁ.c Criteria

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

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

3 College graduates

§  Engineers, with some experiencs in
production

7 1Ll.B.'s, prefersbly with undargraduate
majors in Social Solences, Area Studies,
or International Relations. A few
should be administrators.

S0 Ph.D.'s or graduste students who have not
completed the Fh.D., but have progressed
far enough so that they have actual
research itraining snd experience.

These figures are intended only as a guide to selectlon
snd recruitment, and should not be regarded as & Table of
Organization. A first-rate man must not be excluded because
his category is full, nor may a second-rater bs brought in
morely to fi1l a slot. The figures should be continuously
revised in the light of job descriptions for current
vacancies. (A more detailed breskdown is given in Tab A.)

Approved For Release 2001/08‘/1‘m78-04718A002700190001-3
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The chief problem in recruitment is to choose from among
the many who will mest the selection criteria thoss whose lese
tangible qualities justily high expsctations of success in the
Agency.

4 CIA contsct will be esxtablished in & selected group of
about 50 universities and colleges (listed in Tab B). The
eontact will be reimbursed as & consultant at the rate of
$25,00 s day for ten days a year, so that he will give more
then casusl sttention to the problem. Handling the contacte
and cther matters comected with this progrsm will require 2
mwajor part of the time of & member of the Training Staff,

Contacts should be men with considerable intelligence
sxperiense in CIA or other intelligence sgenscies., Thay mst
be men of the highest quality, since qualitativs discriminstion
by individusls appesrs to be subjesctive, i.e., it is based on
cemparison of ths subject with the diseriminator. They mst
be sufficiently active in the non-acaderic affairs of the
institution so that they will kmow students outside of their
o fislde, In a few institutiens the ideal contact will be
the Desn of the College, In Universities, there should be
Swo or more, one for the College and cne for each graduate
gehool, since the students in one school are seldom well
known to the fasulties of the others, In JAnstitutions
there i= & ¢ludb, composed of intallectuslly elite undergradusies,
graduste students, snd faculty, and devoted to serious dlscussiem,
A fasulty member of such & club would know the desirable students.

Suggested contacts will be listed through censultation’
among Persomel Precurement Officera, Office of Operations
Fleld Contacts, and the Training Office. A member of the Traine
ing Staff who is well qualified to negotiate in colleges and
aniversities will visit the imstitutions concerned tc consult v
the autherities, sstablish contacts, and to deal with other
matters noted below.

Contacts must be clesred through Secret, and brought
together in the Agsnoy in the summer of their first year, to

Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3
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attend the Orientation Course and to receive other indoctri-
netion, They will be carefully driefed on what information
they may give candidates.

. Contscts will begin to watch those undergraduates who
smergo in their junior year above a line of performance to be
established locally, and in their eenior year students who
blessom late, Uraduate students should be plcked up after
their first year. Students who transfer will be passad on
from contact to contact.

25X1A

At no time will the contagt give the candidate the imprepsion
- ¥ . .' . b 5 _,‘ m‘t

Tovard the middle of the student's final yesr, the contact
will turn him over to & Perscrmel Procurement Officer. The

-Y -

>
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contact will recommend a few of the best ptudents a= career
selsotees, and the remainder for other more spesific employment
in the Agency. Potentisl oporators will be turned over immedi-
ately to the covert offices, so as not to compromise their
cover, Out of any hundred selectees, no more than two will be
taken from one college or schoel within a university, in order
to aveld Ivy lesgue concentration, &nd to give the program
high prestige and wides range.

Candidates recommended by the contacts, and othem unearthed
in othsr colleges by Personnel Procuremsnt, will fill out suitable
applications, by which the obvicusly unfii will be weaded out
and the others will be tested by 2 means to be devised by the
cholosical Staff of the Offies of Training ar
with the tests sdministerad

8ince the
‘ with the Agency, ¥

most of the batter colleges, it may not be negessary to bring
the candidates togsther at eentral points.

25X1A5a1

25X1A5a1 :
presently 25X1A5a1

The tests should be designed to revesl intelligence,
motivetion, aptitude for our wark, abllity to rearon in
sppropriate protlems, the psychologicsl make-up of the individual,
his knowledge of current affairs and their background, aadis
ability to write.

The survivors should be brought to washington snd interviewed
snd sssessed with our current nesads in mind, (The testing and
assessment program is described 4in Teb C.)

The separation centers of the Armed Forces will be another
source of selectees. Contacts should be established in each
of thess under the direetion of Military Perscnnel iivielion,
Availadle information from personnel files will provide a beeis
for preliminary sereening, Subsequant asses-ment procedures
will be develaped by the Office of Trainingy (Tab C)y

A third scurce of sslectees will be young men and women
turned up by the normal activitier of Persommel Procurement,
They should meat the selection criteria noted in I, and should
be under 35, and preferably uncer 30. They will be assessed
similarly to the first two groupsy (Tab Cls

Approved For Release 2001/08/1 h“ﬂ&’?S-MH 8A002700190001-3
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Thore mast be sufficient data common to all greups to parmit
comparison awgng them, Final sslsotion from smong the sandidates
should be made by the 0ffics of Tralning after consultation with
the [irector of Perscnnel, who has ultimate plscement respongi-
pility. Training liaison officers from the aopropriate cffices
ghould be consulted in eases where there 1= any doubt.

It is pessible and desireble that sore men and women whom
we would be glad to take st the bachelor's lsvel will wizh to
go immediately to graduate school., If they wish to study &
relsvant subject, thay should certainly ba cncourazed to do 80.
They should not ba subsidized by us, since any one who is gooed
enourh for this program will have no dirfieulty in obtsining
s Tellowship or assistentship. Others may taka their militery
training after the Sachelor's Degree. (A proposed arrancesent
with the armea forces will be described in Tab D.)

7

III. PASIC TRAINING

The purpose of basic training 1s to sive the salectee the
bvesic skills and knowledge necessary to an intelilrance officer,
Under present condltions, with the Table of Organisatlion only
about half full, training must be kept ae short as possinle, in
order that the selectees may be sbmorbed in the Azemcy at the
sarlient pomzible date.

The eatire course of basic training described below is at
present avallable ¢aly to eareer ocorps selectese, butl as soon
&8 the demands of the offices become less pressing, it will be
offered to all new professiona) employeen.

The traiaing progrsn muet be controlled and axpanded in such
& way that instruction will always be given by experts who arse
wall qualified either by sxperience in the field, or by long study
of the subject, Under no conditlens will canned lectures nor
tesching from s manusl be permitted.

A, Basic training for Carser Corps seleciees, already in
operation, or to be established immedistely.

Approved For Release 2001/08/13 ' 78-04718A002700190001-3
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Before selectees enter on duty, they will have
been clearly informed that they are not an slite
cerpa, and that their future in the Agency depends
en their performance., Further training and pre-
farential treatment will result only from selection
through the procedures described in V.

The baslc course for sclectess will last twelve
woeke and will be offered thrice yearly, July,

October and March, It will be desizred to give
the students the follewin knowledpe and skillss

2, The fundamentales of Ruerian, and an olemen~
tary knowladpe of tho Soviet sraas, These
are basle tools under present eireumstances.
Students already competont in Russisn will
be glven other lan;uage training. The morn=
ings will be devoted to thie course. (Tab E).

b,  The fundamentals of intelligence, basic to
all offices, mut not special to amy. ‘They
will learn the place of CIA in the total
intalligence arnc covernmeonisl structure. They
will scquirs such skillm and concepts as are
nogessary to 211 intellisence officers,
Consicerabls attention will be ziven to the
study of problems, The curriculum will ine
elnde training in rapid readin: and comprehension,
and in pescis writding, desi ned together o
mpeed the nrocessing of documents, and to
improve the quality and clarity of writing.
The afternoons will be devoted to this
course, FElther durin- or &t the end of this
courae, salectees will attenc the CIA
Orientation anc Indectrination Course, or ite
squivalent, (A deseription of the intellie
gence training is :iven in Tad 7.)

Throaghout their training, selectees will be con-
timuously assesced by their instructors and othepy
nmonbers of the training off{ice, in order to
deternine thelr quality and the type of work

Approved For Release 2001/08/1WQ‘P78-04718A0027oo190001-3
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for which they are initially best sulied,
tgmti;faetor:f candidates will ve dismissed.
Tab G},

L. At the end of their basic training, selectees
will be placed within the Apsncy, either in a
regulsr or a treining slot, {See IV.)

s  Proposed expenslon of baslc training, tc be implemented
as the Table of Organization fills and the demand for
speedy release of -ersonnsl weakens,

l. |Yflementary ares pro:ramsj sbout three monthe in
duration, (See VI, C,)

de An advanced course in Russian and other slavanle
languages for selectess who alreasdy have a basic
knovled;e of Rusrian, and courges in semitic and
oriental lsnguages, {See VI, B,)

IV, INITIAL PLACEMENT

The selestee's initial assipgnment is of sreat importance,
not only in terms of his own development, but of the efficlancy
of the offices and the Apency az & whole.

kvery effort will bo mude to nlace the selectes in ths
most suitable position availsble. Hiz academic and cther quali-
flioations will be studied, him personslity and aptitndes will
bo assessed, and bis interests will bde sscertained, Nis pexiormence
in basic training will play en importani part in the natare snd
level of his placement,

Assistant iirectors and their reyresentatives will be invited
to Intervies appropriate selcctoes late in the treining period,
anc to exprese interest, or lack thereof, until the selsctes is
placed in an appropriate office and 2 suitable position,

If the criteria for selection and the process of recruitment
were perfeet, there would bs no prohlem of placement. S2ince

i

NNTIT -
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they are probably not, provision should be mads for a very

few {raining slots in the Table of Organisation of each Ofrfice,
1o be used for selectses, ar well as for retation of Career
Corps personnel, as described below (VI). Thess siots will

with the Assistant Director, {The necessary changes in the
Tabler of Organization are described in Tab H.)

o sslectee may remaln in one iraining slot for mere than
#ix months, at the end of which he must either be absorbed
into the regular Table of Organiszation of the Office, absorbed
elsswhers in the Agenay, either in a regular or training slot
in another Office, or dismissed at the joint diseretion of
the Directors of Training and Personnel. In offices where
rotation of new persomel is customary, it may be found desirable
to move salectees through a legieal succession of training
slots within the office befors they are initially placed, but
only with the consent of the Assistant Lireetor concerned,

Fauwnummmwthtmuﬂmmmtmam
slot, & representstive of the Office of Training will request
the supervisor of the selectes to make a preliminary evaluation
of his work. This evaluation will confirm or contradict the
original evaluation, selection and placement of the individual,
end may lesd to & change in the eriteris for selection and
methods of memitgen% It will provide s mesns of evaluating
besic training, and grounds for modifying trainin: wvhen necessary.
Itwillaimrwulehﬂmmﬁm, whowillbneith::&'mwdw
or dismissed. (Tab ¢).

Coce & selectes is plased in a reguler slot, his future will
in' hin that 10 dows 1a S} enppnes LLL phre, e reme nterest
f » but Training, except for
the evaluation first mentiened, will become interested in him
again only when he smerges, if he doss, as a candidete fer the
Career Corps after two years in the dgency, (Cee V),

W

n‘ﬂ -
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V. IDENTIFICATTON OF CAREFR CORPS

Next to initial selection, the most critical problem
in the Caresr Development Program is the early and accurate
identification of the Caresr Corps. The Career Corps 1s
composed of men and women of superior ability and performance
and includes specislists, who are outstanding in a single
office, and generalists, who are willing and able to A
importan® executive positions that involve the whole Agency
in ene ma; or another. (A more detalled discussion is given
in Tab I.

A. A1l Agency psrsermsl in grades from G8-9 through
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 L0 thersafter,
will bé studied annually by Fersomel to identify
those who have high potential for Career Develop-
ment through further training and rotation.

The group, 0S-9 through 0S+13, is of mansgeable
size and is capsble of close study.

Justification for these grades: Professional
persommel who have not advanced tc 08«9 in two years
under current practices of promotien, are of low
potentisl. It is further assumed that 05-1li's and
above are already careerists, well established and
professionally competent, so recognised by their
superiors, and for whom further training may be
desirsble} or else fall into categories that would
meke further training impractical or unnecessary,
that is

1. Too old to profit from training
2., Medlecre or incompetent
3, Outside experts, here for smergency only

Nevertheless, for the first yesr that this program
is in operation, it will be necessary to study
perscnnel (8-ll; and sbove, to determine which of them
should be considered msmbers of the Career Corps.

- 10 -
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B. The Career Corps will be identified ss follows:

1.

2.

3.

Appraisal by supervisers will be combinsd with

age and grads, and graphically represented, to
reveal thoss who stand out, (Petailed dis-
cussion of this procsdure will be found in Tab I.)

The prelisisary group thus selected will underge
testing and svaluntion designed tc revesl:

a. aptitude potential for imprevement;

8. 4ntelligence, sptitude, and persomalitys

g, knowledge of the intelligence process;

4., ability to werk from evidence in an
intelligence preblamy

e, knowledge of current sffairs, together
with histerical and sconomio back-
gproumd; and

£. ability te learn languiages

(The presedure will be discussed in Tab J.)

Yer two years, or wtil ths sireer progren is
socepted by the Agency, snd pariticularly by the
Assistant Dirsctors, who will lose somes good men
from their offiees, it will be necessary to permit
a1l employses GS 9=13 to tazke the tests if they
wish, as & gheck on the svaluation. Allowance
xust be made throughout this process for different
lsvels of performance &t the various grades and
by persons with different kinds and amownts of

On the basis of the evaluations and the tests,
s small group of potential gensralists will be
sslscted bty Personnel, who will appear before a
Board of Exaxination and Teview (Teb I, Section
4), composed of the Pirector of Central Intelli-
genee or his representative, the Direstor of

or his representative, the Assistant
Dirsctor of the Office involved or his representa-
tive, the Director of Personnel or his represenia-
tive, and other appropriste persons, Ths board,
threugh interviews and any other means 1t wishes
to employ, will make z final judgment and will

- 11«
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in perticular seek to identify the Generalists
{c, k). Employeas who are obviously well
qualifisd specialiszts need not appear before
tha Board.

Ce Ths successive steps in the process of evaluation,
teating and azsessment, and interview will divids
personnel into five prineipal groupss

1, Those who should be dirmisced for inefficiency.
&+ Those who should he t%sfemg to other sleta

more sulted to thelr aptitudes. ’
3+ 7Those who are satisfsctory in their present

pesitiona, tut whose potential or age do not
Justify further training or rotatiem,

ko Specialists who are highly satisfactery in their
present position, whorse dosires and aptitudes
indicate that they ahould stay in that sort of
work, and whose potentirl justifiee further
training and prometion. Iome of this group may
becore Assistant Tirectors, but they will rematn
in their origirel Offices,

5. Generalists who are highly satisfactory in their
present positions, but whose aptitudes and in-
terests Justify extensive training and rotation
throvghout the Agency, to prepare them for Agency-
wids Jobs; and othcr positions of great respon-
eibility.

D, The specialists and gererslista are the Carser Corps,
Selection for the Career Corps does not mean immediate
promotion, bhut greater ocpportunity.

&12-
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VI. TRAINING OF CAREER CORPB SPECIALISTS

The purposs of career training for Specialists (V,C,L) is to
impreve their efficiency snd range in the offieces im which they
work and to which they will return. Assistant Directors may rest
sssured that personnel relessed for training as Specialists will
return to their office of origin, and that they will be at least
partially replaced by other mepbers of the Career Corps rotated
inte their office from other offices, or by selecteer. The pro-
possd training slots in the offices will be used to facilitate
rotatisn (Tab H). Since some specialists will becoms Assistant
Directars, a broad variety of training will be made available.
Prograns will be tallered to individual needs.

The training may be designed to impart new skills and
imowledge, to refresh and improve existing skille and knowledge,
or simply to get the individual sut of a rut by a change of
envirorment and coneentration. The last will be of particular
valus to analysts, scientists and librarians, who are likely to
£a11 intoc habits and attitudes of mind that sre not recessarily
the most productive. Training for Specialists will be arranged
individually, after consultation snd agreemsnt with the Assistart
Director and his Board of Review (Tab 1, Section A}e

fome of thess objectives may be accomplished by training
courses alresdy existing or io be established within the Agency.
Others may best be achisved in universities, industries or other
govarmment agencies, or dY travel. (A sample plan of rotatien
and training is discussed in Tab X.j

A. The advanced intelligenes eourse will be of valus %o
nearly all in this group, particularly the less -
experienced (Tab L).

3, The simplest problem is the acquisition of a languape.
When there is considerable demand for a language,
instruction can be handled most sconomically by arrang-
ing with an institute or university to set up the
required langusge training for the group. Language
training will be set up within the Agency for those

- 131 -
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who cannot be trained cuteids becsuse of the demands
of their duties here, or becauss of security. In the
case of languages for which there is scattersd demand,
instruction can best be arranged through outside
institutions, preferably loeal, on sn individual basis.

‘The best way to study a langusge im full time,
vith complste leave of absence from other dutles.
Compromises may be made, but only at the cost ef
efficiency and spsed (Tab #),

Somgvhat more complicated is the problem of arss study.
Two elementary area programs should be established,
preferably in local educational institutions, or within
the Agency; one on the Europesan arbit of the USSR, and
one on China and the Far East. For more advanced study,
and for study of other areas, trainees must be sent to
academic institutions. Existing resocurces are being
studied, with the help of the Social Science Research
Council. In a very few cases, such study may be
sccomplished in & summer session, bui in most instances,
s academic ysar or sven two will be required (Tab 7).

The Office of Scientific Intelligence has a particular
need for s program on Soviet Science, combined with

arsa study, and the effect of sclence and technology on
international relations. This question is being studied.
The purpose may be accomplished in or out of the Agency.
Such a program should also be useful to the Office of
Rssearch and Reports (Tsb P). ‘

A course on economic intelligence, and iis use in
support of economic warfare and operations will be

Selentists, sconomiste, and other spacisiists will be
sent to universities, either as students or ss ressarch
associates, to increase thoir substantive knowledge, or
to carry out research, or simply for professional re-
freshing {Tab FP).

In many cases training in an industry, foundation or
laboretory will be more useful to scientists, econo~
?:hta-,}md other specialists than university training
Tab P},

- 14 -
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In some casss, travel and study in an appropriate and
feamible area will be the most desirable program,
whether for training or refreshing., Thie might some-
times be accomplished through rotation in ene of the
opsrational offices {Tsb K).

Hotation within the Agency, through uss of train-

ing slots in the offices, will be desirsbls in cases
where the work of an individual is or will be closely
sonnected with that of another office, but in all
¢ases the purpose of such training will be to make

the trainee more compstent in his own office, to which
he will return (Tab X).

With the cooperation of 0ffice of Scientific
Intelligence, short courses in the present knowledpe
and cspaclities of Soviet scientists in the various
fields, and of the present and potential capacities
of Soviet weapons should be established, not only te
increase krowledgs, but to overcome scme of the super-
ficial contempt for Soviet science that is current.
These courses should be open to personnel from other
intelligence azgancies.

TRAINING OF CARLER CORPS QENERALISTS

Generalists (V,C,5,) are those very rare individuals who
have the cepscity to bring together many aspects and branches
of the intelligence problem and orgenisation, and wish to do so.
Their nesd is not for specislized training, but for incressing
areas of responsibility snd experience on the one hand, and for
rotational experience within the Ageney, as well as in other
intelligence agencies and other governmental agesnciss which have
mutual intelligence needs.

Whereas the purpose of Specialist Carser Training is to
produce batter Specialists, there is considerabls doubt that any
particular effort should be made to improve the special skills
of the (eneralists, excepiing to broadsn their language sdility,

“ 15 =
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increase their first hand knowledge of important forelgn areas,
and to give them enough experience in the various offices of the
Agency and other intelligence agencies so that they can under-
stand their products, and know their limitations and capacitias.

Therefore, whils a high percentage of this group will have
benefited as Spscislists from tha sort of training described in
VI, before they have been identifisd as Oeneralists s &n entirely
new emphasis must subsequently be placed on their caresr develop-
ment. The purpose of their tralning is to produce Divectors of
Central Intelligence, Deputy Directors of Csntral Intelligence,
Assisteni Directors, and Deputy Aeslstant DMrectors, sssistants
to the Director, mermbers of the National Fstimates Board and
other key pecple. (A sample plan of rotation and training ia
fresented in Tab N.)

Ae On the academic side, the first need is for a national
intelligence course, not only for this group, but for
the personrel of other intelligence agencies (Tab R).

B, Oeneraliste should be rotated throughout the Agency,
by means of training slots (Tsb N). :

il C«  They should also attend the National War College,
Naval War College, industrial collaege, participate
as members of the Staff of, or attend the CGenersl
Staff and Intelligence Schools of the Armsd Forces
snd the Forelgn Service Institute of the State
Department (Tsb N).

D. During, before or after tha peried of rotation within
the Agency, tralnees should serve long encugh (at
least one or twn ysars) in one or more eof the intslli-
gence or opsrational agencies of National Security
Council Staff, Stats, Navy, Army, or Air Force to
understand their methods and cbjectives,

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

it the end of the peried, the irainee should be ready for
positions of great responsibility on the level of Daputy Assistant

-16-
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Director and Assistant Director, and after experience on that
level, to serve on the immsdiate staff of the Director or
Deputy Director, and finally for Deputy Director of Central
Intelligence and Director of Centrel Intellipence.

Note: Jobs in the Arency f3ll into four categories:
Technical, adninistrative s overt analytical and research,

and covert operations and colleotion. Specialists should be
rotated within one of these groups, but not emong them. The
sbove has been written on the assumption that it is possible to
find Oeneralists capsble of underatanding each office,; though
not necsssarily of specializing in its work.
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TAB A
SPECIFIC CRITERIA FOR INITIAL SELECTICN

(Figures based on Agency neads and on informaticn
supplied by Assistant Directors.)

Out of any group of 100 selectees, there should be abouti

38 College graduates with flelds of ecen-
centration that bear some relationship
to reality. Of thase:

2k should be potential operaters
L should have unusual language training
10 should be able to type

A few should be administrators,
5  Eugineers, with some experilence in production

7 L1.B.'s, prefersbly with undergraduate majors
in Sopial Sciences, Ares “tudies, or Intere
netional Relstions. A few should be adainis~
trators, :

50  Ph.D.'s or graduate students who have nob
completad the Ph.D,, but hmve progressed far
enough so thet they have sctual research
treining and experience. Uf these:

L in Politieal Soience, Coclology, History
or Internaticnal Relatiome

in Economlies ‘

in Ares Studles

in ¥odern lLanguages

in Physical and Biclogical Secisnces

in these or other fields, provided they
bave sirong contemporary interests, and
are interssted in concrete guestions

g\ﬂ\ﬂgﬂ
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In view of existing shorteges, the numbers of
sconcmists, scientists, and arss specizlists recrulted
for the coming year should sxcead thesa figures,

—sz-@
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TAB B

LIST OF INSTITUTIONS IN WHICH CONTRACIS
SHOULD BE ESTABLISHED

CORE
w3, of
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TESTING AND ASSESSMENT OF CANDIDATE SELECTEES
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It is not comtemplated that 25X1A
25X1A will find any great 4iff3e . up

[ rly and efficient schedule of testing programs
throughout the country thres times each year, Parhaps
during the first year there will be & slight amcunt
of confusion, but during the follewing yesrs the
testing programs should prove of no grest diffieulty,
especially if there is scmsons in the O7fice of Training
dasignated to coordinate - 25X1A5a1
agtivities, Thelr big j o 3y TEViSe
standardise, and validate tests, quastionnaires and
teshniques related to the cbjeotive tasting program,
They will need to expend considerable effort in this
diregtion during the first two years, After this, they
will have to devots substantial numbers of ressarch
hours each year to keeping the tests, questionnaires
and teehniques up to date by incorporating research
findings in the battery. If the job is properly dons,
Rore or less as outlined, CIA will have a more compre-
hansive and cbjective battery of tests than 1s being
used by the Foreign Service or any of the military
services. In terms of economy, it would mean that the
Assessmant Team would not waste their more expensive
muh&m in aseessing cendidates who are wngualified
for ¢ .

IT. - ASBSESSMENT PRICR TO FINAL SEIECTION

During World War II ths British developed, through the #ar
Office Selestion Boards, & new typs of scientifis personnel
swlection known &3 assessment, In the war Offtcs Selsction
Boards the persen being aassased was agksl Lo earry out & variety
of practical problems in real-life situations. He was cbserved
and tested by military officers, psyehologists, psychiatrists
and the cemranding of ficer of the Selection-Assessment Yehoal.
Prier to the establishment of the British Selsction-issessment
Seheol, five out of ten perscns failed to sucoessfully complete
training scheols in Ecetland, even though these prospective in-
teliizence offisers had baen presumably well-screened by thair
recruiters. After the establishment of the Sslecticn-Assessment
Sehool, through which students were required to &0 befors satering
training, only one student out of ten failed %o canplete the
oourse succesafully.

‘5-
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A, Purpose and Principles

It is plamed to use & modified and limited sst-up
in the Office of Training to assess candidate seleciees
for impertant psycholegioal gualities which camnot be
tapped by mesns of paper-and-pencil objective-type
testp., The testing program will be used te messure
the candidate’s mentsl and intellsctual fitnese for
research; the assessment will reveal his psychological
fitnesn fer exscutive and operational posts, The
assaszsment procedures will attempt to memsure chayraster-
istics of the applicant =much as:

™ 25X1A9b

— «b =
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h will
These and many other charscteristles, whie

be obasrved in the assepsment process, are {mportant
im the training and placemsnt of a persen in this
Agesncy.

B cadures

——

25X1A5a1

The Assesement Tesm will study the

q results on the applicants prior

e their assss » including the statisties and test

profiles, the Biographic ‘uestiennaire snd the
Fritten Interview Questiommairs, The psyshologist
on the Assessment Team will study and anslyse all
the findings on the applicant and before the appli-
mt'amivdwmmeutnfuuwiumgn
sssessment program for him Yo take into aceount hise
special interests, attitudes, motivations and work
skills, The csndidates will be sssessed in groups
of four to six, over a psriod of two daysy The two-
day sssessment progréa will be generxlly as fellows:

1. First Day
8. b an the mature of the

y intsrview with

gpp Discussiol
n

nt The applicants, sitting
oraally &round a table, choose a topie
of curvent intersst and diseuss it.

-7

SEGRET
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The rest of the day is spen: the 1icant in
talking with staff members of mt%rﬁuaﬁ Trairdng,
the Personnel Divisien, or with members of ether Offices
whe have dofinite interests in the appliecant’s skills
aud potential., Turing this timo administrative matters
and medigal examinations can be taken care of,

It should be emphasized that the assessment program
is highly flexible so that psychologiste can devete more

n?‘

]
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In seme instances the Assessment T ’ have
i : a8 will
:g'arryuat itsmmwtmwummmmmt
he convenience of &pplicants, but a3 much as poazible
assesaments should be dons in washington,

be used later by the chief { the o
,,,,, tion nstructors and the evalua-
: pasi:&elngtst te plan further training for the

- 30
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TAB B

——————

ABRANGEMENTS WITH ARMED FORCES FOR
TRAINING OF SELECTEES
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ARRANGEMESRTS WITH ARMED FORCES FOR TRAINING OF SELECTEES

This Tab will be written when negotiations
with the Department of Defense are sucoessfully

completed.

SLUNE L
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TAB E

LANGUAGE PROGRAM FOR SELECTEES
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LANGUAGE PROGRAM FOR SELECTEES

(Because of the current nseds of the Agency, the course presently
being established is Russian. The same methods can be used for
other languages.)

A.

B.

Ce

Organization
Number of students in sach group--w—-weeewo—me~n 20«30
Lenpth of COUrBE === —em et 12 weeks
Hour schedilge- sewuwewese 20 hours per week;
8 A.M, f- 12 Noon
Monday through Friday
'Prbgram of instruction

{1} Descriptive grammar and theory==e--=s=w--- 2 hours weekly

{2 hours)
(2) Group drill - phonolgy, tpoken languags,
resding drillge-ceews - -= 8 hours weekly
{96 hours)
(3} Individual laboratory drill for spoken
and written language-=- s e =~==10 hours weekly
(120 hours)
ObJective

(1) Foundation for proficiency in use of spoken language
snd written lsnguage.

(2) Basic kmowledge of phonology, structure, and grammer.
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D.

K.

LuliLi

(3) Active non-cognate vocsbulary for everyday life
situations - approximately LCO words.

(L} Passive recognition knowledge of cognate vocabulary -
newspaper lewvel, 700 words.

{5) Essential verbs and declension forms.

(}bj;_o_gtives

At the end of this pericd, the average student should
ba able to use the spoken language with reasonsble fluency,
and with oral accuracy so that hs can be readily underastood.
Eis oral ekill will be limited to everyday 1ife situations,
with a spontaneous active vocabulary of some LOO worde. His
auditory recognition skill should be much broader, covering
possibly TSV words.

Follaw-v‘g

After this foundation course, selected students should
be directed te continue their language training at the rate
of five weeldly hours of laboratory drill in the CIA Lengusge
8chool Laboratory to increase their skill in the use of the
spoken and written langusge. One additional hour per week
should be provided for remedial end corrective linguistie
analysis. If this ineservice internsl training progrem is
continued at the rate indicated for sbout 18 months, the
student should have a good active command of the language.

In=service tralning can be focused on the acquisition
of speclialized terminology in various techniecal fields to be
eptablished in consultetion with the meveral offices.
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THE BASIC TRAINING FROGHAM OF THE OIA
INTELLIGENCE SCHOOL
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TAB ¥

Tz BASIC TRAINING PROORAM "F TH: CIA INTELLIGENCE SCHOL

A. DISCUSESION
The basie training of this school is designed to give the
selectise the knowledge asnd skills basic to intelligence.
The pbogram will remain flexidle, so that it ray be tailored
to suit the needs of each new group. The sarly courses
sannot turn out finished Intelligence “fficers. The
graduates will enter their jobs better prepared than hereto-
fore.

B. PROGRAM
The program will consist ofs

{1} HNecessary lectures on orientation, mission and
security.

- (2) Structure of U. 8. Covernment and CiA'S rolas
thersin.

(3) Missions of Intelligence Advisory Cammittee
Agencies.

(k) Orgsnizetion of CIA.

{5) Lectures on the World Sitvation, Foreign Poliey,
the Soviet Government, Histery, etc.

{6) HMethode smployed in intslligence.
The tentative twelve week program will be interspersed with
preblems and training films, and selections for reeadings in

foreign languages.

""" | SEUkL

Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3



Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3

SEGRET

TAB G

’

EVALUATION OF SELECTEES INRING BASIO TRAINING
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TAB G |
EVALUATION OF SELECTKES DURTNG TRAINING

Each selectee will be subjected to & running evaluation
during Basic Training in order to sysiematize, verify and extend
the knowledge of his aptitudes obtalned by testing and assossment
prior to his smployment (Tab T}, and to determine his potential
so that he may best be tralmed and placed. Within six months
after a salsctee has been placed, his supervisor will be asked to
svaluate hinm.

A, Evalustion During Training

The Evaluation Psychologist, the Chief Instructer,
and the Instructors will periodically rate each student in
terns of performance in courses, perscnality, and ranking
in comparisen with other students, in order to determine
his outstanding strengths and weaknessas.

The following rating system will be usedi
Pargentile
Ratings Definitions of Ratinge valents

Superior 1 An axtremely outstanding performance 98-100

Excellant i AR outstending performance, definite-
1y sbove average 35-97

Satisfactory ¢ Regquirementa met without distinction S0-8L

Mediocre 1 Hinimum requirements barely mst 16-49
Poor t+ A déficient performance. Definitely

& . below average 3-15
Fallwre 3 An sxtremely deflcient performence 0-2

NOTE: The derivation of the ratings from the normal distribution
curws does not imply that the students would be marked %on the
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curve® -« which is an arbitrary statistical interpretation
of human variability. The students will be rated in terms
of their ability to hold career Jobs in the Apency. In
some classes it is conceivable that all students will
quelify. It would be spurious, therefore, to fail some
of them merely to conform to the inigquitous practice of
marking on the curve.

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

A finel evalustion will bs sent to the Director of Training,
and will be used as one of the bases for initial placement.

B.’ Evaluation after Initial Flacement

Supervisors of selectees will be asked to evaluate them
from four to slx months after initial placement. The
evaluations will be studied by the staffs of the Office of
Training and Personnsl, as a check on selection, training
and placement. DSelectess who present a problem at thie
stage will be carefully studied, to determine whether they
should be placed in another positien, or dismiased.

If a selectee undergoss an important change of position

in his first two years in the Agency, a similar evaluation
will be mads fram four to six months after the change.
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TAB H

NUMBER OF TRAINING SLOTS TO BE ADDED 0
OF EACH OFFICE To z/0
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STORET

TAE T

IDENT IFICATION OF CAREER CORPSg CAHEER
VANAGEMENT PROGRAM

L
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Tabh X

TDFERTIFICATION OF CAREER CORPSy CAREFR MARAGEMFNT PHORAM

In this study of oareer or mana ement Jevelopment there
is carrvied forward the coneepiion of a limited and alite sroup
implied in Ceneral Smith's letter tc The Honorable John MeCley,
17 ¥mrch 1951, Its procedures and tschniques are dirssted to
the identification ¢f the Career Corps. The ticket of sémiseion
to the group ir dempnsirated sbility on the jobe The followine
Ae proposeds

1.

2.

3.

ke

5

The formatlion of & Hosyd for “xaninsilon mnd Fsview at
the Directoreleputy Lireetor level of the A;sncy and
Tioards of Review at the 6ffice level., {“eotion A)

Anmual eppralsal of cmployees hy their eupervisors
and/or arcovistes (Section 3) to ‘ake place a ainet
developing jobenerfarmance reculrezente (feptiss ©).

hestrietion to nen-clerleal versonnel in the 7.8 2«13
lavel inclumive, L.e,, the mort llkely career :roup,
The rationals for this position iz set forth in
Feetlon I,

Erphasis avay rom re {the (1:11 Service concepti)
and directed toward vhat the emplayee gcan do sad what
may be done to gve and prenare hin or her for
higher level ® Cos

the first step objective is to train and ground super-
visers in appraisal technicue; the second ster objective
iz to icentify pools or inventory of "Fotential® (see
Sestion E) for discussion of possible application of
the duPent Company "skimmer chart® technique)j with

the final sbiective, a Job-rotation prosram (Section

€y 2) for identified potential ses and when the tight
sanpovier concitlan can be relieved,

Given the manpower shortage of today, it i= felt thar tiis
Ageney can 111 afiord either lsadverteatly, or more important

- i o=
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L

through lask of training, to overlook ths "potential® now on
boerd. In addition the program shonld benelfit morale, aid
recrultment, and sharpen-up the scplieation of trainming facilie
tier {Rection F).

This study has groun sut of the conmideration of soms ten or
. twelve comparable incustrial plans, those of Air Feroe and Navy)
anc a revisw of certain "status and efficiency” snd other ree
ports in beiag or contemplated in the Agency (Seetion G),

It ie recommanded that the program be sdministered by a
Carser Levolepment “taff, and that & am, expsrimesd in thie
field, be brought in and supported by an adequate staff,

The tie-in of this progrem to the Career Corpe Selettes
Progran and to Persennel IBM ecard aystem 1 set ferth in

A firet requiresment for succesez of ithe program is active
top echelon support. This vegquires that the Front Office and
the Assistant Dirsetors em vhose Officee the progras irpinges
undarstand the objectives of the program and give it thelr

With this backting forthcoming, it is proposed that & Board
of Ixsnination and Review be formed at the Iirecter-Deputy
Dirvetor lovel of the Azency. This topelevel Committee would
#it somually. The function of thie Gesrd is set forth in Seotion
¥y By 3 of the Liscusspien,

Balow this Board each Uirice will hsve ite Doard of Fevievw,
Its Chalirman could be the Dspuly Assistant Uirsetery the Traine
ing Idsimon Officer of sach O fice could be Secrestary. These
boards w111 elt as necd arises,

The funetion of these boards, working with the Career Jevelope
ment Staff imge

1. Develop broad reguirements for effective perforsance
at those levels of sdministrative, profeseicnal and

- 2 -
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technical competence contemplated in the proposed
progran, The cbjective.: & mors cemplete under-
standing of the fundamentals which make for superier
performance in each categery and at each level of
effort.

2, |JMeasure the individual agsinst the Job requirmmi@i :
of the levsl in w ich he operates and st the next :

higher level,

3. In cooporatlon with the Office of Tralning, actling
throush the Training Idsison Gfficer, develop ime
proved training procedures snd appllieations,

k. In cooporation with the 0ffice of Training and Per-
sonnel, tc plan logical Uivisioenal, Intra~-0ffice and
Inter-Qffice rotationsl eircults and promotions.

It 1s believed that the effect of the proposed board siructure
would be to stimulate recognition and development of ability.

B,  Appralsal
1.

The proposed procedure and technique of periodic

sppraisal of an employce by hls supervieor is deemed
primerily a managerial tool te be line adminimtered.
It follows, the:, that the method should bet

&, Gearsd to and refleet the pecullar problems
of the Agency and ite iandividual Offices;
and

b Decentralised, i.s., the superviser limited
to an appraisal of those he knows or has
eontact with personally.

2.

‘The purpese of varying appraisal techniques is identicals
to ferce the pupervisor to think in an orderly fashion

Approved For Release 2001/08/13 : C|mff4718A002700190001-3



Approved For Release 2001/08/13 : CIA-mj§T1 8A002700190001-3

about the people under him, to the end thal the
appraisals may be meaningful.

In technical jargon iLhe appraissel must be valld
i.6., a7 accurate measure of the abilities 1t 18
supposed to measure, and relliable, i,e,, measure

the same shillily cansistami}', Actually appraisals
are likely to be inmccurate, sterectyped and exhibitl
"hale effect®, 1.s., a favorable appralsal sterming
Irom personal predilection rather than frem cbjsctive
analyeis,

In an sffort to reach objectivity two technicues are
currently developing, the sppley technique and the
fforced choice® technique.

The Appley technique 1= employed in the Detroit fdison
Plan, Hers, some four superviesars whe know the indle
vidual and his work sit as a panel, with a representative
of management developmeni staff slttingein a= cosch

and moderator,

In the foreed choice technigue the supervisor ir forced
to choose hetweon two or more mtatements as most or
Jeset descriptive of the indiviceal., Eating a= to
determinate tralie or charscteristices iz then derived
by statisticaliy weighting the responsges to the many
alternates, The end product ile, theoratically, an
accurate and valid appraisel in which "helo effeect®
and other aberrations are eliminsted,

This technique, wmnfortunately, has the disadvantage
cemmonn to all codes {1t employs a code in the form

of 3 statistical wolphtlng), d.0., it lomes its
affeotiveness when the code is broken., In practice

thiz happens, Supervisors soonar or later besome

aware of “"pay~-off" alternates and are gulded accoerdingly.

For these reasons the forced choice technique ie re-
Jocted hare, ap is the panel or ippley

technique,
largely becsuse it would sppear that the staff work
required would bs prohibitive,
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3.

Appraisal form

The vitimate appraisal or evaluation form to be used
in the Gffices will Le worked cut by the Chief of the
Carcer Development Staff supported by competent
technical help and in cocperation with the Gffices,
working through the Training Liaison dlficer, who as
suggested above, would be & mumber of the Hoard of
Review of the Office in question,

There is attached herewith, however, a proposed Iorm.
The thinking behind it 1s based on the thesgis that
valldity, —reliability, and lack of "halo effect” can
best be achieved by tylng the appreisal clogely to
specific job requirements both at primary and advanced
level® of competencej s practice which has found ex-~
preseion at primary lewels in practice in the covert
offices (Form 5153, Status and Efficiency Reports).

The form iteclf i= the bost axposition of the generasl
technique proposed. The form iz to be regarded as a
prototype of general method; it is to be expected
that the form, in its detail, will be modified and
refined in practice,

The form haa besn geared to current Navy procedures
of rating the individual, not as excellent, average,
etc., but as adjudged in the first 10%, next 205,
middle LOX etc., compared "with ail others of the
same”grade and Job family "whose professional abiliw
tles are known o you personelly.,® It is felt that
this technique &zain contributes to the objectivity
of the appraisal,

Another feature of the proposed form is thal rating
the individual (in the middle 4O ete.) acts as a
coordinate point on e scale. It is balieved that
this technique has certain advantagess

8. The smployee's perforuwance and potentiality show
up visually as a profile,

‘S‘I
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b. A current appraisal can be corpared with a prior
sppralssl by tracing the prior profile and supere
imposing it on the current profile.

As the profils is placed on & scale which is virtually
1% to 100%, it is pessible that an aggregate of scale
points can be arrived at. This aggregate of points
might be ussed as & "bonus® factor which might make
poarible the application of the skimmer technique.
{See Section E.

{Notet The questlon might properly be raised: Why has not one
of the more orthodox Executive Development appraisal forms been
sdopted. The reasons ars two (a) the more objective the job
eriteria the sounder the appraisalj and (b) it is felt that the
usual forms lack validity in 1ife, i.e., thay portray the myth
of the successful man as concelved by men of success,)

b Appraisw of Employees

I% is proposed that the appraisal of any employee be
baged on the joint opinlon of at least two men who kmow
the man and his work. Vhere this proves irpractical,

it is suggested that the individual be asked to appraise
‘ on the identical blank form., The superviser
may then compare the sppralsal with his own. Any
variants would be adjusted in s subsequent discussion
with the empleyes (see 5 below),

The single sppraiser, i.e., the immediate superviszor
(s proposed in the Francis report) is not believed
to be in the intereste of Agzency morale, Regardless
of the fairness and objectivity of the supervisor,
the employce derives far more confidence if more then
one individual sits in Jjudgment on him,

S. Discussion of the Appraisal with Employee

The sppraissl should be discumsssd with the employee,
Thus the individual is given a chance to express his

-6u
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intersst in advancementand to give his opinion of
his ovn training needs, In thi= diseussion, however,
no pronises should be made to any individual or
participant in the program.

This discussion and interplay betwsen superviser and
subordinate helps bring out the mﬁdm}'w B
qualitios and his training needs, and thus ies a
supe rviser {o discharge his primsry responsibtility,
l.e4; that of people entrusted to his

Sare. As experience tends to confirm the observation
that emplayees supervise as thay have besn supervised,
this procedure should ultimately benefit the uhole
arganization, ‘

Practioally it 1z Just at this point that the whole
sppraisal process can be slanted sway from &
concept end dirested toward deteramining what the individual

eméomdahatmimgwﬁam% the
individual and prepare him for hicher arvice.

tns of the primsry requiremente for success of “he
proposed progras is tos '

8, Establish at the primery {junier) level brosd
Jﬁ timmuies that exhibit cesparable performance
c .’ .

b. Develep specific criteria for effeetive performance
in each bread famlly st the primery level and at

succeeding levels of compstence and responsibili
within the mu w

-7 -
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2.

1ne sdjestive hore is & basic understanding of “W
qualitiss that meks for superior periormance, i
feprvice Job descriptions are written prissrily te
Justify csertsin GS levels, anc are not slwsyr helpful.

it ir beliewsd that a bopeful stert hae been amie loward
theme requiremsats in the job families and job reguire-
sente which rind mxpressicn in tho prepossd sppraisal
form (Sestien 5} It 1s anticipated that the llcards

of Heovisw {“egtion &) working with the Caresr Levalopw
mant St will e fnstrumental in further devaloping
and refinias these criteria, Thie crowth will take
place throughi

8. iurther study of thoe education, experisnce and
knovledge reguirasents in job famillies and for
conparsble jobs. ‘

be A statement fyom sech menber of & supervisory
greap of the requirements to perform his job
effectively; and of wist ha requives in pm-Torance
frem othsr supervisors who 33y be repmriing so
him,

Ammwers to such siudienm, adited snd sifted by the Ecerds
of keview alght well comtribute to a mors objeotive
uncerstanding of job performance eriieris.

I8 i, of coures, far edsler io <all fer mesningful
sriteris than to produce them, particularly as one proe
ceods up the seals of eompetonce, Yot sppraleal in

tho sbsolute or in vetuo resulis in & imck of abjecilvily
anc izduces & fussy frame of reference in the appralser,

ihe Wﬁ of specifie and acequate eriteria, then,
is vi.mla' isportant to the suceen: o this propram.

The defining of job familiém, as proposed stove and in
the suggestsd appraisal form (Beotion 2}, is a first

B -
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step in determining logical rotation circuits. Thus

it appears inoginnl, ut jnnior or evsn senior levels,
to rotate to an analytd ssearch job an individual
appraised as bas u y o ional type. It is

enly at higher echelons of canpa nce and responsibility
that such rotation becomss fusible and fruitful., The
devies suggested in the eppraisal form, in which rating
on the basis of am quslifioations regquired for
higher levels of competence, will, it is hoped, prove

s useful tool in determining fruitful retations.

Kueh further study will be reguired in this field, Such
study and the idemtification and fixing of sound job

rotation circuits is & funotion of the Boards of Review,
the Career Development Staff, and the Office of Training.

b, Applieatiss
1. Diseussion ef Application in Tepth

This program should be restricted to the G5 9-13 level
of mon-clerical personnel, Again the thinking behind
this propesal is that of restriction to a eareer group
in line with General Smith's conception.

The rationale for the selection of the G3-9 level, as
ths Jowsr limit in this program, fellows,

As one goes down the employee pyramid in a program of
this kind, & law of diminishing return sets in. More
snd more appraisals are required but the chances of
meovering "potential® are not proporticnately im-

dx what one is really deing is spending current
funds {as a messurs of effort) for a hoped-for future
return, By restricting the program to ths proposed
gToup, the Agenay is assured maximum return on effort

sxpended,

Hany & program of this kind has been smothered to death
by its own weight. The proposed application cuts dewn
weight, Method in this tschnique is only refined by
trial-and-srror. The approach herein preposed means

-F -
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2.

that method can be refined st & rslatively low cost.
If and when feasible md desired the program can
alvays be axtended wp or dewn the pyrsaid.

An snalyeis of the time slements involved in

persannsl progression or rise within the Aganay =

the following: (These statistics are an educated zvess
by Personnel and must be subetantisted by further
ssalysie.)

To Bise Frem Average Time Aswune

08-5 to 7 8 1o 8 mos. 0.8 yre.
037 to 9 12 to 18 mee, 1.2 yrs.
(G5 to 9 2.0 yrs.

The (5«9 lsvel embraces Journsysan Intelligence Officers,
Hesearch Analystsz and other conparabls profsssional
psrsonnel, All eperative supervisors and sdministrative
officears are above this level, While many trainees

for prefessional jJobe are dreught into the Agency at 385,
the rise to G5-7 is rapid; sems 6 or 8§ meaths on an aversge,

This progras is bullt sround two theses {a) that the
priees of adnission inte the Carser Usvelopment Program
should be on~the-job murvival sbility, snd (b} that
the progrem is directed toward the really abls. The
pericd of 1,2 years for the GSe7 inductes and £ years
for the 08-% imductes appears a reasonable time elemant
for any individual of petential to reach the
pick-up point, i.e., 059, {1t i propored that the
Caresr Corps Selectes will enter the ergasisation and,
after initial training, be foroed to demenstrate by
on-the~job performance an ability to survive and ade
vanee for a two-year pericd). Theoretically, therefore
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the proposed "in depth® application of this program
is sthically justifisble,

3. B Inv

Based on Psrsomnel figures (somewhat tentative at

25X9 this tive) 1t is estimated that there are spproximaiely
I =::oyeos in the GS 9«13 level. There are

25X9 approximately ¢n board (deep cover is exeluded
from all thess figures). Hence the Career Develepment
Progras centemplates embracing ayproximately 30% of
Agency personnel. Ar a check point, besed on gomparable
personnel, industrial companies tend to cover scme
20% of thelr employees in comparable programs,

B,  Sicimmer Chart" Theory

The duPont Company "skimmer chart® techaique is really an
sdaptation of the age-in-grade idea of the services slanted towerd
2 eoa:;mative purpose rather than toward & negative one (elinmi-
nationi,.

In the duPent technique, ermployees who receive sn anrual
- sempensation (including bonus) in excess of a predetermined
amount are for each age srrayed in s descending arder of compen-
sation, These arrays permit the identifiecation of & corpensation
point at esch age that selects or "skims" & specified percentsge
of the arrayed employees) say 30% of those arrayed at age 30, ete.
Specified percentages are desreased as aze increases.

Thers resulte a scatter disgram of *'selﬂeﬁan peints® from
which is derived a "Selection Line" by visual or mathematical

procssses, This iul:égm company line (it is based on all
snployees above & p ermined lsvel), The company selection
line iz used on the charte, This makes it possible

to judge departmen axperlience against the baskground of total
compeny experiencs,

In this technique all individuals above the selection line
sre Spotential® for higher responsibilities and advancement. They
ars the duPont Company'd gareer corps. :

‘uﬂ
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A charecterisiic of invustry iz (1) & reptdly rieing
salsry seale (2) little tendengy ror salaries to cluster et &
givon dollar level, end {3) salary seals which iw mde te rise
eve: more repldly by serporatc bomus ayslems, LGovernment
emplogment Le Juet the oppesite, The miary seals 1s ;reatly
comoressed) ihere are clusters at eseh G lovely anc the se
~roupligs appesr mach lesr defined,

UGiven these diifisulties, the prisary question ir whether
the teehnlcue exhlbits validity when applied to CIi personnel,

To test this, & pilot plant Tun use mede on 373 neacs,
G § twough US lie Any indivicual wae deemed "fotential® and
aarked Ior exmmination on the following basis: at 48 § if
26 yoars old or umdery at Gf 11 if 20 yeurs or under; at L& 12
if 31 years sad underpy st 03 13 Af 3) ysars and snder; st 58 1h
if 37 years and under, This resulied inm 137 names (hac
applieation of the duPont Company's decreasin. skismer pere
cantaze Losn made there would hove been 198 nanes),

These neser wers then shown to A senler exesutive with
broad sxporience and contacts in ths Agency. This offioer's
review indissted that this gge~yrade technicue was a velid
identification of potentiality,

The prisary aietecle to sdaptin; the duPoat techuiqus in
ite entirety {l.e., skimning e desi:mated top percsatage st
efeh 840 level to produce a “election ilne) lles in the clusters
of personnel at each G5 level, Posoibly this cifffculty comld
b8 mot Ly ths imtrodustion of s 'bomus facter’, stemdng ircm
the propessd year-snd sappraisal. The offest would be Lo oreak
up tae perssmsl olanters andhake possibl. the silmser technique.

mmuumatmﬁzmremmmmﬁm
would give ths Divestor of Central Inteliligence, his oputies
and the issistant Directors & most ureful sdministyative tocl.
it 1z recomwended thet further etudy be given to this
and that, fellowin: the preposed yearesnd apprelsale, an attempt
be mads by the introduetion of & walid bemus sseter? or iy
other means, to sdapl the technicue to CIA sarser icestification,

- 32 -
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vvvvv

ree and persidly four methods are envi ed here
g:;c!: to identify potentisl im CIA:s (1) vy ‘b::g& and u:i&mut,
by aw:ﬁtin exan:nstions, (3) YW appraissl, esd (L)
zn;m ‘echnique, In many of its phases the progran beging
‘,f A sharpening-up, extension and more conscloue eoplication
i things (slse-up anc thought of potentinl) which have been

i, &buityanmraislusnkdytobamm g
7S
fall to resch itz *potential® and waste of tﬂmt«w
¥ill be raduced. Incompetence will be exposed,

2.  igeacy merale showld be Sxproved - 1hly
e : pesribly alee resrulte
meat, Men and women will knou téat il they caa dexomstrste
ability on the job, thay will be watehed for proagtion,

beyenc thess bencfits is the ortaat cne of : {

i nmiwaﬁ&m of Job muirmm}:far broad lavels of ea&&ihi;m
| raawmwmm;mmm@fﬂmmgemu !
- axpested to accomplish, I7 the trainin. requiroments of the

Offices can heph«pﬁam, with tatlored nrograms mads posaible

for the m§%~ar small greupe whe have similar meeds, the

W X ¢ for the greatest usefulnes: of the Training

dowever, s noie of csution must be seuni de %
dosa a;g;ht of the fmet that esch of the imﬁuuﬂgrzﬁtﬁr&:
w “1s fallible and thet all ropresent an art that is flute
- inexaot &t best. For this resasen, reliance has been placed
muul_ wethods, zince, whila ene alone mizht fadl, it is
unlikely all mothods wouls fmil,

It 35 to be expestsd that this rogram will snooun many
diffieulties., fThey a1l do and thus th m:r:mah:z;
m?g‘ué?? gﬁifﬁeuxms mft ihis poesdbility will 30! be
sbsen Rencys Success, 17 won, will enly stem from a
MW&MMW* teg:t-ﬁsruimmmzy *
Mequate and competent steff Work,

-1~
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Ge Beview of ement Develgpment Plans in Indus and Wlsewhere

The Agency bas not been unmindful of devalopment procedures,
There was high-level consideration of the problem some years &ago.
Introduction was opposed on the grounds of the lack of an IBH
systex (since corrscted), and in addition it wa=s thought that
the manpower deficiency militated agzainst application,

Agency experience in the past has been- studied, and the
plane of same ten or twelve industrial campanies, and of one
sonsulting engineering firm for its professionsl staff} the
Officers Mtness Report of the Navy; and the report of Oificer
Effectiveness of the Air Ferce have been exanined,

Hs Tie-In to Career Corps Selectes Program

, The Career Corp Selectee Program is, in effect, & highlevel
fpotential® resruitment program, coupled with & basic educational
or training effort to ground the individual in intelligence and
area, It is proposed that at the end of an initisl course, the
pTticipant be ussigned to one of the Offices,

It hes been the general experience of industry that college
recruits aye accepted by the line organization rﬁ there is faith
in management's ability to weed out poorer recrults, Undsr the
contemplated plan, selectees would be forced to demonstrate a
survival value and an ability to rise, in the usual manner and
on the job, in order to be picked up at GS 9 level in the pro-
posed Career Development Program., This would appear to meet
effsctively any criticism of "favoritism® in the Career Corps
Selectee Program, _

The varicus "potentialities® of administretive, professiocnal
and/or sclentific perscnnel identiffed in the Career Development
Program; pertinent data relatins to significant education; area
experience, the employee age and "age-performance” index, ett.,
can be easily carried on Personnel'’s IBM records. In conjunction
with the Offices, other pertinent data could be developed in as

mich detall as desired, Staff would work this cut with the Boards
of Review,

-1l -
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BVALUATION OF CUTSTANDING CANDIDATES FOR THE
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TAB J

AYALUATION OF OUTSTANDING CANDIDATES FOR CARFER CORPS

Employees who stand out after appraissl by supervisors will
be cxamined through tests and ovaluation, as outlined in V, E, 2.
Those wno have entered the Agency through the Career Selectese
Program (I-IV) will already have been subjected to intensive
testing and assessment, but some older employses, and same who
bave entered the Agency through other channels, will not have.

For the first two years of this program, any employee wito
wisher to take 'thc tests may do so, regardless of the appraisal
by his supervisor. This will serve as a check on appraisal.

The problem is being studied in the Office of Training.

SECREIT
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ROTATION PLAN FOR CAREER TRAINING » SPECIALISTS
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Tab X

ROTATION PLAN FOR CAREER TRAINING - SPECIALISTS

I. DEFIRITION

For the Carser Tralning program a Speclallst is defined as
a peraon so designated by the Board for Examination and Review
(Section V, B, 3 and C, L.)

n the basls of selection standardsz that ths Board will
erxploy, a Speclalist wills

A.
8.

c.

D.
E.
F.

Ge

H.

Bs a professional Intelligence Officer
Be in grade G8-9 or higher

Be, when selected, probebly in age bracket mid-twenties
to mid-thirties. However, this age bracket is not an

* abselute requirement (Section V, A)

Have bsan on duty in the Apency at lsast two yoars
Have completed his basic training or the equivalent
Bs highly eatisfactory in his regular position

Have potentlal to Justify training and eventual
promotion to the lewel 0S-ll or higher

Be, on the basis of desires and aptitudes, suited
prisarily for career employment in his present
Office (for exsmple, Office of Resesrch and Reports,
0ffice of Seientific Intelligence, etc.)

At any point in his caresr & Specialist may have his desig-
natien changed by the Board for Examination and Review to that
of Generalist (defined in V, C, § and Tsb ¥).

v\ﬁ‘

r‘ 3 H
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II. AIE OF ROTATION OF SPECIALISTS
ement for any Spe tallist tralning program
cTaTTet wilT refurn froe tralning to e
% mni i i ongec :ﬁa__ v e l{m Qf &1?.
r o {moraove nd e oMby ,u.n 17 mé mﬂ ine R

111, SCCPE OF ROTATION PLAN

upon the mission and needs of the individual
office, a Specialist may be rotated through training laading to
sompstence in any or all of four major fields:

(1} Operational

{(2) Administrative

{(3) Amsmlytical - Research
(L) ‘Teohnical

The long-range emphases, however, will be upon the rield(s)
moet clossly related tc the more important quallfieations desired
for the positions of office head and section chiefs in his office.

iv, TYIPICAL ROTATION FLAK

There follows a typical rotation plan, in seven phases,
for Specialists. Ite purpose isprimarily to indlecate the scope
of training contemplated rather ‘than to present a spacific
pattern that a particular individual must follow. All phasee
of the tralning will be teilored, with the Assigtant Director's
spproval, in sach instance to fit the perscn's needs and poteatial.

Fhage 1 « 1 year
CiA_Intellizence School (Tab 1)

Refresher gourse, to includes

a. Extensive area study or functional mtudy of
his aresa.

b. Preparation of an Intelligence Sfurvay on
National Intelligence level.

3
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B

Phase 2 ~

SEGREL

Lectures by eminent visitors and school
staff.

Intensive reading.

Resuarch at suitable library and uriversity

~ganters.

2 years

Regularly kssiped Office

Return to assigned office and continue work there.

Phase 3 =~

1 yuar

Rotation Through a Related Office
{0ffice of Current Intelligence sssumed = if Office of

Operations, Office of Bpecial Uperations or 0ffice of
Policy Coordinatien, this may consist of a tour abroad
of one to two years) '

e

|-

S

d.

L 1

f,

g

Three monihs in the Sovist Division of the
Support Oroup.

Three months in the Zastern Division of the

sane Jroupe

Three wonths in the Westarn Division eof the
same Group.

Ons month in Operations.

One month in Situstion Room - study and
participate in briefing problems,

One month in liaison duties with those

sections of the other intelligence agencies
concerngd with Office of Current Intelligence
sctivities.

This phase may be supplemented by from 3 te
6 menths in a Service Intelligenece School.
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Phase ZI - . £ yeere

Reguiarly Assigned Office

Return to assigned offics and continue work thers.
Phase 5 -~ 1 year
25X1C4a Duty in

b. Study collecting and reporting problems.

¢. Buggested alternates for this phase include
& tour of approximately one year at elther
the Army War College, Haval War College or
Air Wsr College.

Phase & = . 2 years

Ro__galarly Assigned Offica and a Helated ne

Return to assigned office and continue work there
one year, followsd by one year in a related office.

Phage 7 -~ 3~12 months
National Intelligence - University level

&. Study threats to U. S. national security
stemning fros the particular arsa in which
he hae speciallzed.

b. Study means by which Intslligence may best
suppert U, 3. national plaming and poliey
in forelgn relations.

e Work during this phase in company with policy

and planning officers from key governmment
agenclies,

- L =
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ADVANCED TRAINING - OIA INTELLIGENGE SCHOOL
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ADVANCED TRAINING ~ CIA INTELLIGENCE SCHOOL

The advanced traiming will be in the nature of & refresher
course for sxperienced speclalists., The progranm will ain for
twelve months durstlon, In this course the student willy

(1) Rescive lectures from eminent and qualified visitors,

{2) Engage in extensive ares reading and study.

(3) Prepare an Intelligence Survey on a National Intelli-
gence level,

() Engage in supplementary aree studies at sultable
Universities,

(5) If possible, spend some time abroad,

SECRET
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LANGUAGE TRAINING FOR SPECIALISTS
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Tab M

Language training will be made svailable for specialists
&2 the need arises, Much of this training can and should take
place outeide the Agency, in sxisting institutions. Come,
however, will bs provided by the Office of Training within the
Agency, and the use of the CIA sudicwvisusl laboratory equip-
ment will enable language proflciency to be maintained and
{mproved upon.

Arrvangements for such tralning are presently being made.
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ROTATION PLAN FOR CAREER TRAINING - GENERALISTS
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lab N
ROTATIOR PLAN FOR CAREER TRAINING - GENERALISTS

I, DEFINITICR

For the Carser Training progzras a Genaralist is an esmployee
who meets the standards defined in V, C, § and VII, and is so
designated by the Board For Examination and Review, (¥, 5, 3)
On the basis of selection standarde that the Board will employ,
& Coneralist wills

A, Be & professional Intelligence Officer

de Be lan grade GS«=% or higher

Ce  Bey whnen selected, ordinarily in the age bracket
30«40 {30-45S for the first year of this progras).
Howsvor, this age brscket is not an absolute require~
ment,

D. Have been on duty in the Agency at least two years

E. Have completed his besie training or the aquivalent

Fo Be highly satisfaotory in his regular positim

Ge Eave potential te justify training end promotion to
the level GS«16 or higher .

He Be, on the basle of desires and aptitudes, suited
for career employmant at the assistant Direstor and
Deputy idesistant Tirector levels and higher
II, AXIM OF ROTATIOR OF GEHERALI&T&
The aim of rotation of Censraliets is to arm them with a

road, first-hand familiarity with the role of Retlionsl Intelli-
gones in the Govermment structurs,

.....
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111, BCOPE Or ROTATION PLAR

The rotation plan for a Generalist must be of the widest
soope, and not tled to the mission or needs of & particular
Agency office. It should lead to the breadest practical
competence in the first three of the followin; fields anc &n
appropristely restricted competence in the fourth:

(1) ocperational

{2) Administrative

(3) Analytical - Research

() Technical
Iv. TYPICAL ROTAIION PLAN
ﬂmﬁ;:‘:afﬂﬁuz;ammr:? ;:‘izn (gnmazilﬁtn;:; gﬁgggﬂi@:
retation plan for Speclalistes and has then completed a year or

two of duty in hismegular office before selection as a Generalist.

Ite purpose is primarily to indieate the scope of training
rather than present s specific pattern thai s particular person
mart follow, 41) phases of the training will be tailored in
s&ch inetence to rit the individual's nesds and potential.

PHABE 1 = 1 year

25X1C4a

PHASE 2 = 1 year
Aseignment in the Agency
Beturn to an appropriats assignment in the
hgenoy
g wm

Approved For Release 2001/08/13 : CIg-EEi?f4718A002700190001-3



Approved For Release 2001I&EeKEII-RDP78-O471 8A002700190001-3

meigned to ﬁ/RE} u

 FHASE L - | 2 years
Ase L in the Agen

Keturn to an apprepriasde assignment in the Agency

PHASE © - 1 year
At L Na ; War C
PHASE 6 = 2 yoars

Asgipnment in the Agency

Esturn to an sppropriate assignment in the Agency
PHABE _Z - 1 year

Participate in !ht.iom}. Security Couneil Seni
Staff meetings v o

1 year

Mnm to an appropriate assignment in the Agency
FHASE § = § months
Estionsl Intelligence - University leval (Tab R)
Study on 2 joint basls:
&, Intelligence doctrine
bs  Intelligence methodolegy
. New direstions Intelligence must take

Then return to the F - )
. s Agency, for a bigh-level assignment as
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CAREER TRAINING - INTELLIOENCE ADVISORY
COMMITTEE EMPLOYEES
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Tab O

CAREER TRAINING o INTFLLIGENCE ADVISORY COMMITTEE IMFLOYVES

I. INTROUUCTION

The problems and consclusions here prosented now spply to
pareer cormissioned .persontel of the three military services wiw
are asaigned to the Agency as part of their normal active duty
rotation, Howaver, thc assignment to the Agency of caresr
pevearnel of Stats, or any other Department or Agemncy, would
impose eimilar probleme requiring equally careful resoclution.

IT, BACKGROUND

£ 1 June 1951, the Agency had on board or erdered

25X9 some motive duty commissioned military persornel against

25X9 an sllovance of The Agency nesds many more of this
eategory of personnel and, it ir understood, has recently

,,,,,,, received autherisation for an additionsl allowsnce of [ 25X9
1iX. PROHLIM

The Agency bears a two«fold res onsibility in Job sseign-
mants of these personnel:

{1) On the one hand they should be used where their general
and specialised skille will be of maximum precticable
beneflt to the Agency.

(2) On the othor hand thsir employment by the Agsaucy should
. further the gareer training of the individual officer
and should be appropriate ia responsibdlity and functions
to the rank and experiencs of the officer,

If the Agency does not mest these responsibilities of place-
ment and training, the impact on the Services iz likely to result
in their effort to fill & bare minimum of CIA billets, snd further
s tendency to withhold from assignmest to CIA the superior officers
the Agency needs,
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Informal spot check indicatse that in some instancan the
*E‘@g':;u failed to mestthese placement and trainming responsi-
m‘n‘ -

V. coms

Tha following, while mﬁnﬁm mersly temtative cone
clusions, pointa the diregtion of the s
by the Office of Training: tudy carrently in process

(1) A top-level Arency poliecy 1r ersential to muide the
‘ placament and training of apsimed active-d:ity military
perconnale A highelevel monitorin: is required te
gsm that this pelicy is tmplemented throughout the
BNCY . ‘

{2} ‘ppropriate Agensy slots shculc be desigoated to
be filled by military only or optional military~
clvilian, Active duty military peregmnel rhould
be anslinsd only in these slote unless snecific
sxcepiion is authorized by the ‘Mreetar of Persormel,
'ﬁ:m slots ahould at all timse total the same as

2 then current CIA approved allewan , '

nilitary sareeeat P co of active=duty

{3) Rech of thess slots shoul. bear a ob desoript
that clearly Justifies the mzplaxuiat of mri:eiiafn-
duty military officer and w11l form the basis for
qualifications requested when levy is made om the
»ilitary services for assicmment of perscnnel,

Vs  RECOMvENDATIONS

1}

This tab is included here bessusme of ite rel

| ‘ : *Venes W the
sver-all mbleg of carser corps in CIA. I% describes, however,
tﬁsﬂmtmmtemmtwhemlmmm

-2 -
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TAB P

IMPLEMENTATION OF UNIVERSITY AND INDUSTRIAL TRAINING

i -
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& vexry fzportant part of the Agency's sareer Lraining
nesds oan be met only by wiversities and industrial fimms,
The university cantacts established for the program of recruite
n&hﬂﬂhafwtbb&%pmwin%m&
varsities, It will be the policy of the Agenay to establish
intornal training courses only swhan the spscialized nature
of the imstrustion, lack of outside facilities, or security
make it neceseary,

I. There will be little difficulty in arranging for well

program is filled, The need fer early application is
particularly great in the scientific fields, where
lskoratory space rigldly limits the number of students
who can be acoepted, '

II. In certain fields, partioularly those of scientific
intelligence and perhaps some area studies, tallered
programs must be arranged with sutetanding institutions,
or within the Agenay, preferably the formsr, The ourri-
oulum and emphasis must be arranged with our needs in
mind, and the length of the courss, which iz an obstacle
to the uss of many existing programs, must not sxeeed
ong academlic year, Specisl summer sessions will meet
many of our needs,

So that full use may be made of the institutien’s
facilities and personnel, and so that students will
revsive full benefit from contacts and @iseussion, the
courses wlll be wnclassified, and open te other than
Agency personrsl. (The latter may be a source for
resruitment.) Classified instruetion will be oarriad
out within the Agenay,

- le

SECRE]
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Whenever naw programs must bs established, or existing
ones modified, the Agency will render finascisl support
through coniragis,

III. Utiliszation of industrial Pfacilities for study and training
will be particularly ussful to the Office of Sclemtifie
Intelligence, but may slso serve the purposses of the Office
of Research and Reports. Naegotiations with selscted firms
will be ¢arried out through the Office of Training.

25X1C
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CAREER BENEFITS AND SECURITY
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TAB §

CAREER BEMNEFITS AND SECURITY

I. This summarizes career incentive bemefits that the Centrsl
Intelligence Agency nay offer its employess under gensral or
specific provisions of current legislation. Requiremsnts
for implementing specific sctions are indieated.

The Central Intelligence Agancy may offer these benafits:

Apply to appropriate CIA personnel time and ane-half

servioe credit against retirement for all service under
cartain hardship or hazardous conditions.

Comment

1.

2.

In affect, this parmits retirement at the age of 50
after 20 ysars of government service with the same
retirement pay that would normally acorus after a
full 30 years' ssrvics. Alse, for eash year of
servics beyond 20 years, the smployee would receive
an ‘increassd annuity.

To implement this astion would require that the
Agency consummate an agreement with the Civil Cervice
Commission authorising tre application to Agency es
ployess, under broadly defined ciroumstances, legis-
lation eurrently applicable to certain personnel of
the Federal Burean of Investigation and the Treasury
Department.

B. Action

Increase base salary for service involving unusual

hasard or hardship.
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To conform to current extre-pay policies of the

Department of Defense, these base salary increases
would fall inte either of these itwo categories:

1. Incresse of 50% of base salary (to a maximum of
$200 per four-week pay period) while engaged in
duty similar to that of Ameéd Yervices persannel
who receive extra pay (aviation, submarine,
parachute jump, ate.).

2. Increase not to sxsceed S0% of base salary as warranted
by vnusual hardship or hagard in certain other types
of duty.

. Actlon

Pay death greatuity of six menths' basze pay to
depandents ¢f CIA amployess who dis in line of duty
whils serving abroad,

Somment

The General Counsel considers that, while speaific
legislative avthority would be dssirable, ths Director
of Central Intelligence may authorize thess psyments
under Publie Law 110,

D, Aetion

Pay, within-grade advances, and grede promotions for
" persens who are %"detained™ inveluntarily.

Commant.

1. Confidential Funds Regulstions authorise thesse actions
for persons paid from Confidential Funds,

2. 7This auvthority should be extended to sover emplouyees
paid froz vouchered funds,
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E. Agtign

Apply the beneflits of U, S. Employess’ Compensation
Act to dependants of employees engaged in hasardous
duties who are themsslves exposed to hagard,

Sommant

Usneral Counsel considars that specific lsgislation
would be preferabls fer such sases, but that navertheless
the Dirsctor could, under the broad suthority contained
in Public Law 110, apply these benefits in specifio
cases which he deems se warrant,

Fo Aetion

Extend physical dissbility bemefits, conforming to
Veteran’s idministration standards, to Agency employees
forced to retire because of physical disability suffered
while Agency employees and not the result of own mise
conduat,

Comment

General Counsel considers that specific legislation
would be requirad to implement this actien, but that
relative benefitz under the civilian and military systems
should be oarefully studied before recommending legisla-
tion.

t A study by the Task Foree, now under consideration by
he Senlor Review Commdttes, entitled ¥Rizhts, Privileges and
Benefits of Covert Employees and Agents® haz baen discursed
generally with a member of the Task Foree and it is balleved
that the pertinenit peliciss recommended in the Task Force
paper are consistemn! with the benefiis covered under this
Tsb,

SECRET
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CIA INTELLIGENCE SCHOOL
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TAB R

GRAIVATE TRAIRING
CIA INTELLIGENCE SCHOCL

This training is for the Genertlirt who mey becone an
Assistant Tirector of & Deputy, or for an existing Assistant
Director or Deputy,

The purpcse of the program will be that of studying, on
& joint basis, intelligence doctirine, methodology and new
divections that intelligence work must tske,

Specific intelligence problems may be studied exhaustively
in the Graduats School by selected graduates of the National

War College, members of the State Dopartment, other intelli-
genoe agencies, snd the Contral Intelligence Agency.
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To: SUPERVISORS

To eliminate lack of objeotivity and "halo effect"
supervisors are Instruoted to appraise the individual
wnder the following proeeedure:

FIRST -« Identify the individual in one of the
following job families: -~ OPERATIONAL; ANALYTICAL-RESEARCH;
ADMINISTRATIVE; or TECHNICAL,

SECOND - Appraise the individual against the specific
job oriteria of his basis family,

‘ THIRD - Appraise the individual against the ADDITIVE
oriteria neocessary at higher levels of competence and
responsibility,

In identifying the individual in a job family, the
individual's FUNCTION is the determinate factor, not his
Offioce vr Division,

Having ldentified the individual in a SINGLE job
family, the individual's abilities or "potentiality" for
greater breadth of service and higher responsibility. are to
be appreised against the ADDITIVE criteris,
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TFOR BACH FACTOR OBSERVED ClEBCK TiE APPROPRI
TION WHOSE Pk

YOUR ,COMMAND.

HGH

OPERATIONAL

. This job fo.mily' is grounded in aotion; organizing it, planning
As action is played with and against

it, getting it done,
people, thess characteristios identify this type: an ability

‘Yo meet with, live with and get the most out of people; .and to
oreate enthusiasgms, pride in mission and sense of mattering.
Ares and subjeot are important but as handmaidens of action,

‘bility.

.- 20 , 40 PERCENT, 20

OFESSIONAL ABILITIES ARE KNOWN
HESITATE TO MARK “NOT OBRSERYED™

TQ YOU I'ERSONALLY. Do

. LOwW

GETTING
THE JOoB DONE

Not
ON ANY QUALITY WIIEN AI'PROPRIATE,

rD I IDENTIFY THI

1

PLANNING |

¢ ORGANIZING
" T TYHETOR

" ABILITY WITH
PEOPLE
TEAMPLAY

RNOWLEDGE QF
AREA ORSURJECT

TACT §
DISCRETION

REPORTORIAL
ARILITY - VERBAL
4 WRITTEN

R

. _SENSE OF
 RELATIVE.
_IMPORTANCE

NON- GULLIBILITY
EVASION
DECEIT

i

i

——
o

- ADIUSTMENT

TO, TRYIN G HOURS
__4coNDiTioNs

ATE BOX TU INDICATE HOW TIIE OFFICER COMPANEX WITIl ALL OTHERS OF THE SAME
THIS COMPARISON ONLY 10 THE OTH

LIMIT

S5 EMPLOYEE AS OPERATIONAL

'1.0,, knowledge that dictates feasibility or reveals wulner-
In the exceptionable individual there may be large
‘enalytioal and research abilities, but the prototype is the
“extrovert and man-of-aotion .

'ﬂns S‘qace carrie s
aviplidicasinv, ol
< heke ‘c,'a Criir,la

CLABRIFICA -
ERS NQW UNDER
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'No individual comes by these qualifications easily or lightly,
Yot in whole or in pert, they are required for higher echelon
-work in this Agenoy. As only the exceptional individual could

{hope to rate highly in thia section, sppraisal will be carefully
|sorutinized for "halo effect”, :

TI.%'R[ATE BOX _TO INDICATE 1IOW THE OFFICER COMI'ARES WITH ALI, OTHERS OF "TIIE 8 “CLABSIFII‘AT
WHOSE 1'ROFEASIONAL ABILI 9 ARE ENOWN TO YOU PERKONALLY. DO NOT

AME
LIMIT THIS COMPANISON ONLY TO TIE OTIIERS NOW DTNDIR

YOUR COMMAND. DO NOT HESITATE TQ MARK “NOY OBSENVRD- ON ANY QUALITE WIEN APPROVRIATE,
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Pages 1, 2, and L of the preceeding
fora (OPERATIONAL) would be combined
with each of the following three
forme Lo meke up a complete appraisal
blank for these Job familiest
ARALYTICAL-RESEARCH, ADMINISTRATIVE
sand TECHNICAL,
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ANALY TICAL ™ RESEARCH

This job femily is grounded in study; reading, soanning and
integration, Ares snd subject are of ocommanding importance
with sotion a seoond remove, There is required an absorbed
interest in new faoctual minutia and new relations between :
faots; a "feel” for analysis (the examination of oomponent
_parts separately and in relation to the whole) and for
research (the revision of sccepted conolusions in the light
of newly discoversd faots). In the exceptional individual
there may be operational abilities, but the prototype is the
professional or speoialist. , : ,

D‘ J \DENTIFY THIS EMPLOYEE. - ANALYncp.L,muxgﬁ

 RNOWLEDGE OF
AREA OR SUBJECT

“OBSERVATION
SENSE OF RELATIVE
- IMPORTANCE

| | RESISTANCE TO
: ; "~ TEDIUM

TENSE OF AVENUER
OF ATTACK

| AnaALyTicAL §
RESEARCH ABILITY

~ READING
COMPREHENSIONTY -
"GUTTING A Books

ABILITY \N DIGEST
h : REWRITE ’

|
R S

TENSE OF BEAR ING
: .- . OF NEXTDESK'S
: ; T SPECIALTY

|

NS

| . MEETING
% DEADLINES

TTREMARKS
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This job family is grounded in good "housekeeping" i,s,,
knowledge and sane ocontrol of proceedures coupled with an

.ability to keep an organization moving freely and smoothly,

Enowledge of intelligence techniques is helpful but the
requiremsnt is for a generalized knowledge rather then for
& 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 then thrill in)
the new idea coupled with a large faoility in piocking the
flaw and in saying, no, _

[I T DENTIFY THIS EMPLOYEE « ADMINISTRAT|VE.

KNOWLEDGE oF
"PROCEEDURES

PAINSTAKING

——BLUTTONS
THINGS ur

TFORSEES § MEETS
{ LINES OF
! ! OPPOSIT&ON

! ~PROPER INTEREST
—IN ALL PHASES
OF GROUPIS WOR.IK,

; | TMEETS suPPORT
; _ Z DEMANDS

CABILITY
- TO, Pick FLAWS
P 4 SAY NO
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TECHNICAL

'This job family is grounded in technioal knowlsdge of the
specialty and the broad field of the specialty., Area and
language are handmaidens, The prototyps is the techniocimn,
the linguist, the engineer and the scientist,

[J 1 |DENTIFY THIS EMPLOYEE - TRCHNICAL

KMNOWLEDGE.
OF SPECIALTY

KNOWLEDGE
OF THE BROAD FIEWD

RNOWLEDME
OR AREM

SENSE OF
PERIPHERA L.
OPERATIONS

ADJUSTMENT
TO TRYING HOURS
CONDITIONS

DISCRETION

REMARKS
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A PROGRAM
FOR THE ESTABLISHMENT OF A
CAREER CORPS

IN THE CENTRAL INTELLIGENCE AGENCY

7 AUGUST 1861

SECRET
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SECRET

7 August 1951

MEMORANDUM FORs Deputy Directer/Plans

Deputy Director/Administretion
Assistant Director (Personnel)

? Agsistant Divector, OFC
Assistant Director, 0SO
Asaistant Diresctor, 00
Assistant Director, 0CD
Assistant Director, ORR
Aseistant Director, ONE
Assistant Director, OIC
Assistant Director, OCI
Assistant Director, OSI

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

1, Thes enclosed report has bsen approved in principle by
the Direcztor of Central Intelligence and the Assistant Director
(Parsennsl) .

2. You sre requested to read it and corment on it, suggesting
any changes or additions as soon as possible, and preferably not
later than 29 August 1951.

3, 4 number of copies are enclosed, in ordsr that you may
eirculate it among your senior staff for discussion. Additional

coples are avajilable in the Office of Training 25X1A

FOR THE DIRECTOR OF TRAINING:

25X1A%9a

Lepuvy biregtor
Office of Training

1
SECRET
Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3
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2h July 1951
MEMGRANDUM FORs The Director, CIA
FROM t Assistant Director
SUBJECT : Proposal for the Establishment of &
Carver Corpe

1. I bave vevieued this proposal, submitted to you
3 July 1952 by the Director of Traeining and have disoussed
the plan, in genersl, with him,

2. There is considerable detail on the plen that will
require the most closely defined coordination betwesn Per-
sonnel snd Training but, I am confident that this oan be
worked out between the two offices without any difficulty.

3o Also, the Career Managsment Program, covared by
Appendix I, 4s an essential element of the overall Flan but
will nsed mors dovelopmeantal study which I am sure can be accom-
plished as the initial pheses of the survey got undoervay .
Bscause the Agency is generslly undarstaffed now and in

~order to gain the essential cooperation of the Assistant

Directors, I suggest that rotation of the present Agency
employeas selected for the Carser Corpa be delaysd until
opsrating offices are nearer to their table of organisza-
tion goals, o

ks I am in heartv accord with the propozal, subject
to the above minor qualifications in timing, and recommend
that you spprove the plan in prineiple,

25X1A%9a

1st Indorsamont

25X1A9a

1. I do so approva.

/’8,/ Wo Bo S

ii

3
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SECRET
MEMORANDUM FORs Direotor of Contral Intelligence . 3 iy 19891
FROM H Direstor of Training '
SUBJECT (] A Proposal to Establish and Implement a

Carsor Corps Program in CIA

1, Sinse its inception six months age today, the Office of Training,
in compliznce with your verbal instructions, has given priority to planning
for the establishment of a Cereer Corps, The formulation of a plan for
so vital sm Agency-wids program msrite mors than a six-months attask by
xy limited steff. However, the recent nows release on the Agency Carvesr
Coxps Program impels ms to submit herewith the plan as now developed,
with probeble imperfections which a ater submission might have eliminated.

2, The plan reats upon two basic assumptionast

&, Ultimately the quality of cur persocnnsl will dspend upon
highly selestive reoruitment at the junior level, but the Career
Corpz itself could not and should not be recruited from without
the 4gency, tut rather should be sslescted fror these amployees
wito have demonstrated their abllity through a period of services
in ths Agency.

b. 4 program for a Career Corps, to be successful, must bs
integrated with a career mansgement program for the Agency.

4s a corollary to assumption (b) there is also subwmitted herewith the
propoacd plan of Agency-wlds Cereor Managsment, into which the Career
Corpas program must itself be integrated,

3>  Carcer Management and many phases of the Career Corps proposal
are properly the respansitdlity of Perzonnel. If this plan is approved
in whole or in part, I recommend thet the Director of Personne) be made
responsible for implemsnting those portions of the plan that are
propsrly ifunctions of his Office, He will, of course;, have the whole-
hearted support of the Qffice of Training.

L, I cannot emphasise too strongly that a gine non to the
successiul execution of & plan of this type is the unq%imd support

of the Director of Central Intelligence end his Assistant Directors.
Cur stady of the subject indicatss that Perscnnel and Hanagement have
advancaed similar proposals for career development in the past but that
former Direntors failed to glve them implemsnting support.

Distribution:
Addrsssan
pCI : MATTHEW BAIRD

DDA

boP i34
g;sfgo Approved For Release 2001/0%&&%IA-RDP78-0471 8A002700190001-3
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GLOSSARY

Certain terms used in a restricted or unusual way are

defined below:
Applicant

Basic Training

Candidate

Carsar Corps

Careor Management
Program

CIA Intelligence
School

Contact

Ganeralist

= A young man or womén who wishes

to becoms a professional treinse,
and eventually a ocareerist, and
has been recommendsd by a contact
or Personnel Procurement.

= A course in general intelligence

1

=

at the CIA level, together with
language and other instruction,
dasigned to prepare a professional
trainee for work in CIA,

An employse of two years standing
who wishes to enter the Career
Coz‘ps o

Employees who have been selected
for rotation and treining in
preparation for positions of
great responsibility, and those
who hold such positions,

The program of selection of
careerists, and their subsequent
training and advancement.

The school offering .intelligence
courses, from Basic Training teo
the National Intelligence Course,

A consultant in an educational
institution who guides and recommends
applicants. Contaects will be establish-
ed in the separation centers of the
Armed Forces for the same purpose.

A member of the career corps whosse
aptitudes and interests justify
extensive training and rotation in
and out of the Agency, to prepare
him for Agency-wide jobs and othar
positions of great responsibility.

¥l
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Hational Intelli-
gence Courge

Mrofessionel Traince

Jpecialist

Trainisg Slot

= A finel course for careerists,

devoted primarily to research in
seminars on actual intelligence
problens,

= A young men or woman of high

potential, selected for Basie
Training and placermsnt in CIA.

& momber of the Career Corps whose
excellense in a perticuler fisld
or office indicates that his
training end rotation should be
directed toward improving his
work in his spaecislty,

= A T/0 position established above

the normal T/0 of an Office,
designed to facilitate initial
plessmont of professionel trainses
and rotation of careerists.

vid,
SECRET
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I,
SELECTION CRITERIA FOR
PROFESSIONAL TRAINEE

COLLEGE AND
GRADUATE SCHOOL

CIA
CONTACT

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

SECRET

APPLICATIONS

CIA
CONTACT

25X1A OR IN
SUPERI :
Psychological . ’ CENTER
Interests
Performance

INDUSTRY
PROFESSIONS
ETC

SCREENED BY
PERSONNEL

STAFF, O/TR
P

PERSONNEL
PROCUREMENT

CIA ASSESSMENT

PSYCHOLOGICAL —‘

"MEN WHO HAVE NOT
SELECTION BY
O/P, O/TR, AND

TRAINING LIAISON| | INTO ONE OF THE SER-|

| VICES AT OUR DIREC- |
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BASIC TRAINING BY O/TR

OVERT TRAINING
BASIC COURSE IN
CIA INTELLIGENCE [T ]

SCHOOL

[EVALUATION BY PSYCHO
LOGICAL STAFF, O/TR
AND INSTRUCTORS

OPERATIONAL AND
| COVERT TRAINING

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

i

ANOTHER
OFFICE

REGULAR
sLoT
ANOTHER
OFFICE
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SECRET
\A VI AND Vii 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/P AND /P AND SPECIALISTS THERE WILL OBVIOUSLY BE MANY VARIATIONS.

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

25X1C4a

EXCELLENT

BOARD OF NATIONAL NSC, OFFICE CIA SCHOOL
APPRAISAL BY EXAMINATIONS GENERALIST ROTATION O/NE OR |y ROTATION WAR OF EXECUTIVE e ROTATION NATIONAL
SUPERVISOR AND_REVIEW IN CIA o/ct IN CIA oLt SEGRETARY IN CIA INTELLIGENCE
UNIVERSITY LEVEL
TWO YEARS
ON THE JOB
IN CIA
25X1C4a
CANDIDATE NOT|
APPRAISED EX- CIA INTELLI CIA SCHOOL
RETURN TO OFFI
CELLENT WHO | BOARD OF GENCE SCHOOL RETURN TO ROTATION THROUGH| RETURN TO RETURN TO| NATIONAL CE
W= WISHES TO BE SPECIALIST DIVISION CHIEF
! REVIEW REFRESHER OFFICE RELATED OFFICE OFFICE OFFICE INTELLIGENCE DAD. AD, ETC
EVALUATED COURSE UNIVERSITY LEVEL LR
(Through 1953 | COURSE
Only)

.

NOTE: A SPECIALIST MAY BECOME A GENERALIST

N AT ANY STAGE IN HIS CAREER, IF HE SO
WISHES AND IF THE BOARD OF EXAMINA-
TION AND REVIEW SO DECIDES.

SECRET

Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3



Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3
SECRET

INTRODUCTION

The intentioch of establishing a Career Corps within the
CIA wae succinetly stated by General Smith as follouws:

"I an trying to bulld up a corps of well qualified men
hers who are interested in making a career with the
Central Intelligence Agency. To effect this; I regent-
1y established a training sestion which functione - as
such as I dislike the term -~ as a sort of carser manage-
nent of fioe.® o

Walter Bedell Smith
To Hon, John MeCloy
17 Mareh 1951

The Office of Training has studied the problem of es~
tublishing a Career Corps from various angles, and hag
consulied experts in career menagament outside the Agency,
a1 well as experiensed sxscutives within the Agency,

The problem involves recruitment of sxtremely able
young man and women from outside the Agency, selection as
careerists of the most able people already in the Agency,
and improvement of the value of members of the Carser Corps
to the Agency by training, rotation and other experiences,

4 system of career benefits and security must be established
for careerists. The recommsndations made in this report
ar'e centersd around snnual svaluation intended to uncove
the most able peopls available, '

_poople with at least two years of service in the
Agency are here considered eligible Lo DOCOm® CATSerists.

Certain problems are closely cunnected wilth the mtters
discussed here, btut have been given only passing attention
at, this time, because they are subsidiary %o the main problem,
One is the establishment of career benafits and security
(ippendix R), Another ie the proper use of military perscnnel
on duty with the Agency, not only from the point of view of
thelir maximum utilisation by us, but also of their own
professional improvemsnt (Appendiz 0),

'x
SECRET
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- THE PROBLEM

Ao To deviee a plan to selest, recruit, snd train young men
and women of great promiss, and to place them in the Agency
where they will be of the greatest use. -

B. To devlise & method of identifying those employeses of the
Agency who have the highsst potential far further devslop-
wmoents to traln and rotate them within and cuteide the Agency
in such a way that they will develop the greatest useful-
ness to the Agency; and to place them in the most impore
tant posltions.

Co To provide the training nacessary to implement A and B.
D, To coordinate A; B and C,

DISCUSSION

Whie problem 1s discussed under the headings:

L. Criteria for Selection of Professional Trainess.
qualitative eriteria are establishe
terms of education, leadership, personality and
health, Speciflic criteria are sstablished on the
basis of the present nesds of the Agency, in terms
of education, spesialization, research and experisnce.

II. Recrultment of Professional Trainees., Recruiiment on
the basis of the general and specific criteria should
bring into the Agency a continuous flow of young men
and women, of whom many will prove toc be able spscialists,
and 3 few will eventually develop into generalists capable
of filling high exeoutive positions,

Contacts will be established as pald consultants,
initially in 50 quality universities snd collleges. They
will identify, guide, and nominate in the last year of
study the most promising graduate students and under-
gradustes,

xi
SECRET
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Students will be recommanded from other colleges
ty Perzonnel Procurement, ’

Contacts will be established in the separation
canteras of the Armed Forces to identify and interest
able younz men amxi women,.

Those recommended will be tasted locally, and the
best will be brought to Washington for assessment and
interviews. The Offices of Training and Personnel will
operate the contacts jointly and the Psychological
Staff will supsrvise the testing and conduct the 2a8enn-
mont,

i3I, Basic Iraining is alrsady established to provids profesaional
treiness with the necessary skills and Inowledge to enable
them to enter an offiee with general corpetence in intellie
gence, and to meke the most of on-the=job training,
{As goon am possible, basic training should be given all
new prefessional employess.,)

All trainees will take a 12-weeks course, designed
1o teach them the fundemenials of intelligence and of
the Ruseian language, and %o inmprove reading spesd
and writing skill.

Trainess will be subjected to a running evaiunation
throughout their besic training,

EAUN Initial Placement. On the basis of assesament and avaluation
treinses will b6 placed in the ofiices, sither in regular
slots, or in an appropriate rumber of tralning slots to be
vstablished in each office on the basis of suthorized Table
of Organization strangth., The Directors of Training and
Porsonnel will jointly determine the plzsement in consultation
with the Assistant Directors, and will suthorize placenment
of trainess in office training slots,

Vo . Sslection of Ceresr Corps. Supervisors will evaluate
ennually all peraonnel; GS-9 through GS-13, who have

#5i
SECRET
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been with the Agency a minimum of two ysara, and who

are under 4O (L5 for the first year of the program),

Those who stand out will be tested; ap will other em-
Ployees in this category who wish to compaete for

Ceresr Corps seleotion. Rach year, the best candidstes
will be melected as members of the Career Corps, which
will consist of specialists, whose capacities and ine
terests indicate that they are superior within their offices
énd should stay thers; and of genaralists, whose capacities
and interests indicate that they are capable of £illing
Agency-wids positions,

Vi, Training of Career Corns & ialists will be designed
To Increase their compatence within their offices,
It will consist of advanced intelligence courses; area
and language study; scientific s ectonomie and technieal
otudys rotation within the Agencys and travel-—ell
to be arranged in and out of the Agency by the Office
of Training in consultstion with the 0ffics of Persmnal
and the Assistant Dirsctor concerned.

VIIL,

Iraining of Career Corps Generaliste will be designed

’0 lncresse the breadth and competence of the individual
in the Agency as g whole, rather than to deepen his
specialized skill, It will consiast primarily of study
in the National Intelligence Course which is now being
establisbed and other high-level Service and governmental
sourses; and rotatlon throughout the Agency aad outaside
ths Agency. The ultimate purpose of the training will

be to produce a Mrector of Central Intelligence,

Matters of detail are discussed in the appendices.
The discussion is expanded in the next gection.

RECOMMENDATIONS

1. That you approve the report in ‘gensral.

2. That you authorize the Direoctors of Training snd Psrsonnel
to carry out detailed implementation.

xiid
SECRET
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DLSCUSSION

I. SELECTION CRITERIA FOR PROFESSI(RIAL TRAINEES

Our problem is to select able and versatile voung
psoplie who will fit into several offices of the Agency,
and to construct a program of training and rotation
that will dsvelop their capsbilitiss to the utmost-
Through the 100 Treining Slote alletted to the Office
of Treining, we will bring in annually 200-300 professional
trainees who meet the genexral and specific criteria. A
professional trainse is & young wman or woman who appears
to have a great ability and promise, wishes to make a
sareer in CIA;, and is receiving basic training-

B, ﬂegative Criteria

We do not want as professional trainses paopls
with: poor acadsmic records; excellent academie
records and nothing else; physiesl defects sericuas
enough to be a handicap in overt work; more than the
most minor smotional defects; a record of failure in
language study; urvillingness to go overseas; unsound
motivation.

2 R e
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The Agency will no doudbt properly continue to smploy
as =pecialists psople who meet these negative rather than
the positive eriteria. If they are successful, they may

. be gelected as careerists by the procedures described in V..

C. - Sggcific' Criteria

(Figures based on Agency needs and on infor-
mation supplied by Assistant Directors.)

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

38 College graduates

5 Engineers, with some experience in
production

7 Ll.B.'s; preferably with undergraduate
majors in Social Sciences, Area Studies,
or International Relations, 4 faw
should be administrators.

50 PhoD.'s or graduate students who have
not completed the Ph.D., but have pro-
gressed far enough so that they have
actual research training and experience.

These figures are intendsd only as a guide to
selection and recruitment, and should not be regardsd
as a Table of Organization. A first-rate man must
not bs excluded because his category is full, nor
myy & second-rater be brought in merely to f£ill a
slot. -The figures should be continuously revised
in the light of job descriptions for current vacancies.
(A more detailed breakdown is given in Appendix A.) ‘

= 2 ;.
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II. RECRUITMENT OF PROFESSIONAL TRALNEES

The chief problem in recruitment is %o choose from
among the many applicants who will mest the salection
criteria thoss whose less tangible qualities justify high
expectations of success in the Agency.

A Univeraitx Contacts

A CIA contact will be establishad in each of a
selected group of about 50 universities and colleges
{1isted in Appendix B), The contact will be reim-
bursed as a consultent at the rate of $25.00 a day
for ten days a year, so that he will give more than
cesual attention to the problem. Handling the
cantacts and other matters connected with this program
will at first require a major part of the time of
mombers of the Offices of Personnel and Training.

Centacts should be men with considerable intslli-
gence experiences in CIA or other intellivence sgensice,
They must be men of the higheat quality, since quali-
tative diserimination by individualz appsars to be
subjective; i.e., it is based on comperison of the
subject with the discrimiralor. They must be sufficiently
a¢tive in the non-academic affairs of the institution
86 that they will know students outside of their cun
fislds. In a few institutions the ideal contast will
be the Dean of the Coliege. In Universiiies, there
shoald be two or more, one for the College and one for
esch graduate school, since the students in ones scheool
are seldom woll known to the facuities of the others.
in many institutions there is a club, compossd of
intellectually elite undergraduates, graduate students,
and faculty, and dasvoted to serious discussion. A
faculby memboer of such 2 elub would know the desirebie
students, : ‘

Suggestsd contacts will be listed through con-
evliation among Personnel Procurement Officers,
Cffice of Oporstions Field Contacts, and the Office
of Training., Membors of the Offices of Personnel and
Training who are wsll quelified to negotiate in collsges
ard wniversities will visit the institutions concsrned
te censult the authorities; establish eontacts; and to
deel with other metters noted bslow.-

I |
Approved For Release 2001/08/13g-64#RDP78-04718A002700190001-3



Approved For Release 2001/08/13sx@}&sRDP78-04718A002700190001-3

Contacts must be cleared through Secrat, and
brought together in the Agency in the summer of their
first year, to attsnd ths Orientation Course and to
receive other indéctrination. 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 above a line of per-
formance to be established locally, and in their
senior year students who blossom late. Graduate
studente should be picked up after their first year.
Students who trensfer will be passed on from contact
to contact,

25X1A%b

At no time will the contact give the applicant
the impréssion that he 18 bolhg selocted 58 & membor of
an elite corps, but rather that he will be given an
oppertunity to prove by his own performence that hs is

entitled to training and oggortunitﬁfz or advancement,

Toward the middle of the student’s final year, ths
contact will turn him over to & Parsonnel Procurement

Approved For Release 2001/08/1g;f4#-RDP78-04718A002700190001-3
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Officer. The contact will recomrend & few of the best
students as profsssional trainees, and the remainder
for other mors specific employment in the Agency.
Applicants with operational potentisl msy be turned
over immsdiately to the covert offices, so as not

to compromise their gover. To give the program high
prestige and wide range, every effort will be made to
recruit traineas from many colleges and wniversities,

B. Applicanta from Armed Forces

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

G, Applicants Recommended by Personnel Procurement

A third source of trainsee will be young men and
women turned up by the normal metivitiss of Personnel
Procurement., They should meet the selection eriteria
noted in I, and should be under 35, and preferabiy
under 30. They will be selscted similerly to the
first two groups.

D, Selection of Trainess from Applicants

Applicants recommended by the contacts in the
universities and the Armed Forves, and by Perscnnel
Procurement, will fill out suitable applicstions, by
vhich the obviously unfit will be weaded out by
Personnel and the others will be tested by a means to
be davised by the Psychological Staff of the Office

25X1A5a1

DIOSGNGLY UNGBT CONUIACE WiLh LHO 2 we testing
arrangements with most of the better colleges, it

may not be necessary to bring the applicants togasther
at central points for testing.

The tests will be deaigned to reveal intelligencs,
notivation, aptitude for our work, abilit{y to reason
in appropriate problems, the psychological wske-up
of the individual, knowledge of current &lfairs and
their background, snd ability to write.

el
= 8 o
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The survivors +ill be brought to wWashingtem and
interviewad and assessed with our current needs in
wind. (The tasting and assessment progrem is des-
egribad in Appendix C.)

There must be suffictent data cormmon to all
groups to permit comparison among them. Final selection
from among the candidates should be made by the Director
of Training after consultetion with the Director of
Psrsonnel, who has ultimate placement reapons ibility.
Training liaison officsrs from the sppropriate offices
will be consulted befors smployment of trainees.

{It is possible and desirable that some men and
women whom we would be glad to take st the bachelor's
level will wish to go immedistely to graduats school.
If they wish to study a relevant subject, they should
certainly be encouraged to do so. They should not
be subsidized by us, since any one who is good snough
for this program will have no difficulty in obtaining
4 fellowship or assistantship. Others may take their
military training after the bachselor's degrea. 4
proposed arrangsment with the Ammed Forces will be
degeribad in Appendix D.)

- B o=
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IIT. BASIC TRAINING OF PROFESSIONAL TRAINEES

The purpose of basic training is to give the professional
trainee the basic skills and knowledge nscessary to an intel-
ligence officsr. Under present conditions, with the Table
of Organization only about half full, training must be ke pt
&3 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 described below
is at prasent available only to professional trainees, but
a8 soon as the demands of the offices become less pressing,
it will be offerad to all new professional employwee.)

The training progrem must be controlled and expandsd
in such a way that instruction will always be given by
experts who are well qualified either by experience in the
fisld; or by long study of the subject. Under no con-
ditions will canned lecturés or teaching from & manual
be permitted.

A, Basic training for professional trainees, already
in operation.

1. Before trainees enter on duty, they will
have bean clearly informed that they are
not an elite corps, and that their future
in the Agency depends on their performsnce.
Further training and prefersntial treatment
wWill result only from selection through the
procedureg dascribed in V.

2, The basic course for trainses will last
twelve 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:

a- The fundamentals of Russian, and an
slemantary knowledge of the Soviet ares.
Thess are basic tools under present
circumstences. Students already com-
petent in Russian will be givan other
languege training. The mornings will
be devoted to this course (Appendix E),
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b, The fundamentals of intelligsnce; bamsig

‘ to all offises, but nolt special to any.
Trainees will learn the place of CIA in
the total intelligence and govermental
structure. They will acquire such skills
and coneepts as are necessary to all ine
telligsnce offigsrs. Considerable sttention
will be given to the study of problems.
The curriculum will include training in
rapid reading and comprehension, and in
report writing, designed together to spesd
the processing of documents, and to im-
prove the quality and clarity of writing.
The afternoons will be devoted to this
course. Either during or at the end of
this course, trainees will attend selscted
leatures in the CIA Orientation and
Indoctrination Course, or its equiwvalent.
(A description of the intelligence
training is given in Appendix F.)

3» Throughout their training, trainess will be
continuoualy evaluated by thair instructors
and other members of the Training Office,
in ordsr to determine their guality and thes
type of work for which they are initiaily
best suited. Unsatisfactory trainees will
be dismissed if a job that they cannot handle
cannot be found (Appendix @),

Lo At the end of their basic training, trainess
will be placed within the Agency, either in-
& regular or & treining slot (See IV.).

B, Proposed expansion of basic training, to bs im-
plemented as the Table of Organization fills and
the demand foxr speedy ralease of personnsl weakens.

1. Elemsntary area programs; about three months
in duration (See VI, C.). '

2. Advanced courses in Russian and other slavonie
and satellite languages for trainess who
already have a basic knowledge of Russian,

&nd courses in semitic snd oriental langusges
(See VIS. Bo)o )

mSca
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IV. INITIAL PLACEMENT OF FROFESSIONAL TRAINEES

A, Placement Procedure

‘ The trainea’s initial assigmment is of great importance,
not only in terms of his own development, but of the
efficiency of the offices and the Ageney as & whole.

Every effort will be made to place the trainee in
the most suitable position svailable. His academic and
other qualifications will be studied; his personality 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 lsvel of his placsment.

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

B, TrainingﬁSlots

If the eriteria for selection and the process of
recruitment were parfect, thers would be no problem of
placement, Since they are probably not, vrovision should
be made for a very few training slots in the Table of
Organization of sach Office, to be used for trainess; as
well as for rotation of Career Corps personnsl, as described
below {VI}., Thess slots will have the further advantuge
of taking up slack when thers is a temporary lack of
opsnings in particular categories. The Directors of
Training and Personnel should be authorized jointly to
place trainees in “raining slots, after consultation with
the Assistant Director. (The nécessery changes in the
Tables of Organization are outlined in Appendix H.)

, ¥No trainee may 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, absorbsd elsewhare in the Agenecy, either in a
ragular or training slet in another Offies, or dismissed
at the joint discretion of the Diregtors of Personnel and
Training on the recommendation of the Assiatant Director.

-G -
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In offices. where rotation of new personnel is customary,

it may be found dssirable to move trainees through &
logical sucoession of training slots within the office
before they are initially placed, but only with the consent
of the Assistant Director concemed,

C, Evaluation by Supervisors

Four to six months after the initial placument in a
regular slot, a representative of the Office of Training
will request the supervisor of the {rainse tv make a
preliminery evaluation of his work. This evaluetion will
confirm or contradict the origima) evaluation, sslection
and placement of the individual, and may lead to & change
in the criteria for selection and methods of recruitment.
It will provide & means of avaluating basic training, and
grounds for modifying training when necessary. It will
also reveal obvious misfits, who will be eithsr moved
or dismissed (Appendix G).

Once & trainee is placed in a regular slot, his
future will depend on his performance. Personnel will
have the seme interest in him that it does in all
employees; but Training, except for the evaluation first
montioned, will become actively intarested in him again
only when he emerges, if he doss, as a candidate for the
Carcer Corps after two years in the Agency (See V),

- 10 =
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¥. SELECTION OF CAREER CORPS

Next to initial recruitment, the most critical problem
in the Career Development Program is the early and accurate
selection of the Career Corps. The Career Corps is
composed of men and women of superior ability smnd perforw-
ance and includes specialists, who are outstanding in a
single office; and gemerslists, who are willing and able
te £111 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 through
3S=13, who have besn on duty for at lesast two
years, and who are under 45 for the first year
this program is in operati¢n, and under LO
thereafter, will bs studied annuslly by Personnsl
to identify those who have high potential and
should be considerad for Career Development
through further training end rotationo

The group, GS=9 through GS-13, is of
meénageable size and is capable of close study-

Justification for thess grades: Professional
personrel who have not advanced to GS5-9 in two
years under current practices of promotion, are
of low potential. It is further assumed that
GS=1li's and above are already careerists, well
established and professlonally competent, so
recognizad by thelr superiors, and for whom
further training may be desirables »r else
fal) into categories that would make further
training impractical or umnecessary. °

Nevertheless, for the first year that this
program is in operation, it will bs necassary
to study persommel GS<1li and sbove, to dstermins
which of them should be comsidered members of
the Career Corps,

B. The Carser Corps will be selected as follows:

1. Appraisal by supervisors will bs combined
with age and grade, and graphicaelly

- 11 -
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2.

Jo

represented, to reveal those who stand
out. (Detailed discussion of this §r0=
cedure #ill be found in Appendix I. :

The preliminary group thus selected will
undergo further evaluation designed to
reveal:

&, aptitude potential for improvement;

b, intelligence, aptitude, and personality;

¢. knowledge of the intelligence process;

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

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

f. ability to learn languages

(The procedure will be discussed in
Appendix J.)

For two years, or until the carser program
is well established in the Agency, it will
be necessary to permit all employees 0(5-9/13
to take the tests if they wish, as a check
on the appraizal. Allowance must be made
throughout this process for different levels
of performance at the various grades and

by persons with different kinds end amounts
of service.

On the basis of the appraisal, evaluation and
tests, two small groups will be selected:

the candidate specialists and the candidate
generalists, The candidate specialist will
a&ppear before the Board of Review in his
office (Appendix I), which will determine
whether or not he is to be considsred a
specialist. The Board, with a represente-.
tive of the Office of Training, will lay

out a course of study and/or rotstion.

The smaller group of candidate generalisis
will appear befsre = BHoard of Examination and
Review (Appendix I, Section 4), composed of
the Director of Central Intelligences or his
representative, the Director of Training or
his representative, the Assistant Director

Approved For Release 2001/08!‘13 : CIA-RDP78-04718A002700190001-3
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of the office involved or his representa-
tive, the Director of Personnel or his
representative, and othsr appropriate
persons. The board, through interviews, and
any other means it wishes to employ, will
make & 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 the two groups with which
the Career Corps Program is concerned:

1. SEecialists who are highly satisfactory in

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

2. Generalists who are highly satisfactory in
eir present positions, but whose aptitudes
and interssts 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 are the Career
Corps. Selection for the Career Corps does not
mean immediate promotion, but greater opportunity.

13 =
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VI. TRAINING OF CAREER CORPS SPECIALISTS

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

The training may be designed to impart new skille
and knowledge, to refresh and improve existing skills and
knowledge, or simply to get the individual out of a rut
by a change of envirenment 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 wili be arranged
individually, after consultation and agreement with the
Assistant Director and his Board of Review (Appendix I,
Section A),

Scme of these objectives may be accomplished by
training courses already existing or to be established
within the Agency. Others may best be achiesved in
universities, industries or other government egencies,
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 Lfo

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

T
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be set 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 & language is full time,
with complete leave of absence from other duties.
Compromises may be made, but only at the cost
of efficiency and speed (Appendix M).

Somewhat more complicated is the problem of area
study. Two elementary area programs should be
established, preferably in local educational
institutions, or within the Agency; 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 cRSEB,
such study may ba accomplished in & summer
session; but in most instances, an acadsmic year
or even two will be required (Appendix P).

The Office of Scientific Intelligence has a
particular need for a program on Soviet Science,
combined with arca study, and the effect of
science and technology on international relations.
This question is being studied. The purpose may
be sccomplished in or out of the Agency. Such

a program should also be useful to the Office

of Research and Reports (Appendix P),

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

Scientists, economists, and other specialists

will be sent to universities, either as students
or as research associates; to increase their
aubstantive knowledge, or to earry out research,

or simply for professional refreshing (Appendix P).

S 18-
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In many cases training in an industry; foundation
or laboratory will be more ussful to scientists,
economists, and other specialists than university
training (Appendix P).

In some cases, travel and study in an appropriats
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

through the _(Appendix K).

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 specialist mors competent .
in his own office, to which he will return
(Appendix K) .

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
potential 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 be open to personnel from
other intelligence agencies.

= 16 -
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VII. TRAINING OF CAREER CORPS GENERALISTS

Generslists (V, C, 2) are those very rare individuals
who have the capacity to bring together many &spects and
branches of the intelligenes problem and organization,
and wish to do so. Their need is not for specialized
training, but for increasing arsas of mesponsibility
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 s
to produce better specialists, there is considerabls
doubt that any particular effort should be mads to improve
the special skills of the generalists, excepting to
broaden their language ability, increase their first hand
knowledge of important forsign areas, and to give them
snough experience in the various offices of the Agency
and other intelligence agencies so that they can under-
stand their products, and know their limitations and
capacitiss,

Therefore, while a high psergentage of this group
#1il have bonefited &s specialiste from the sort of
training described in VI, before they have been idantified
as generalists, an entirely new emphasis must subsequently
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 ths National
Estimates Board and other key people. (A sample plen of
rotation and training is presented in Appendix N.)

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

Bo GCeneralists should be rotatsd throughout the
Agency, by means of training slots,

Co They should also attend the National War Collega,
Naval dar .ollege, Incustrial College of thu
Armed Forces, participate as members of the Staff

Approved For Releasé 2001/08/13 :léIK-RDP78-04718A002700190001-3
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‘of, or attend the General Staff and Intelligence
Sechoole of the Armed Forces and the advanead
Foreign Service Officer's Course at the Foreign
Service Institute of the State Department.

D. During, before or after the period of rotation
within the Agency, gensralists should serve
long enough (at least one or two years) in
one or more of the intelligence or operational

encies of National Security Council Staff,
25X1C4a to understand
eir methods and objectives,

E. Time should be given the generalist for study
of foreign intelligence systems, both friendly
and unfriendly. Materials in the possession
of the Agency will be mads avajlable through
the Office of Training.

At the end of the period, the generalist should be
ready for positions of great responsibility on the level
of Deputy Assistant Director and Assistant Director, and
after sxperience on that level; to serve on the immediate
staff of the Director or Deputy Director, and finally for
Deputy Director of Central Intelligence and Director of
Central Intelligense,

(Neta: Jobs in ths Agency fall into four categories:
technical, administrative, overt analytical and research,
and covert operations and collection. Specialists

should be rotated within one of these groups, but not

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

- 18 -
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- APPENDIX A

SPECIFIC CRITERIA FOR INITIAL SELECTION

(Pigures based on Agency needs and on information
supplied by Assistant Directors.)

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

38 College graduates with fields of cone
centration that bear soms relationship
to reality. Of theese:

2h  should be potential operators
I should have umusual language training

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

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

50 Ph.D.%s or graduate students who have not
completed the Ph.D., but have progressed far
enough so that they have actual ressarch
training and experience., Of these:

E L in Political Science, Sociology, History

| . or International Relatioms ‘

7 in Economics

12 in Area Studies

3 in Modern Languages

5 in Physical and Biological Sciences

19 1in these or other fields; provided they
have strong contemporary interests, and
are interested in conerete questions

In view of existing shortages, the numbers of

economists, scientists; and area specialists recruited
for the coming year should exceed these figuras.

- 19 =
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3.

represented, to reveal those who stand
out. (Detailed discussion of this eré
cedure will be found in Appendix I.) .

The preliminary group thus selscted will
undergo further ewvaluation designed to
reveals:

&, aptitude potential for improvement;

b, intelligence, aptitude, and personality;

¢, knowledge of the intelligence processs

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

&8, knowledge of current affairs, together
with historieal and economic begk-
grounds and

fo. ability to leamrn languages

(The procedure will be discussed in
Appendix J o)

For two years, or until the carser program
is well established in the Agency, it will
be necessary to permit all employees 35-9/13
to take the tests if they wish, as & check
on the apprairal, Allowance must be made
throughout this process for different levels
of performance st the various grades and

by persons with differant kinds and amounts
of service. :

On the basis of the appraisal, evaluation and
testa, two small groups will be selected:

the candidate speeialists and the candidate
gensralists, The candidate specialist will
appear before the Board of Review in his
office (Appendix I}, which will destermine
whether or not he is to be consliderad a
Specialist, The Board, with a represanta-
tive of the Office of Training, will lay

out a course of study and/or rotation.

The smaller group of candidate generalis ts
will appear before s Board of Examination and
Review (Appendix I, Section A) ;, composed of
the Director of Central Intelligence or his
representative, the Diregtor of Training or
his representative, the Assistant Director

- 12 -
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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 & 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 the two groups with which
the Career Corps Program is concerned:

1. SEgcialista who are highly satisfactory in
eir present position, whose desires and

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

2, Generalists who are highly satisfactory in
eir present positions, but whose aptitudes
and interests justify extensive training and
rotation throughout and outside the Agency,
to prepare them for Agency-wide jobsj and
other positions of great responsibility.

D. The specialists and generalists are the Career

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

=13 <
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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 Diresctors may rest assured that personnel
releagsed for training as specialists will retumn to their
office of origin, and that they will be at least partially
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 rotationn%Appendix H). Since some
specilalists will becoms 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 exiating skills and
knowledge, or simply to get the individual out of & rut
by & change of environment and concentration. The
last will be of particular value to analysts, scientists
and librarians, who are likely to fall into hsbits and
attitudes of mind that are not necassarily the most pro-
ductive. Training for specialists will be 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 ba achleved in
universities, industries or other government agencies,
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 grou s particularly
the less experienced (Appendix L),

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

- lh'm
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E,

F,

be set up within the Agency for those who

cannot, be trained outside beacause of the

demands of their duties here, or because of
security, or those who have a 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 #ay to study a language is full time,
with complete leave of absence from other duties.
Compromises may be made, but only at the cost
of efficiency and speed (Appendix M).

Somewhat more complicated is the problem of area
study. Two elementary area programs should be
established, preferably in local educational
institutions, or within the Agency; one on the
European orbit of the USSR, and one on China and
the Far Eist. For mors advanced study, and for
study of other areas, specialists must be sant
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 a summer
session; but in most instances, an academic year
or even two will be required (Appendix P).

The Office of Scientific Intelligence has &
particular need for a program on Soviet Science,
combined with aroa study, and the effect of
science and technology on internationsl relations.
This question is being studied. The purpose may
be accamplished in or ocut of the Agency. Such

& program should also be useful to the Office

of Research and Reports (Appendix P).

A course on economic intelligencs, and its use
in support of economic warfare and operations
will be developsd.

Seientists, economists, and other specialista

will be sent to universities, either as students
or as research associates; to increase their
substantive knowledge, or to carry out research,
or simply for professional refreshing (Appendix P).

.15 -
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G, In many cases training in an industry, foundation
or laboratory will bes more ussful to seientists,
sconomists, 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

through the I (4prendix K), — 25X1C4a

I, Rotation within the Agency, through use of train-
ing slots in the offices, will be desirable in
casss 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 specialist more competent
in his own office, to which he will return
(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
potential 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 bz open to personnel from
cther intelligence agencies.

= 16 =
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VII. TRAINING OF CAREER CORPS GENERALISTS

Generslists (V, C, 2) are those very rare individuals
who have the capacity to bring together many aspects and
branches of the intelligenee problem and organization,
and wisk to do so. Their need is not for specialized
training, but for increasing areas of responsibility
and experience on the one hand, and for rotational ex-
perisnce 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 is
to produce better specialists, there is considerable
doubt that any particuler effort should be mads to improve
the special skills of the generallsts, excepting to
broaden their language 2bility, increase their first hand
knowledgs of important foreign araas, and to give them
enough experiencs in the various offices of the Agancy
and other intelligence agenciss so that they can under-
stand their products, and know their limitations and
capacitiss.

Thersfore, while a high percentage of this group
#¥ill have benefited as specialists from the sort of
training dsscribed in VI, before thsey have bsen idsntified
as generalists, an entirely naw emphasis must subsequently
be placed on their career development. The purpose of
their treining is to produce Directors of Central Intel-
ligence, Deputy Dirsctors of Central Intelligence,
Assistant Directors, and Deputy Assistant Dirsctors,
Assistants to the Director, members of the National
Estimates Board and other key people. (A sample plan of
rotation and treining 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 personnsl of other
intelligence agencies (Appendix R).

B, Generalists should bs rotated throughout the
Agency, by means of training slote.

C. They should also attend the National Jar College,
Naval dar ‘ollege, Incustrial College of thy
Armed Forces, participate as members of the Staff
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‘of, or attend the General Staff and Intelligence .
Schools of the Armed Forces and the advancsd
Foreign Service Officer’s Course at the Foreign
Service Institute of the State Department.

D. During, before or after the period of rotation
wWithin the Agency; generalists should serve
long enough {at least one or two years) in
ong or more of the intslligence or operational
agencies of National Security Council Staff,

to undersitand
their nethods and objectivas.

E. Time should be given the generalist for study
of foreign intelligence systems, both friendly
and unfriendly. HMaterials in the possession
of the Agency will be made available through
the Office of Training.

At the end of the period; the generalist should be
raedy 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 Director or Dsputy Dirsctor, and finelly for
Deputy Director of Central Inteliigence and Director of
Central Intelligence,

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

should be rotated within ons of these groups, but not

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

< 18 -
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APPENDIX A

SPECIFIC CRITERIA FOR INITIAL SELECTION

(Figures based on Agency needs and on informetion
supplied by Assistant Directors.)

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

38 College graduates with fields of con-
centration that bear some relationship
to reality. Of thesae:

2l should be potential operators
i should have wnusval lsnguvage training

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

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

50 Ph.D.'s or graduate students who have not
completed the Ph.D., but have progressed far
enough so that they hava actual rssearch
training and experisnce, Of these:

I in Political Scisnce, Sociology, History
or Internstional Relsations :

7 1in Economics

12 in Area Studies

3 in Modern languagss

S in Physical and Biological Sciences

192 in these or other fields, providsd they
have strong contemporary interests, and
are interested in concrete questions

In view of existing shortages, the numbers of
aconomists, ascientists, and ares specialistas recruited
for the coming year should exceed these figures.
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effort in this direction during the first two years.
After this, they will havs to devote substantial
numbers of ressarch hours each year to keeping the
tests, quesilonnaires and techniques up to date by
ineorporating research findings in the battery., If
the job is properly dons, more or less as cutlined,
CIA will have a more comprehensive and objective
battery of tests than is being 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
agsessing those who are unqualified for CIA,

Assessmsnt Prior to Final Selection

During World War II the British developed, through
the War Office Selection Boards; a new type of scien=
tific personnel selection known as assessment, In
the War Office Selection Boards the person being
assessed was asked to carry out a variety of practical
problems in resl-life situstions. He was cbzerved
and tested by military officers, psychologists,
psychiatrists and the commanding officer of the
Selestion-Assessment School., Prior to the satab-
1ishment of the British Selection-Asmessment School,
five cut of ten persons failed succasssfully to
complste training schools in Scotland; even though
these prespestive intelligence officers had been
presurably well-scresned by their recruiters.

After the establishment of the Selsction-Asmessment
School, through which students were required to go
before entering training, only one student out of

ten failed to complete the course sucesssfully. :

I, Purpose and Principles

It is planned to use a modified and limited
sat-up in the Office of Training to assesa
applicants for important psychological qualities
which cannot be tapped by mesns of paper-and-
penclil objective-type tests, The testing program
will be used to measure the applicant’s mental
and intellectual fitness for research; the assess-
ment will reveal his psychological fitness for
executive and operational posts. The assessment
procedures will attempt to msasure characteries-
tice of the applicant such as:z

Approved For Release 200_1/0%{%}%ﬁE%IA-RDP78-0471 A002700190001-3

Appendix C)



Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3
SECRET

25X1A%b

These and many other characteristics, which
will be observed in the assessment process, ars
important in the training and placement of a
person in this Agency.

_
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II. Procedures
25X1A5a1

The Assessment Team will study them
results on the applicants prior to

25X1A5a1

their assessmant, including the statistics and test
profiles, the Biographic Questionnaire and the
dritten Interview Questionnaire. The psychologist

. on the Assessment Team will study and analyse all
the findings on the applicant and before the appli-
cant®s arrival will lay out as far as practicable an
asgessment program for him, to take into account his
special interesis, attitudes, motivations and work
skills. Ths applicants will be assessed in groups
of four to six, over & pericd of two days, The two-
day aasessment program will be generally as follows:

a, First Day

1. Group briefing on the nature of the
Too-day Srogan,

2. Individual preliminary interview with
the psychologist.

3. QCroup Discussion: The applicants, sitting
Informally eround & table, choose a topic
of current interest and discuss it.

o Recruit Problem - Individual: The ap-

" pllcant is placed in a situation wherse he
must answer the questions of, and attempt
to recruit;, a highly qualified person
who is interested in, but has not yet
made up his mind to join CIA,

25X1A9b
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3" One of two hours, allotted for the giving
of tests which are specifically needed in
any case, 8.g%., language aptitudes and
proficiency, psychological autobiography,

L. Lunch, Buddy Ratings: The applicants
lunch together without any official members
. of the staff prasent. Upon their return to
the assessment office, they are asked to
write personality sketches and evaluations
of each other,

- = 29
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The rest of the day is spent by the applicent in talk-
ing with staff members of the Offices of Training and Pere
sonnel, or with members of other Offices who have dsfinite
interests in the spplicantts skills and potential. During
this time administrative matters and medical saxaminations
gant bs taken care of,

It should be emphasized that the assessment progranm
is highly flexible so that psychologists can devote more
individual attention to the important or difficult cases.
In those casss where it does not appear likely that the
applicant will qualify as a professiomal trainee, he
will be referrad during the sscond day to Personnel for
possible placement elsewhers in the Agency. If this
cannol be arranged during the second day, it will be done
during the third day, 11’ the applicant is able to stay
avere.

In some instances the Assessment Team will have
to carry out its program away from wWashington to suit
the convenience of applicants, but as much as possible
the &ssessments should be done in WJashington.

Within forty-eight hours after completion of the
assessment program a coordinated, staff assessmsnt
report on the applicant will be sent to the Director
of Training to aid 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
most effectively. This assessment report will also
be used later by the chief instructors and the evalua-
tion psychologist to plan further trainins for ths
trainee.

- 30 -
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APPENDIX D

ARRANGEMENTS WITH ARMED FORCES FOR TRAINING OF PROFESSIONAL
| TRAINEES

This Appendix will be written when negotiations
with the Dspartment of Defense are successfully
completed.
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b APPENDIX E
LANGUAGE PROGRAM FOR TRAINEES .
(Because of the current needs of the Agency, the language
presently taught is Rueslano The same methods can bs used
for other languages.)
Ao QOrgenization
Number of students in each group- 20=30
Length of course- 12 weeks
Houxs o : 20 hours per waek;
8 A.M, = 12 Noon
Monday through Friday
B. Program of instruction
(1) Descriptive grammar and theory 2 hours weekly
, (2l hours)
(2) Group drill - phonologys spoken language,
reading drills 8 hours weekly
(96 hours)
(3) Individual laboratory drill for spoken
and written language 10 hours weekly
(120 hours)
Co Objective
(1) Foundation for proficiency in use of spoken and
written language.
{2) Basic knowledge of phonology, structure, and grammar,
A4 ' @ 32 =
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(3) Active non-cognate vocabulary for everydsy 1ife
sltuations = approximately LOO words.

(L) Passive recognition knowledge of cognate vocabulary -
newspaper level, 700 words. :

(5) Essential verbs and declension forme,

-

Do 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 everyday life situations,
with a spontaneous active vocabulary of some LOO words, His
suditory recognition skill should be much broader, covering
possibly 750 words.

e Fbllouuvg

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

Through consultation with the several offices, in-
service training ean be focused on the acquisition of
specialized terminology in various technical‘fieldao

=33 =
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APPENDIX F

THE BASIC TRAINING PROGRAM OF THE CIA INTELLIGENCE SCHOOL

L, Discussion

The Basic training of this school 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 needs 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.

B, 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.

.{L4) Organization of CIA,

{5) Llectures ou the world Situation, Foreign
Policy, the Soviet Government, History, etec.

(6) Hethods employed in intelligence.
The tentative twelve week program will be interspersed

with problems and training films, and selections for
readings in foreign languages.

A : o 4l =
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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 ordsr to systematize, verify
and extend 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 bean placed, his supervisor will be asked to evaluate
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 wseaknesses.

The following rating system will be useds

Ratiggs Definitions of Ratiqgg Percentile

Equivaients

Superior : An extremely outstanding performance 98-100

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

Satisfactory: Requirements met without distinction 50-81

Mediocre ¢ Minimum requirements barely met 16-49
Poor t A deficient performance. Definitely

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

Note: 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 variability. The students will be rated

Approved For Release 2001/08/13 :%E:RDP78-0471 8A002700190001-3
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in terms of their ability to hold career jobs in the Agency.
In some classes it i3 conceivable that all students will
qualify. It would be spuriocus, therefore, to fail some

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

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

A finsl evaluation will be sent to the Director of
Training, and will be used as one of the bases for initial
placement.

Bo Evaluation after Initial Piacement

Supervisors of trainees will be asked to evaluata
ther from four to sixz months after initial placement.
The evaluations will be studied by the staffs of the
Office of Training and Personnsl, and by the Assistant
Director, as a check on sslection, training and
placemant. Tralnees who present & problem st this
stage will be carefully studied, to determine whether
they should be placed in another position; or dismissed.

1f a trainee undergoes an important change of
position in his first two vears in the Agency, 2

similayr evaluation will be made from four to six
months after the change.
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APPENDIX 1

ILENTIFTCATTION OF CARRER CORPS: CAREER MANAGEMENT PROGRAM

In this study of career or mansgement development there
1z sarried forward the concevtion of a limited and elite group
implied in General Smith's lstter to The Honerable John MeCloy
17 ¥arch 1951, Its procedures and techniques are dirested to
the identification of the Career Corps. The ticket of admission
to the group is demonstrated ability on the job. The following
are proposed:

Lo The formation of a Board of Examination and Review
at the Director-Deputy Direstor level of the Agency
and Boards of Review at the Office level. (Section A}

R

75  Annual appraisal of employess by their supervisors
and/or associates (Section B) to take place againat
daveloping job-performance requireaments {Ssction C),

L)

Beatriction to nonsclerical personnel in the GS 9=13
level inclusiva, i.65, the most likely carcer grous.
The rationale for this position ie set forth in
Section D. ‘ -

. Emphasis away from rating {the Civil Service cencept)
and directed toward whal the employee can do and what
may be done to improve snd prepare him SF;her for
nigher level serviee, h

5:  The first step objective is to train and zround supars
visars in anpraisal techninque; the second step oblective
is to identify pools or inventory of "Potential” (see
Hection E for discussion of possible application of
the duPont Company "skimmer chart® technique):; with
the final objective, a job-rotation program (Sestion
£42) for identifisd potential as and when the tight
sanppower condition can be relieved,

Ulven the manpower shortage of today, it is felt that ihis
Apency can 111 afford elther inadvertenily, or more impertant
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through lack of training, to overlook the ¥potential®™ now on
board. In addition the prograt should benefit morale, aid
recruitment, and sharpensup the application of training facili-
ties (Section F).

This study has grown out of the conrideration of some ten or
twelva comparable industrial plans, those of Air Foree and Navys
and a review of cartain "atatus 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
varser Development Staff, and that a man, experienced in this
field, be brought in and supported by an adsquatc staff.

The tie-in of this program to the Profassional Trainee
frogram and to Personnel IBM card system is set forth in
settions H and I,

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

A first requirement for success of the rrogram is active
lop echelon support, This requires that ths Front Office and
the Assistant Direetors on whose Offices the program impinges
inderstand the objectives o: the program and give it their
backing. ‘

With this backing forthcoming, it is proposed that a Board
3f Examination and Review be formed at the Director-Deputy
Jrector level of the Agency, This top=level Committees would
51t annually. The function of the Boerd is set forth in Section
f; By 3 of the Discussion. ,

Below this Board each Office will have its Board of Heview,
{zs Chalrmen could be the Deputy Assistant Director; The Train-
g Liaison Officer of each Office could be Secretary. These
Doards will sit as need arises,

The function of these beards, working with the Career Develop~
imnt Staff iss ‘

1.  Develop broad requiremente for effective perfortance
at those levele of administrative, profeasional and

= I3 =
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technical competence contemplated in the proposed
program. The objective: a more complete under—
standing of the fundamentals which make for superior
- performance in each category .and at sach level of

of fort.

2. Measure the individual agaiﬂat &Qe job requirements
of the level in which he operates and at the next
higher leval. ’

3. In cooperation with the Office of Training, aecting
through the Training Liai=on Officer, davelop im-
proved training procedures and applications.

L. In ccoperation with the Offices of Training and Per-
sonnel, to plan legieal Civisional, Intra~Office and
Inter~Office rotational circuits and promotiona.

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

B.  Appraisal
1. Apprafsal snd Proposed Application

The proposed procadure and technique of periodic
appralsal of an employee by his supervisor is desmed
primarily a managerial tcol %o be line administered.
It folleows, then, that the mcthod should bas

3, Geared to and reflect the peculiar problems
of the Agency and its individual Cifices;
and

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

2. Appraisal Techniqueg

The purpose of varying appraisal tachniques is identical:
to force the supervisor to think in an orderly fashion

, - 40 =
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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,

i.8., &n accurate measure of the abilities it is
supposed to measure, and reliable, i.e.; measure

the same ability consistently. Actually appraisals
are likely to be inaccurate, stereotyped and exhibit
"halo effect%, i.8., a favorable appraisal stemming
from personal prwdilection rather than from objective
analyeis.

In an affort to reach objectivity two techniques are
currently developing, the Appley technique and the
nforesd choice" technique.

The Appley technique is employed in the Detroit Edison
Plan. Here, some 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 foresd choice technique the supervisor is forced
to choose betwean {tw~ or more statements as most or
least descriptive of the individual. Rating as to
determinate tralis or characteristics is then derived
by statistically weighting the responses to the many
alternates. The end product is, theoretically, an
accurate ancu valld appraisal in which "halo effect"

and other aberrations‘are eliminated.

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

of a statistical weighting), 1.e., it loses its
effectiveness when the code is broken. In practice

thiz happens. Supervisors s-~oner or later become

awarg of "pay-off" alternates and are gulded accordingly-

For these reasons the forced cholice technique is re-
Jected here, sas is the panel or Appley technique,

largely because it would appear that the staff work
raquired would be prohibitive.

SECRET (Appendix I)
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Appraisal Foyn

The ultimate arpraisal or evaluation form to be used
in the Oifices will be worked out by the Chief of the
Caresr Levelopment Staff supported by competent
technical elp and in cooperation with the Offices,
workin: threugh the Training Lisison Officer, who as
suggested ahbove, would be a member of the Feard of
Review of the Office in guestion.

there 1y sttachad herswith, however, a proposed form.
Ine thinking bebind it is basad on the thesis that
valldity, reliability, and lack of "haleo effest?” can
baglt be achieved by tying the appralsal closely to
speeific job requirements both al primary and advanced
levels ol compelance; a practice which has found ex-
preagion at primary levels in practiece in the covert
offices (Form 51=%3, Status and Bificiency Reports),

The form itself is the best exposition of the general
technique proposed, The form is to be regarded as a
prototype of seneral methods it is to be expscted
that the form, in its detail, will be medificd and
refined in practice.

the form has bean reared wo current Nevy procedurea
of rating the individual, not as excellent, averaga,
8l , but as adjuctged in the first 10%, next 20%,
miudle LOZ ets., comparad "with all others of the
sama" grade and job family "whose professional abilis
ties are known Lo you personally.® It is felt that
this technigue acain contritumtes to the objsetivity
of the appraizal,

Ancther feature of the proposed form is that rating
the individual (in the middle L0 etc,) acte am a
coordinate point on a seale. It 1 bellewvad that
this technique has cartain adveniages:

%. The employee’s performance and potentiality show
up visugliy as a profile,

= Y e
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{Note:

b. A current appraisal can be compared with a prior
sppratsal by tracing the prior profile and supere
imposing it on the current profiie.

As the prefile is placed on a scale which is virtually
1% to 100%, it is possible that an aggregate of scale
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

(Ses Section E.)

The question might properly be raised: wWhy has not one

of the more orthodex Executive Development appraisal forms been
adopted. The reasons are two:(a) the more objective the job
eriteria the sounder the appraisal; and (b) it is felt that the"
usual forms lack validity in life, i.e., they portray the myth
of the successful man as conceived by men of success.)-

ko

5o

Appraisal of Employees

It is proposed that the appraisal of any employee he
baged on the joint opinion of at least two men who know
the man and his work., uhere this proves impracticsl,
1t is suggested that the individual be asked to appraise
himself on the identical blank form., The superviscr

may then compare the appraisal with his own. Any

variants would be adjusted in a subsequent discussion
with the employes {zee 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,

Discusgion of the Appraiszal with Emplgzoq

The appralsal should be discussed with the employee.
Thus the individual is given a chance to express hia

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

This discussion and interplay betwsen supervisor snd
subordinate helps bring out the individual®s pood
qualities and his tralning needs, and thus enables a
supervigor to discharge his primary responsibility,
1.e., that of developing people entrusted to his
care. As experience tends to confimm the observation
that employees supervise as they have been supervised,
this procedure should ultimately benefit the whole
organization,

Practically it is just at this point that the whole
appraieal process can be slanted away from a rat

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 service,

6, Time Elements in Appraisal

Appraisal will take place annually.

C. Job Performance Criteria and Rotational Circuj:l._t_,_g_

l. Job Families

A primary requirement for success of the proposed
program is to:

& BEstablish at the primary (junior) level broad
Job families that exhibit comparable performance
criteria.

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

succeading levels of competence and responsibility
within the Agency.

- bl =
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2.

The objective here is a basic understanding of the raal
qualities that make for superier performance., Civil.
Service job deseriptions 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 require-
ments which find expression in the proposed appraisal
form (Seetion B), It is anticipated that the Boards

of Review (Section A) working with the Career Develope
ment Staff will be instrumental in further developing
and refining these criteria. This growth will take
place through:

@&; Further study of the education, experience and
knowledge requirements in job famllies and for
comparable Jjobs.

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

Answers to such studies, edited and sifted by the Bozrds
of Review might well contribute to a more objective
underetanding of job performance eriteria,

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

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

The development of specific and adequate criteria; then,
1s vitally important to the success of this program.

Rotational Circults

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

SECRET {Appendix I)
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gtep in determindng logical rotation circuits. Thus

1t appears illogical, at junior or even senior levels,
to rotate to an analyticaleresearch job an individual
appraised as basically an operational type. It is

only at higher echelons of competence and responsibility
that such rotation becomes feasible and fruitful, The
device suggested in the appraisal form, in which rating
on the basis of additive qualifieations required for
higher levels of competence, will, it is hoped, prove

a useful tool in determining fruitful rotations.

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

rotation circuits 1s a function of the Boards of Review,
the Caresr Davelopment Staff, and the Office of Training.

1 Agglication
l. Discussion of Application in Depth

This program should be restricted to the GS 9=13 level
of non=clerical perscnnel, Again the thinking behind
this proposal is that of restriction to a career group
in line with General Smith%s coneception.

The rationale 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 program of
this kind; a law of diminishing return sets in., More
and more appraisals are required but the chances of
uncovering fpotential" 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 assured maximum return on effort
expended.

Many a program of this kind has been smothered to death
by its own weight, The propesed application cuts down

welght. Msthod in this technique is only refined by
trial-and-error. The approach herein proposed means

- 46 o
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that method can be refined at a relatively low cost.
If and when feasible and desired the program can
always be extended up or down the pyramid.

Tims Elements in Reaching Gradss

An analysis of the time elements involved in ayverage
personnel progression or rise within the Agency shows
the following: (These statistics are an edueated guess
by Personnel snd must be substentiated by further
analysis.)

To Rise From Averapge Time Assume

GS=5 to 7 6 to 8 mos. 0.8 yrs.
GS=7 to 9 12 to 18 mos, 1.2 yra.
@-5 to 9 2,0 yre.

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

for professional jobs are brought into the Agency at (S5,
the rise to (:S5=7 is rapid; some 6 or 8 months on an average.

This program is built arcund two theses (a) that the
price of admission into the Career Development Program
should be om-the=job survival ability, 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 GS5=5 inductee appears a reasonsble time element
for any individual of career potential to reach the
pickeup point, i.e,, G§:§, (it is proposed that the
Professional Trainee will enter the organization and,
after initial training, be forced to demonstrate by
on~the=job performance an ability to survive and ad-
vance for a two-year period). Theoretically, therefore
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the proposed "in depth® application of this program
is sethically Jjustifiable.

3. Number of Employees Involved

Based on Personnel figures (somewhat tentative at

25X9 this time) it is estimated that there are approximately
employeeg in the GS 9=13 level, There are
25X9 approximately on board (deep cover is excluded

from all these figures). Hence the Career Development
Progran contemplates embracing approximately 30% of
Agency personnel. As a check point, based on comparzble
personnel, industrial companies tend to cover some

20¢4 of their employees in comparable programs,

E. "Skimmer Chart® Theory

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

In the duPont technique, all employees who receive an anmial
compensation (including bonus) in excess of a predstermined
amount are for sach age arrayed in a descending 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 employees; say 30% of those arrayed at age 30, etco
Speciflied percentages are decreased as age increases,

There results a scatter diagram of "selection polnts" from
which is derived a "Selection Iine" by visual or mathematical
processes. This ig a total company line (it is based on all
smployees above a predetermined level). The company selection
line is used on the departmental charts. This makes it possible
to judge departmental experience against the background of total

company experience.

In this technique all individuals above the selection line
are "potentisl™ for higher responsibilities and advancement. They
are the dePont Company®s career corps.

o 48 =
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Pogsible Adaptation to CIA

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

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

To test this, a pilot plant run was made on 873 names,
GS 9 through GS lh. Any individual was deemsd "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 (S 1
if 37 years and under. This resulted in 115 names (had
application of the duPont Company®s decreasing skimqgr per-
centage been made there would have been 198 names).

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

The primary obstacle to adapting the duPent techmique in
its entirety {i.e., skimming a designated top percentage at
each age level to produce a Seleetion line) lies in the clusters
of persocnnel st each GS level. Possibly this difficulty could
be met by the intreduction of a "bomus 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 Direector of Central Intelligence, hie Leputies
and the Assistant Directors & most useful administrative tool,
It is recommended that further study be given to this technique
and that, following the proposed year-end appralsals, an attempt
be made by the introduetion of a valid "bonus factor" or by
other means, to adapt the technicque to CIA career identification,

@wg
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Fo  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 examinations, (3) by acpraisal, and (L)
by skimmer toechnique. In many of its phases the program begins
with a sharpening-up, extension and more conscious 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 to reach its "potential®, and waste of talent
will be reduced. Incompetence will be exposed.

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

geyond these benefits is the important one of training. Out
of consideration of job requirements for broad levels of competence,
there can be obtained s clear picture of what training can be
expected to accomplish, If the training requirements of the
Offices can be pinspointed, with tailored programs made possible
for the individual or small groupz 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 hereln 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 mothods, since, while one alone might fail, it is
unlikely all methods would fail-

It is to be axpected that this program will encounter meny
difficulties., They all do and thus they experience a high
mortality, These difficulties and this possibility will not bs
absent in this Agency. Success, if won, will only stem from a
high measure of high level support; together with extremely
adequate and compstent staff work.
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G. Review of Management Development Plans in Industry and Elsewhere

The Agency has not been unmindful of developmaent proeedurss,
There was high=level consideration of the problem some years ago,
Introduction was opposed on the grounds of the lack of an IBM
system (since corrected), and in addition it was thought that
the manpower deficiency militated against application,

Agency experience in the past has besn studied, and the
plang of some ten or twelve industrial companies, and of one
consulting engineering firm for its professional staff; the
Officers Fitness Report of the Navy, and the report of Officer
Effectiveness of the Air Force have been examined,

Ho Tie-in to Professional Trainee Proggam

The Professional Trainee Program is, in effect, a high-level
"potential?® reoruitment program, coupled with a basic educational
or training effort to ground the individual in intelligence and
ares. It is proposed that at the end of an initial colrse, the
participant be assigned to one of the Offices,

It has been the general experience of industry that college
racruits ave accepted by the line organization if there is faitn
in mangement ‘s abllity to weed out poorer recrults. Under the
contemplated plan; trainess would be forced 1o demonatrate a
survival value and an abllity to rise, in the usual manner and
on the job, in order to be picked up at GS 9 level in the pro-
posed Career Development Program. This would appear to meet
sffectively any criticism of "faveritism® in the Professional
Trainee Program,

I. Tie~In to IBM Contrg%

The various "potentialities" of administrative, profes=ional
and/or scientific personnel ldentified in the Career Development
Program; pertinent data relating to significant education; area
experience, the employse age and "age=performance" index, etec.,
can be easily carried on Personnel®s IBM records. In conjunction
with the Offices, other pertinent data could be developed in as
mich detail as desired. Staff would work this out with the Boards
of Review,
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APPENDIX J

EVALUATION OF OUTSTANDING CANDIDATES FOR THE CAREER CORPS

Each year the Dirsctor 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 candlie
dates for the Career Corps., His compilation would be made
from appraisals submitted by supervisors, from applications
submitted by employess who have not been recommended by supere
visors, snd 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 tegting to deter-
mwine which of them passed minimal test standards.

A.  TESTING

A battery of objective tests would be given to candidates.
The battery would include tests and questionngires oni

1. Mental speed and learning ability.

2, Logical reasoning, analysis of evidence, and open
mindedness.

3, Verbal) intelligence,

L Current and world affsirs, including important hige
torical end economic facte and principles.

g, Vocational interests and work conditions inventories.
6, Temperament and personality. f
7. ritten interview questionnaire.

80'- Language aptitude and proficiencye.

9, Knowledge of intelligence activities.
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This testing battery would be geared to the adult and
mature level characteristic of CIA employees. Test items
would be written which would have face validity for ine
tolligence personnel. Allowances would be mads on test
scored for age and degree of education, and the tests would
bs 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
ol the teste before. This would be true of employees who
had been hired as professional trainees., Tests previously
administered would not be repeated, but the candidates
would be given 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 scored
by the Psychological Staff of the Office of Training,

In order to receive serious consideration for carser
positions candidates would have to obtain passing scores
or. the battery of objective teste. The passing (i.e,, eritical)
scores would be determined by the Director of Perscnnel;
avgisted on technical aspects of the problem by the Psy-
chological Staff of the Office of Training,

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

Bo  ASSESSMENT

The assessment, like the testing battery, would bs
geared to CIA employees and standards, Situation tests,
interviews, and planning problems would differ from those
ovtiined in Appendix C, which deals with assessment of
arplicant trainees. Assessment procedures outlined in
Arpendix C wouldy in part; be sdopted but they would be
revised and adapted for Agency employees., Since so much
mere is known about a CIA employee than an applicant for
a CIA job, the Assesament Team could work at a more ad-
venced level and could do a more refined job of assessment
gygggaiso
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The Assessment Team would search for anawers to such
questions ass

1, Is the employee best suited for active field oper-
ations? For a Washington Headquarters assignment?
For an administrative support role? 1Is he one
of those few persons who can do all such joba

equally well?

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

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

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

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

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

1. Remults of the objective test battery.

2, Training evaluation reports, if available,

3. Appraisal and efficlency repdrts by supervisors.

Lo Records of accomplishment in CIA.

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

gent to the Director of Personnel with suggestions in respect
to the employee®s poesible use as a generalist or specialist.

Co  FINAL REVIEW

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

ﬂﬂ‘ﬁ’
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gimeralists would be evaluated by the Boerd of Examination
and Review, and possible specialists would be evaluvated by
the Board(s) of Review. In some instances the Board of Exe=
arination and Review might reject a2 eandidate as a generaliast
but recommend his evaluation as a& specialist by one of the
Boards of Review,

Since considerable time and thought would have been
dsvoted to the analysis of individual capabilities, the
rasults of such studies would prove fruitful even for
taose employees who were not selected for career pesitions,
bacause the O0ffice of Persomnel would have valuable in=
formation which would permit placing the employee = _
position best fitting his talents, and he could be advised
o2 how he should train and prepare himself for most rapid
aivancement.

- 85 =
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APPENDIX K
ROTATION FLAN FOR CAREER TRAINING - SPECIALISTS

A. DEFINITION

For the Career Training Program a spegialist is a person
so designated by a Board of Review (Section V, B; 3, and defined
in Section V, C, 1).

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

B. AIM OF ROTATION OF SPECIALISTS

A basic wﬁmmn’c for any epecialist training program

onsequently, im of a1l
competence in and useininess

C. SCOPE OR ROTATION FPLAN

Depending upon the mission snd needs of the individual
office, a speciulist may be rotated through training leading to
competence in any or all of four mejor fieldss

(1) Operationszl

(2)- Administrative

(3) Analytical - Research
{L) Technical

The longerange emphasis will be plased on those fields that
are considered essential for the job the specialist is ultimately
axpseted to hold,

Do  TYPICAL ROTATION FLAN

Thers follows & typical rotastion plan, in seven phases,
for spesimlists. Its purpose is primarily to indicate the scope
of training contemplated rather than to preasent a specifie
pettern that a particular individual must follow. AZl phases
of the training will be tailored, with the Asslstant Director®s
approvel, in each instance to fit the person’s needs and potential.

- 56 o
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Phase 1 =

i year

CIA Intelligence School (Appendix L)

Refresher courss, to include:

Ro
bo

Phase 2 =

Extensive area study or functional study of
his ares.

Preparation of an Intelligence Survey on

National Intelligence level,

2 years

Regularly Ascigned Office

R;turn to assigned office and continue work there,

Phase 3 -

1 year

Rotation Through a Related Office

(Office of Current Intelligence assumed = if Office of
Operations, Cffice of Special Operations or Office of
Policy Coordination, this may consist of a tour abroad
of cne %o two yoarss :

&o

b,

Co

do

8o

I

Three months in the Soviet Division of tae
Support Group.

Three months in the Eastern Division of the
same Group.

Three monthe in the Western Division of the
sams Group.

One month in Operations.

One month in Situation Room « study and
participate in briefing problems,

One month in liaison duties with those
gections of the other intelligence agencies
concerned with Office of Current Intelligence
activities, »

aS?a
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go This phase may be supplemented by from 3 to
6 months in a Service Intelligence Schoolo

Fhase L - ' 2 yeurs

Regularly Assisned Office

Return to assigned office and continue work there.

?
[+
§

1 year

25X1C4a
bo  Study colleeting and reporting problems,
o  Suggested alternates for this phase includs
& tour of approximately one year at elther
the Army War College, Naval War College or
Air War College.
Phase 6 - . 2 yeurs
Regularly Assirnmed Office and a Related One
Return to assigned office and continue work there
one year, followed by one ysar in a related office.
Phass 7 = 312 montls

National Intelllgence - Univerqitx Lavel

a8, Study threats to U, S. national security
stemming from the particular area in which
he has specializsd.

b, Study means by which Intelligence may best
support U, S. national planning and policy
in foreign relations.

~ 58 =
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¢. Work during this phase in company with poXiey
- and planning officers from key government
agencles,

d. The specialist returns to his office for &n
assignment of importance and responsibility
at the end of the cycle of training and
rotation.

SECRET
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APPENDIX L

|
g ADVANCED TRAINING - CIA INTELLIGENCE SCHOOL
1

The advanced training will be in the nature of a
relresher course for experienced specialists, The pro-
gram will aim for twelve 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.

{ii) Engage in supplementary area studises at
suitable universities,

(5) 1If possible, spend some time sbroad.

m&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 outside the Agenay, in exist-
ing institutiont. Some, however, will be provided by
the Office of Training within the Agency, and the use
of the CIA audioc-visual lsboratory equipment will enable
language proficiency to be maintained and improved

upon.

Arrangements for such training are presently
being mads.

» 61 =
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AFPENDIX N

ROTATION PLAN FOR CAREER TRAINING = GENERALISTS

A, DEFINITION

For the Career Training program a generalist is an employes
who meets the standards defined in V, C, 2, and VII; and is &0
designated by the Board for Examination and Review. (V, B, 3)

Bo AIM OF ROTATION OF GENERALISTS

The aim of roation of generalists is to arm them with a
broad, first-hsnd familiarity with the role of National Intelli-
gence in the Government siructure.

0. SCOPE OF ROTATION PLAN

The rotation plan for a generalist mst be of the widast
scope, 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 following fields and an
sppropriately restricted competence in the fourths

(1) Operational

(2) Administrative

{3) Analytical - Research
(1) Technical

D, TYPICAL ROTATION PLAR

Thers follows a typical rotation plan, in nine phases, for
generalists, It is assumed that the generalist has completed all
or part of a rotation plan for speclalists and has then completed
& year or two of duty in his regular office before salection s &
generalist. Its purpose is primarily to indicate the scops of
training rather then present & speclfic pattern that a particular
person must follow. All phases of the training will be tallored
in each instance to fit the individual®s needs and potential.

Phage 1 = ' 1 year

= 62 =
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Fhage 2 = 1 year

Assignment in the Agency

Return to an appropriate assignment in the
Agsncy

Phase 3 - 1 year

Rotation through the Office of National Egtimates
{or the Oifice of Current Intelligence if regularly
assigned to O/NE)

Phase }i = 2 years

Asgignment in the Agency

Return to an appropriate assignment in the Agency

Phase 5 = 1 year

Attendance at National War Collepe

Phagae 6 = 2 years
Assienment in the Agency

Return to an appropriate assignment in the Agency
Phase 7 = 1 year
Office of Executive Secretary, National Security Council

Particlpate in Natlonal Security Council Senior
Staff meetings

Phase 8 ~ 1 year
Assigxment in the Agency

Return to an appropriate assignment in the Agency
Phase 9 - 9 months
National Intelligence =~ University Lsvel (&Eendix Rz

= 63 -3
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Study on & joint basiss
8, Intelligence doetrine
b Intelligence methodology
¢o New directions Intelligence must take

Then return to the Agency, for a high-lsvel assignment as
& genaraliat. '

- & =
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APPENDIX O

CAREER TRAINING - INTELLIGENCE ADVISORY COMMITTEE EMPLOYEES

A. Introduction

The problems and conglusions here presented now apply
to carecr commissioned personnel of the three military
services who are assignad to the Agency as part of their
normal active duty rotation. However, the assigmment to
the Agency of carser personnel of State, or any other
Department or Agency, would impose similar problems
requiring equally careful resolution.

B. Back ground

As of 1 June 1951, the Ageney had on board or ordered
25X9
some [ective duty commissioned military personnel
25X9 against an allowance of The Agency needs many more
of this calegory of per: s and; it is understood, has
recently receilved authorization for an additional
25X9 allowance of [}

C. Problem

The Agency bears & two-fold responsibility in job
assignments of these paersonnel:

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

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

If the Agency does not meet these responsibilities of
placement and training, the impsct on the Services is
likely to result in their effort to f£ill & bare minimum

of CIA billets, and further & tendency to withhold from
sssignment to CIA the superior officers the Agency needs.

- 68 =
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Informal spot check indicates that in some instancesz
the Agency has failed to meset these placement and
training responsibilities.

D. Comment

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

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

{2) Appropriate Agency slots should be designated
to be filled by military only or optlional
wilitary-civilian, Active duty military per-
sormel should be assigned only in these slots
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 allowames of active-duly military
persomnnel

(3) Each of thess slots should bear a job description
that clearly justifies the employment of an
active-duty miiitary officer and will form the
basis for qualifications requested when levy is
made on the military services for assignment
of personnel.

Eo. Recommendations

This arpendix is included here because of its relevance
to the over-all problem of career corps in CIA, It
describes, however, & distinct and separate problem that
- may be resclved apart from the developwent of & Carser
Corps Program for civilian Agency employees. Pertinent
recommendations will therefore be submitted separately.

= 66 =
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APPENDIX P

IMPLEMENTATION OF UNIVERSITY AND INDUSTRIAL TRAINING

A very important part of the Agency®’s career training
needs can be met only by universities and industrial
f£irms. The university contacts established for the
program of recruitment will be of great help in arranging
programs in the umiversities., 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, provided that application is made before
the program is filled. The need for early application
is particularly great in the scientific fields, where
laberatory space rigidly limits the number of
students who can be accepted,

B. In certain fields, particularly those of scientifiec
intelligence and perhaps some area 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 course, which
is an obstacle to the use of many existing programs,
must not axceed ore academic year, Special summer
gsessions will meet many of our needs. '

So that full use may be made of the institution's
facilities and personnel, and so that students wiil
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
carried out within the Agency.

sAhenever new programs must be eatablished;, or

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

- 67 =
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- C. Utilization of industrial facilities for study and
- tralning will bs particularly useful to the Office
of Scientific Intelligence, but may also serve the
purposes of the Offies of Research and Reports-
Negotiations with selscted firms will be carried
out through the Office of Training.

25X1C
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APPENDIX Q

CAREER BENEFITS AND SECURITY

A, This appsndix sumnerizes career incentive benefits
‘that the Central Intelligence Agency may offer its
employees under general or specific provisions of
eurrent legislation. Requirements for implementing
specific actions are indicated.

B. The Central Intelligence Agency may offer these
bensfite:

Yo Action

Apply to appropriate CIA personnel time and
sne<half service credit against retirement for
all service under certain hardship or hazardous
conditions.

Comnment

a. In effeect, this permits retirement at the
age of 50 after 20 years of government
service with the same retirement pay that
would normally accrue after & full 30 years’
service., Also, for each year of service
beyond 20 years, the employee would receive
an increased annuity.

b, To implement this action would require that
the Agency consummate an agreement with the
Civii Service Commission suthorizing the
application to Agency employees, under
breadly defined circumstances, legislation
currently applicable to certain personnel
of the Faderal Bureau of Investigation and
the Treasury Department.

II. Action

Increase base salary for service involving
unusual hazard or hardship.

= 69 @
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IIT.

Va

Comment

To conform %o current extra-pay policies of
the Department of Defense;, these base salary
increases would fall into either of these two
categories:

a, Increase of 50% of base salary (to a maximm
of $200 per four-week pay period) while
engaged in duty similar to that of Armed
Services personnel who receive extra pay
(aviation, submarine, parachute jump, ett.).

bo Increase not to exceed 50% of base salary
&s warranted by unusual hardship or hazard in
certain other typss of duty.

Action
Pay death gretuity of six months' base pay
to dependents of CIA employees who die in line
of dubty while serving abroad.
Comment
The General Counsel considsrs that, while
specific legislative authority would be desirable,
the Director of Central Intelligence may authorize
thege payments under Public Law 110.
Action
Pay, within-grede advances, and grade pro-
motions for persons who are "detained" involuntarily.
Comment
a. Confidential Funds Regulations authorize these
actione for persons peid from Confidential Funds.
b. This authority should be sxtended to cover |
employsas peid from vouchered funds-
Action

Apply the benefits of U.S. Employees® Compensa-
tion Act to dependents of employees engaged in
hagardous duties who are themselves exposed to hasard.

u?Od
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Comment

General Counsel considers that specific
legialation would be preferable. for such case:,
but that nevertheless the Director could,
wnder the broad auvthority contained in Public
Law 110, apply these benefits in specific
cases which he dsems so warrant.

VI, Action

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

Gommént

General Counsel considers that speeific
legislation would be required to implement thie
action, but that relative benefits under the
civilian and militery systems should be carefully
studied befores recommending legislation.

Note: A study by the Taesk Force, now under consideration
by the Senior Review Committee, entitled "Rights, Privileges
and Benefits of Covert Employees and Agents®™ has been
discussed generally with a membsr of the Task Force and

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

e 71 =
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APPENDIX R

GRADUATE TRAINING - CIA INTELLIGENCE SCHOOL

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

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

Specific intelligence problems may be studied
exhaustively in the Graduate School by selscted graduates
of the National dar College, members of the State Depart-

ment, other intelligence agencies; and the Central Intel-
ligence Agency.

= 72 =
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NI AL

To: SUPERVISORS

To eliminate lack of objestivity and %halo effeet®
supsrvisors are instructed to appraise the individxml
under the following progseduresl

FIRST - Identify the individual in one of the
following job familfess OPERATIONAL; ANALYTICAL-RESEARCH;
ADMINISTRATIVEg or TECHNICAL

SECOND = Appraise the individual against the spesifie
Job eriterie of his besic famdly.

THIRD - Appraise the individual against the ADDITIVE
eriteria necsssary at higher levels of campetence sad
rasponaiblility.

In identifying the individual in a job family, the
individual s FUNCTION is the determinate fastor, not his
O0ffice or Division.

Having identified the individonal in a SINGLE job
family, the individual®s abilities or "potentiality" for
groater breadth of -service and higher responzibility are to
be appreised against the ADDITIVE criteris.

S T
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This job family is grounded in actionj organizing it, planning

N/ it; getiting it done. As action is played with and egainst
paople, thess characteristics identify this type: an ability
to meat with, live with and get the most out of peepley and to
create enthusiasms, pride in mission and senss of mattering.
Area and subject are important but as handmeidens of action,
i-e., knowledge that dictates feasibility or reveals vulner-
ability- In the exceptionabls 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 apprepriate point to indicate how tha cfficer
compayres with all others of comparable duty whose professional abilities are known
to you personally. Do not limit this comparison only to others now under your
gommand. Do nat hesitate to mark "Not observed" on any quality when apprcpriate.

REREs i,

20% L /7 I identify this employee as operational ‘
x 0
# GETTING THE

JCB DONE

e s

PLANNING AND
ORGANIZING THE
JOB

; ABILITY WITH
i PEOPLE AND
i TEAMPLAY

KNOWLEDGE OF
AREA OR SUBJECT

TACT AND
DISCRETION

REPORTORIAL ABILITY
VERBAL AND WRITTEN

SENSE OF RELATIVE
IMPORTANCE

NON-GULLIBILITY
EVASION AND IECEIT

ADJUSTMENT TO
TRYING HOURS AND

Approved For Release 2001/08/13 : CIA-RDP78-04718A002700190001-3
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Ho individual comes by these qualifications sasily or lightly.
Yot in whols or in part; they sre required for higher achelon

J work in this Agency. As only ths exceptional individual could
U hops to rate highly in this section, appraisal will be carefully
scrutinized for "halo effect".

For each factor observed circle the appropriste point to indicate how the officer
compares with all others of comparable duty whose professional abilities ares known
to you personally. Do not limit this comparison only to others now under your
command. Do not hesitate to mark "not obssrved" on any quality when appropriate.
WM‘
Check hers if appraisal is intendsd to relats to
8 latent ability or "potential”

INTELLIGENCE INSIGHT
AND ACUMEN

Y S L YL TR T

ABILITY TO CREATE
THE HYPOTHESIS

— ..

DISCIPLINED MIND AND
CRIERLY THINKING

frnacr 00 - e . o et At e e n 3 L 8 Soure———

ABILITY TO SUSPEND
JUDGMENT

-------------

| COOPERATES WITH
ASSOCIATES

SENSE OF PERIPHERAL
AND DIRECT TIE~INS

bt . 0 0 0 220 A D S B A

MOVES FREELY AND
EFFECTIVELY #ITH
EQUALS AND SUPERIORS

ABILITY TO SUPERV ISE

ABILITY TO HANDLIE
AND INSPIRE

TO DEVELOP SUBRDIN-
ATES

TO PIAN AT POLICY
AND HIGH I.EVEL

TENACITY

o o e

SENSE OF PERSONAL
GOAL

o amo m

ADAPTABILITY

e v e P

PHYSICAL ENERGY

= _v"-' SE(!IéF ng‘IgcngnP"qI'RIgbm B o e e e o oy g R S W LA ,
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Pages 1, 2, and L4 of the pme&!ing
form (OPERATIONAL} would be combined
with each of the following thres
foras to make ﬁp a complete appraisal
blank for these job families:
ARALYTICAL-RESEARCH, ADMINISTRATIVE
and TECHNICAL.

SECRET
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ANALYTICAL RESEARCH

This job family is grounded in study; reading, scanning and
integration, Area and subject ars of commending importance
with action a second remove. There is required an absorbed
intsrest in new factual minutia and new relatioms between
facts; a "feel” for anslysis (the examingtion of compenent
parts separately snd in relation to the whole) and for
research {ths revision of accepted conclusions in the light
of newly discovered facts). In the exceptional individual
there moy be operabtional asbilities, bub the prototyps is the
professional or specialist.

Ty

e

S

ytical researsh

S T

[7 1 tdentify this employes

KNONLEDGE OF AREA
CR SUBJECT

OBSERVATION SENSE
OF REIATIVE IM-
PORTANCE

RESISTANCE TO
TEDIUM

SENSE OF AVENUE
OF ATTACK

ANALYTICAL AND
RESEARCH ABILITY

READING COMPRE-
HENSION AND ®QUITING
A BOOK*

ABILITY TO DIGEST
AND REWRITE

SENSE OF BEARING
OF NEXT DESK'S
SPECIALTY

MEETING DEADLINES ‘
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ADMINISTRATIVE

This job family is grounded in good "housekeeping® i.e.,
knowledge and sane control of proceedures coupled with an
sbility to keep an organization moving freely and smoothly.
Enowledge of intelligencs techniques is helpful but the
requirsment is for a generalized knowledge rather than for
& spescialized understanding. In the exceptional individual
there may be 8 flair for generation of the idea, but tha
prototype has a native resistance to (rather than thrill in}
the naw idea goupled with a large facility in picking the
fisd and in saying, no-

ST 4 o 5l A N B A

i AR
administrative |

I identify this employee-

o Ty e

KNOWLEDCE OF
PROCEDURES

PAINSTAKING

BUTTONS THINGS
Up

CETTING THE
JOB DONE

FORSEES AND MEETS
» LINES OF OPPOSI-
TION

PROPER INTEREST
IN ALL PHASES OF
GROUP"S WORK

MEETS SUPPORT
DEMANDS

ABILITY AITH
- PEOPLE AND
TEAMPIAY

ABILITY TO PICK
FLAWS AND SAY NO

bR
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TECHNICAL

This job family is grounded in technical knowladge of the
spacialty and the broad field of the spesialty. Area and
language are handmajicdens.
the linguist, the engineer and the scientist.

The protetype is the technician,

I identify this employse-technical

Remarks:

——

KNOWLEDGE OF
SPECIALTY

KNOWLEDGE OF
THE BROAD FIELD

GETTING THE
JOB DONE

KNOWLEDGE OF
AREA

SENSE OF PERI-
PHERAL OPERAT.ONS

ADJUSTMENT TO
TRYING HOURS AND
CONDITIONS

ABILITY 4ITH
PEOPLE AND -
TEAMPLAY

DISCRETION .
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