EVOLUTIOR OF THE JUNIOR OFFICER TRAINIRG PROGRAM
1951 - 1963

/ "1 am trying to build up a corpe of well qualified men here who are
interested in meking a career with the Central Intelligence Agency. To effect
this, I recently established a training section which functions - as much as T
dislike the term - as a sort of career management office.” Thus wrote

ILt. Gen. Walter Bedell Smith, then Director of Centrsl Intelligence to

Hon. John McCloy on 17 March 1951.

Back up a bit more. When Col. Matthew Baird, USAF, left his interview with
Gen. Smith in November 1950, it was understood that on assignment to the Agency,
his responsibilities would be (1) to create the framework for and help to
asdminister a Career Corps and (2) to establish a program for the recruitment ard
treining of junior officers who &t the time were referred to as Professional
Trainees.

On reporting for duty in Jenuary 1951, he found, with some surprise, th t
he hazd been made Director of Training with meny responsibilities in addition to
thogse discussed in November. This turned out to be an exceedingly fortunate
decision for the Agency and, later, a happy one for me personally. For Col. Baird,
I suspect, it was scmething else. He was cheated of some of the fun I bad by

being given a Job which was a greater test of his abilities and purposefulness.

In Hﬁy%n‘t, ha was_saddled With all kinds of training problems in addition to
EXlBrpe, o0

thoe ke Yad sgreed tb*tnckle.
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"1at Epdorsement - To Gemeral Davison - 1. I do 30 approve. - /s/ W.B.8."

It iz importent to point cut that the Career Corps and the Professionsl
Trainee Corps were planned as interacting or complementsry components. The primary
objective was to make the best possible use of =1l menmbers of the Agency through
sffective management, appropriate training, and accurate cssessment of their
qualifications and performsnces as individuals. If with good personnel mancgement
eployess did not show promize in work situstions, they would not be selected for
the Career Corps. The Professionsl Trainees were to be only one source c;fhighi.y
qualified personnel, Eligibility for selection for the Career Corps was to come
afber two years of service.

Col. Baird recommended "that the Caresr Corps Program be administered by =
Career Development Staff, ond that a man, experienced in this field, be brought
in and supported by an adequste steff,”

He then defined the problems es,

"A. To devise a plan to selact, recruilt, and $rain young men snd women of
grest promise, and to place them in the Agency wheve they will be of the grestest

" but he adds that "the Agenay will continue to employ speciaslists who may be
selacted az cargerists on the basis of their performance.”

"B. To deviee a method of identifying those smployses of the Agency who have
the highest potentisl for further development; to traim and rotate them within and
outaida the Agency in such a way that they will develop the greatest wsefulness to

the Agency; and to place them in the most important positioms. «--"

The Proposal of the Career Corps for which young recruits were to be
prepared 1is inportm because it set up the fundamental purposes, ideals, and
methods which eventually helped to nm thu JOT Pm;ram mcea:ful Unlike the
JOT Program, however, no one officer was appointed, as recommended to guide its
Mlamnt through the network of varying Agency functions, activities; snd
subjectiveApptevedifoniiie 2be mmamamm \
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General Devison soon moved out of his post to be followed by five other incumbents,
none of whom remmined in the Jjob long encugh to put his imprint firmly on the
policies of the Office of Personnel. Then the appointment of Mr, Emmwet D. Echols,
too late, gave some continuity to the direction of the Agency's personnel
practices.

Without some sggressive and continmuous leadsrahip convinced of the need for a
viable, uniform Career Corps, all attempts to develop one were casual and ineffective.
Heanvhile, most of the substantive officea and staffs were acquiring qualities which
were, for better or for worse, characteristic of their leaders. Among other things,
they developed thelr own career gervices and policies relating thereto. Many of
the suggestions in the Proposal for a Caresr Corps were neglected. The
disparities in personnel policies in various components reminde one of
- Btephen Leacock's general mms horse and rode off im all directions”.

THE PLAN
8o much for the Career Corps. At first, ite companion in the Proposal, the

Professional Trainee Program, was all but ignored by the bureaucrats. Later on,
&8s the Junior Officer Training (JOT) Program (its new name) gmined recognition,
they mmd in with & vengesnce, nibbled away at some of the principles and
procedures which made 1t effective, complicated its administration, forced partici-
pation in 1ts operation, and attempted to make it "all things to all people™ which,
in my view, cut down its efficiency.

During ite evolution, the Program remained flexible in its procedures. It
profited from its own experiences and the improved opportunities offered by the
sxpanding Office of Training as well as the increased cooperation of the
substantive offices 1t served. It iz interesting to note that the principles of
its structure as originally stated by Col. Baird remasined in  $act. There was,
indeed, no need to change!
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at these headings in the Proposal -

Criteria for Selection of Professional Trainees™. This gtresses
“wery high (acsdemic) standing, langusge skill or lesrning facility,
leadership and breadth, good personality, sound health and morals;
previcus military service or willingness to enter a service, motiva-
tion for govermmsnt service, willingness to accept anonymity. (Also,
ilere are notes on "Negative Criteria™.)

Recruitment of Professional Trainees”. This includes the use of up
to 50 University Consultants who "must be men of the highest quality"
since they will be nominating students of the highest quality. Other
sources are suggested such as separation centers of Armed Forces and
CIA Personnel Procurement. Selection of applicants would ba made "by
DTR after consultation with the D/Pers.”

Basic Training "to provide - - the necessary skills and inowledge --

to make the most of on-the-job training”™. This included a 12-week
eourse in the fundamentals of intelligence and of Rusaian, and |
improvement of reading and writing skills. Centinuous evalustion -
up or out - unsatisfactory trainees will be dismissed if a suitable
low-grade job cannot be found for them.

Initial Placement (after basic training). "Place trainee in the most

sultable position available™ - study his various qualifications,
peraonality, aptitudes and interests, and performance in basic training.
After L4-6 months evaluate his performance in and suitability for that
work., (It was also suggested that a number of slots for training
overseas be set up for Pr's.)

are additional quotes which served as the guidelines for its operation

as the Office of Training itself developed. Parenthetically, let me emphasize

that they

wApprerititear Reld§5a 20 FuetitrnGia ,RDRYE-0636540002008¢ ORPdothet 1cal
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question, "how, under idesl conditions, would you satisfy some of the particular
and pecull-r requirements for first rate professionals in our business!® These
refinements were, indeed, the guts of the plan. They, more than anything else,
stimilated enthusisem for the Program of administrators, instructors, supervisors,
snd the JOT's themselves. Not mo with the buresucrats who wers offended by the
discrimin-tions implicit in the selection and training of high potential ewployees.
Such = system created second cless citivens and, with it, antagonisma toward the
Progran!
(2) "A professional trainee iz a young man or woman who appears to hove
great sbility and promise, wishes to meke » career in CIA and is receiving
basie training.”
(b} "The chief problem is to choose from among the many applicants who
will meet the selection criteria those whose less tangible qualities
Justify high expect:tions of success in the Agency”. (This, incidentally,
vas & prominent source of difficulty in interpreting our actions to
recruiters.)
(¢) "A first~rate man must not be excluded because his category is full
nor may & second-rater be brought in merely to £ill = slot.™
(d) Students inm college or graduste =chool who will later apply for CIA
"ehould not be subsidized by us since anyone who is good enough for this
program will have no difficylty in obtaining a fellowahip or assistsmiship.”
(e) At mo time will the contact give the spplicant the impression thet he

is ‘uiﬂg‘ulacted as a measber of an elite corps., but rather that he will be

given an opportunity to prove by his own performence thet he 1s entitled to

traiping end opportunity for advencement. (The underlining is Col. Baird's)

(£) "mhe (Coneultant) cont-ct will recomsend » few of the best students as

professional trainees, and the remainder for other more specific epployment

Rl ¥ Fcﬁpﬁlﬁaa%%tioﬁ’ff&/g?e"&%W7W§?§OH?' .
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immedistely to the covert offices, 2o as not to compromise their cover. To
give the program high prestige and wide range, every effort will bs wm:de to
recruit trainees from many colleges and universities.
(g) "The trainee’s initisl (on-the-job) assignment is of great impaortance,
not only in terms of his own development, but of the efficiency of the
offices and the agency as a whole."
(b) "This program is built around two theses {a) that the price of
edmission into the Career Development Program should be on-the-job survival
ability, end (b) thot the program is directed towerd the reslly able.”
(The first promotion should come in 6 to 8 monthe and the second in from
12 to 18 months after the first.)
(1) "The Professional Traimee Program is, in effect, a high-level-potential
recruitment 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 initial course, the participsnt be sssigned to one of the offices.”
Under the contemplated plan, trainees would be required to demonstrete =
swrvival value and an ability to rise in order to be picked up at G8-09 level in
the proposed Caresr Development Program. This would appear to meet effectively
‘eny Qti;;icism of "Pavoritise™ in the Professional Trainee Program. I this 25X1A93
————
B oisrtook his work ss first chief of the Professional Tr inee Progr-m
in & small office in North Building.

25X1A

In the course of the next ten years, .the Program evolved, perhaps slowly,
but with littls if eny deviation frow the original projected methods of operation
tc the point where in 1961, its objectives were cutlined in the following
recapitulation given to all successful candidates. In so doing, we hoped to
provide them with a clear understanding of what we expected to accomplish snd

how we wentagpeutedtor ﬁﬁlé@wzbqumdMWWM?ﬁ{!M1m the
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basis for developing mwkwel underatanding and cooperation.

4

1. You enter the Central Intelligencs Agency to serve your coumtry, not
for selfl aggrandizement, public recoguitiom, or an exciting life in exotic parts
of the world. Ours is difficult work, requiring s keen mind, selfless effort,
peraomel sacrifice, and the utmost dedication. You should not enter it wnless
you expect to work horder snd under more difficult conditions thsn most of your
friende, vhatever their ocompation. You should not enter it from a profit motive,
- bhecause you cannot sxpect to acouwmlate wealth. At the ocutset we do not expect
you to be highly motivated for a service sbout which you know so 1ittle, but we do
axpect you to be the kind of parson who has the capacity for developing thet
motivation. It is our responaibility to trainm you for those sctivities which
constitute dedicated sexvice in CIA.

2. During the two years of your JOT status you will be under the direct
supervision of one of the treining officers of the Program. He is responsible
to Chief of the Program and to the DTR for your training and development as an
intelligence officer. It iz hiz interest to provide you with the best opportunity
and to use yowr talents consistent always with the needs of the Agency to progress
in thls profession. Your formal training will consist first of general orientation
to the Agency, during which ewalwstions of your capscities are made. You will then
be glven intensive training in a functional area where you will learn the
reguisite skills. Then you will be sssigned to a desk for a period of about a
year to apply your skills end demonstrate your worth. The determination of these
assignments is first and sbove all based on the nesds of the Agency; second, the
opinion of the JOT Progrsm of where you can moat appropristely apply your telents
based on the principle of effective uss of manpower; and third, your own interssts

and desires. It iz during the on-the-job phase of your training that we hope you
Approved For Release 2001/08/31 : CIA-RDP78- 06365A000200,02Q8(F AL
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will become motivated for service in CIA. Much of this incentive will be
dsrived from the example set by your immediate supervisor. Accordingly, it is
of great importance that your on-the-desk training program be well considsred
and well administered, Your training officer snd your component supervisor is
responsible for this, as well as other elements of your development.

3. There will probably bs several members of your class who hold higher
grades than thoase normelly assigned. These pecple will fall inte two categorles:

a. Employees of the Agency who have been sccepted for the JOT Program
at the grades which they currently hold. They are called "intern:l" trainees.

b. Specially gualified individuals who have been recruited and hired
for a apecial task end are on "directed assignment”. They have had prior
experience or possess skills in areag for which there is specific demend.
“Directed sssigmment” trainees snter training with the approval of the component
to which they will be assigned. They will be transferred to that component as
goon as their formal training is completed, snd become subject to lts prometion
policies,

L. It is normal snd proper for a young man contemplating a career to think
sbout advancement and personal responsibilities. The Office of Training hes
established the policy of hiring and promoting junlor officer trainees. The
following relates to present conditions which are subject to change. Most JOT's
are hived at G8-7. A few of the more mature candidates are hired at G8-8.
Irrespective of the date on which you enter on duty, you will become eligible
for a one-grade promotion at the conclusion of the formal training period, some
32 to 34 weeks after the class begins. Thie is not automatic, but is based om
your performance and attitude. Having been trained for a certain type of work,
you will then apply this training to a specific job, normelly for sbout a year.
During this periocd, you are on trial with the supervisor to whom you have been

ansigned. 020
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&, to prove your value to the Agency in s work situation,

b to convince your swpervisor that you are a desirsble addition to his
coxponent ag 2 permansnt employee,

8. To evaluate your own fiitness for thie particular kind of service.

During this on~the~desk training period you yemain a JOT. At ita conclusion
you will become eligible for your next promotion. Agein, this is not automatie
but based on the quality of your performence and your attitude. It must be
recosmended by your on-the-job supervisor. You will then be transferred to the
task for which you haye been trained snd become the responsibility of that
component. You will be in competition with your peers for vhatever recognitiom
you will later receive. The Office of Treining no longer has any control over
your promotions and you become subject to the policles of the part of the
organization to which you have been resssigned. As in the Office of Treining,
the higher the grade, the longer you will wait for advancement. Cutstanding
performance iz recognized by accelerated promotion.

5. It is = fundsmental) principle of the JOT Program that the trainees
produce the highsat gquality performance of which they are capsble, whatever the
task assigned. A1l JOT's, except those on "directed assigmment”, mmst be ready
and willing to accepl eny sesignmment. Due regard is given to family considerations
apd persopael circumstances.

6. Security is the cornerstone of this business. Diescretion in discussing
any sublect anywhere is mandestory. At all times you must be on guard to protect
yourself from bmkiag security resirictions, particularly when you are in the
canpany of outsiders. You must conduct your life in such & way thet you are not
subject to public censure or private blackmail.

7. Your initial experience will largely determine the value and importance
to you of a career in intelligence. Your reward for entering this service will

e in the ASHRTE AR AP SOSTIIM SCIOR AP TEUR: B0 0F000P0dER JeLL. Ve
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need the most able pecple we can get., Those who are selected should pozsess
2 deep desire to serve their country knowing that rewards can only be in the
{imtangible ares of personal satisfactions.
8. There iz u difference between training and education. Assumably

members of the Program are fairly well educated when they enter it. This
education will, of course, continue as they mature. The puxrpose of the treining
ia to provide tools whareby their education and mental acuity csn be pub to work
in this business. The skills you will gain, added to yowr knowledge and
intellectusl ability, will with experience give you the equipment to become an
sffective intelligence officer. TYour job will be to become as expert as possible
in each area of training and experience you undergo. The cumulative total of
these bits of expertise will produce a first-rate officer. You cannot know in

" afvance when you will be celled upon to use amy psrt of your professional equip-

‘ment whatever it may be. Your principsl objective is to become truly professional
"ii X Q‘M‘il,kﬂ .

~at the earliest posaible mowent.

i

The validity of Col. Beird's carefully considered and highly detailed plans

i

kad been dsmonstrated.

FORMAL TRAINING
The evolution of the Program had followed the sutline ard philosophy stated

in the original Proposal. The formal training paralleled the evolution of the
Office of Training itself. From the outset, the training comprised two elements,
(1) formal clasawork or instruction and (2) actual on-the-job supervised
experience. 1In gach of thesa the ;ndividual was to ghow his sbility and aptitude
for some phase of intelllgence work by his performsnce in it. As far ag the
Office of Training wazs concerned, if he failled in either he 4id not deserve

membership in the Program or the Career Corps.

Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3
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It is important to recognise that the Office of Training was working to fulfill
the needs of a very rapidly growing organization. These were to equip its
personnel, many of whom were untutored in imtelligence matters, to compete with
the products of the well-established snd sophisticated espionage epd analytical
agencies of Communist and other unfriendly countries. In 1651 and 1952, the
eourses offered by OTR were few and necessarily aimed st satisfying immediate Agency
needs. Many supervisers at all levels 4id not "believe in" the usefulness of
formal training to the individusl or to their component. Furthermore, sach
component was trying to prove its usefulness vwhich meant that the sooner people
were put to work on some project, the better the chance of gaining recognitionj
hance no time for training.

Originally, the formal training of the PT's was a "play-it-by-ear" affair.
They were brought on board at thelr convenience, given "wake work™ or routine jobs
to occupy their time until an appropriate course opened. In it they worked or
studied with & conglomerste group of students from many parts of the Agency,
ranging from secretarial levels to GS-13 or 1. Almost invariably the P's,
fresh from top notch scholarly work, completed the course in a cluster at the top
of the class.

The first "class” of Professlonel Trainees reported in July 1951 and
pumbered 17. They attended a course in intelligence techniques for half of ench
day and spent the other half studying Russisn at Gecorgetown University. After
fourteen weeks the treiness were assigned to some division for a 60 - 90 day tri'l
period. At the end of the trisl, they were reassigned as permanent transfers if
found gualified. The fact that many trainees either would never use Russian or
needsd to be trained in some other language eventually led to rescinding the
requirement that all Professional Trainees study Russisn.

Those were the days of "Training-General"” (overt) and "Praining-Special®

(covert) . AmidikdForReichrei20ogoeee : Linikeh78 Tesos Avo0 JddiAshprpt inulty to
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the formal training program for several years. Gradually, the PT's were admitted
to eourses given by "Training-Special™ and officers of the Prograz were allowed
in tuildings ressxved for them and later to o to [N on business.

The on-the-job trisl period was also & haphagard affeir. The attitudes of
supervisors toward the arrangewsst veried even more ihan when the Program beceme
established. PFev ware willing to think of it as a training procefure. MNost
looked on it as an easy way %o pick up s cleared "body”, ready to go to work.
And the sconer he could be transferred from the OTR T/0 the betier. On several
occasions, transfers were put through without cur knowledge or spproval. On the’
other hand, some JOT's heving beard from the greapevine about cpportunities that
seemed appesling would "shop” themwelves, interview supervisors (instead of being
Ainterviswed) and make arrangements of their own, all of which tended to give the

25X1A6a

Program a bded name. 7

As T/0's became restricted the fact that the JOT remained on the roster of
OTR while working for some office during the trial period helped to popularize
the Program. Supervisors saw a chance to get additions) jobs done by "training”
the JOT. Bome tried to take advantage of the JOT to knock down beck logs of
routipe work, This was not treining. One of the duties of our Training Officers
was to insist on his having a yreal training experience.

In retrospect, the Program at first wes an unorganized and hit-or-miss jumble
whote only redseming features were Col. Baird's esgle-eyed supervision, his
insistence on waking it successful, and ths high quality of the PI''s themselves.
But the very rapid expansion in numbers in the Agency, the empire building that
absorbed the attention ¢ so many supervisorz, and the need for ever more personnsl
gave us & chance to get ocur bearings. As the Office of Training grew, mors and
batter courses were developed. Gradually we acquired the means whereby the
stated objectives of the Program could be put imto effect.

H
i

Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3
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The first significent step was the eatablishment of a course in Intalligence
Technigues for JOT's only and pitched at a higher level more commensurate with
thelr ability. It was an immediate success. The JOT's (tbe name had besn changed
by now) responded favorably to the increased maturity and intensified pace. (Mo
repetition of materials, much more required reading, adwanced vocabulary, far
greater coverage, in a word more nearly a graduate school level approach.)

The improvevent in stendards in OTR courses spread from school to school.

I think the presence of JOT's in many of the courses was helpful but more
izportent was the sssignment of increasingly better Agency personnel to tours in
OTR as imstructors.

The next important event was the development of the first detsiled on-the-
Job tralning program late in 1952. This outlined the cbjectives to be sttained
and how they would be accomplished, specified readings and office tasks to be
bandled, and the estimated approximate time which would be required to master %,
each technique. Provision wes made (a) to alter the Program with approvsl of
C/JOTP aa conditions, davelopments, and needs of the Agency dictated and (b) to
provide C/JOTP with periodic reports of the JOT's progress. Such an srrangement
for on-the-job training gained almost immediste acceptance.

Boon the JOT training followed a coherent meaningful pattern viz: courses
in orientation to the Agency, Intelligence Techniques, International Communism,
and the six weeks basic operations course called Phase II (later Operations
Familiarization}), all in a given sequence and begimming at specific times.

These were followed by the spelled-out on-the-job training experience after which
those in the IDP - who hed been successful during the trial period were given the
full operatione course. Note that up to this point, JOT's entered courses open
to &ll qualified members of the Agency except that in Intelligence Techniques,

Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3 . - 13
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As the Progrem proapered, Mr. Baird continusd to press for the best tralning
in besic techniques, methods, and tradscraft it was possible to produce. His
efforts culminated in the development of the First Integrated Progrem which
sterted in September 1958 and which iz a unique chapter in the history of the
Office of Training. All of the resources of the office were focused on this effort
to provide the vary beet training to produce effective iatelligence officers,
sach with proper preparetion in an area where hea could excel.

The class was divided into small groups to each of wvhich was assigned a
senior apd experienced member of OTR s an adyiser, consultant, and observer. At
the end of the headguerters phase individusl interviews in dspth wsre held by
picked officers of the Operstions School to determine which JOT's bad the
qualities and interest which qualified them to be trained in depth for the IDP
end which for the IDI or ID8. Om completion of the specialized training, on-
the jocb trials were arranged as usual,

m_ most important element in the plan was that the entire Integrated Program
was devised for JOT's exclusively and presented at the highest level that could be
ﬁtviud. And it worked! When imstructors could keesp thase exceptional people
working hard, peying attenmtion to lectures, participating actively in fleld
problems, and competing vigorously, sometimes heatedly among themselves AS THEY
DID, they produced very high quality results. It should be noted that the JOTP
staff did not participate in the planning of the courses; such matters were the
provines of the experts in each subject.

ON-THE-JOB TRAINING
From the beginning of the Program the importance of the on-the-job training

was obvicus. In apite of our own inexperience in {ntelligence matters, it became
clear early in the Program that "some jobs in the Agency are most interesting and

Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3 1
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challenging, but a very largs part of our work is deadly monctonous, drudging
routine”. (IG's Survey of the CIA Career Service 30 Jamuary 1960.) |

In planning the on-the-job training, sll sgreed that a certain amount of
routine geve bdasic understanding of the job and tested the staying gquelities of
the imdividusl, s very important characteristic of the effective officer. But to
sssign & highly capsbls young person for a protracted period to s job that could
&mwaMMMmMMMammwn of the Progrem ae
defined by Gen. Smith. Furthermore, it served to quench the entlmsiesm of the
s officer a% the time when the question of his true imterest in our business
was being determined snd should be stimulated. For these reasons, the type of
on~the-job training program that was proposed for him and the attitude of the
offioe superviser were of vital isportance to the success of our effort.

On the other hand, we faced the dangers inherent in giving the JOT hiz own
way snd spoiling him for the disciplined work he would eventuslly do. And as wes
pot infrequently the case, some supervisars resented our efforts to have some
stimilating work included in the training sesipmment.

¥e faced s contimuing need to adjust the relatively dslicate balance detwesn
M two ettitudes., There were frequent contacts by the treining efficers with
supervisers as well as with the JOT's themselves. Our purposesd had to be
explained ; we had to find good positions for our pecple, and we had to serve
the divisions sa well asg possible. To keep & reasonably coherent approsch by
all traiming efﬁu:s we held short staff meetings st the begimming of each day
when we discussed resctions, opportunities, criticisms, new ideas, ete.

FWegotisting for on-the-job training was an individusl matter. By the time
this phese of the Program was reached the training officer h'd gotten to know a
good deal adout the JOT. If the superviser had had experience with us and wee
syspathetic the task was simpls, In generel, we spproached him with the following
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The JOT who is attached for on-the-job training knows that he must prove his
worth and dsmonstrate his fitness for employment., At the same time, the super-
visor has the opportunity to eveluate him in the actusl work of the desk without
being comitted to accept him at the end of the training period.

Inesmich as during this trainming the JOT is the responaibility of the Office
of Training, we reguest from the supervisor a formal statement of the objectives
of the on-the-job iraining and the type of sssigmment which he may expect. This
will allow us to monitor his progress and provide for effective personnel manage-
zeant of the JOT.

In this cocperative effort we ask that should the JOT show inadsqumcies or
daficlencies which mean that he will not be sccepiable for permanent employment,
the supervisor report the fact to us promptly. We do this in the hope that a
re-zezignment can be effected which would be more eypropriate to the interests
of the Agency and the individual.

The Office of Training looks upon the supervisor during the on-the-job
training ss an integral and very important partieipant in the JOT Program. As an
sxpert in his field, it is through his influsnce that the JOT will, we hope,
become enthused to continue and develop a career in CIA.

We recognize thet these young people are in the process of testing not only
their abiiitiea to cope with the unusual needs of the Agency but also their
fitness for s career with us. They are perforce exsmining the rewards and
s;:timetim of this service in terms of their cwn 1ifs objasctivea. Theilr
decisions about continuing in the Agency are often mede during this period.

Experience hos shown that JOT's who have bagun their careers under supervisers
vwho have taken interest in their development, who have provided them with
opportunities for growth commensurste with their ability, end who in the
Clandestine Services have planned overseas experience &8 soon as possible after
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sdequate training --- such JOT's have for the wost p it continued in the Agency.
Those, however, who for one reason or another have not been handled as individuale
who are expected to mske discriminating decisions have resigned.

Fothing in this should be interpreted as a ples for specisl treatment,
coddling, softness, or favoritism in dealing with the individual. R-ther we are
ettempting to ssy that the JOT respects the supervisor who mekes stringent require-
ments of hiwm, sets high standards for the performance expected of him, requires
hard work, end demands his beat sffort. We believe jJob gatisfaction will result
from such treatment and have told the candidate at the time of his recruitment

\

that this was one of our principles. | RSN S

It was important for the training officer always to maintain control over
the JOT. In a situation characterized by close contact and the effort to provide
him.with an interesting snd rewarding experience, it was easy for the JOT to try
to "use" the TO to gain hia own ends. From the outset, steady insistence thnt
the needs of the Agency tock precedence over all considerations helped mightily
in keeping the balance between service and selfish interests.

As long as there were epprecisbly fewer JOT's than openings for them it wes
relatively easy to find an appropriate assignment from smong the opportunities
available, Being 1n a fzvorable barg ining position we could carry out cur non-
buresucratic objectives and, at the same time, serve the Agency well., But, years
lster, after the Program had been radically expanded end the id4ea or principle had
been estsblizhed that all intelligence officers should have JOTP training if
poesible, the problem of devising and auperwisiﬁg sffective on~the-job training
programs became much more difficult. And the efficiency of the Training Officers

was being eroded.

EXPANSION

The Program begen as a pilot operation. Because of the "Korean Incident™ _
Approved For Release 2001/08/31 : CIA- RDP78 0 !
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programs, Tor many years the full quots of civillam alots waa not filled. With
the success of the First Integrated Program, the validity of the original Proposal
was established. Soon two large classes & yser were jnsugurated. This required
dovbling the mumber of slots for the Progran with further increases contemplated
and later autborized. As the military programs began to phase out, 1t dewveloped
that the use of the Program for employees alresdy cn board "internals™ increased
maridly. Eventuslly the various directorates stipulated the nusber of JOTs that
were to De recrulted snd trained specifically for their components --- a far exy
from the earlier technigues of placement after the individual's characteristics
nad been determined and divect contact between the Training Officer and on-the-
desk supsrvisor was the rule., Other changes were taking place. By 20 June 1963,
the new problems that the Program was about to face were smummarized in the
following memo for the record.

“rhe strength of the Program has evolved from the eareful interpretation
of its purposes and objectives %o on~the-job supervisors. These are the parties
responsible for creating an sxperience which motivates the JOT for long sexvice
in the Agency. OCiving him formal training to do the job does mot end cannot
give kin a real spprecistion of its being wortlwhile. Simply to train hin only
to have him lesve the Agency is a waste of all the money, tise, energy, amd
effort that goes into ths selsction, processing, snd training of the JOT.

"huring the years when we were sble to pay betier attention to on-the-Job
training we had our greatest succeas in this regard. More recently with the
mtmetths?romadaniuimimmue in the number of training
ofPicers, the attention of the latter has been absorbed by recruiting and
selection processes rather than the more important function of creating =
comstructive attitude on the part of supervisors toward the on-the-job training.
Since moving to the new bdullding we have been in closer touch with the aupervisors
and feel BRACVAE HavBcingse 20i4aNig GxpaPTeenc3osAtbe2008r0binm hovwever, ve
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have been deluged with applications and interviews of applicants. Toward the end
of the current fiscal yesr we heve been short-handed and over loafled. As a result
we are nov lagging in our attention to the JOT's who are on bosrd and whose caresrs
ave being shaped. Too much is being taken for granted by the superviscrs not omly
in the IDP, but in the IDI also. There are some indicaticns that our contrel i
being wsurped.

“yith the move to the Broyhill Building our contact with JOT'as during
training and on-the-job training and contact with the supervisors will be most
aifficult to maintain, The trip from the Broyhill Building to Headguarters and
return cannot itself bs cospleted in much less thean one hour's time. This will
b umproductive time, unless vays and means are provided whereby we can compensate
for this loss of time which, I might add, must be taken during working hours when
others are available; it will become physically impossible for the training
officer to perform the functions which have characterized the Program and which
bave made 1t what 1% is today.”

In the course of ths last two or three ysars, the Agency had altered the
demands 1t vas meking of the Program. The move to the Broyhill Suilding now
necessitated extensive changes in its methods of operation and, perbaps, its
philosophy. In sny event it could be said to symbolize the end of an era.

HEDSELY

In his book “The Reel CIA", lyman B. Xirkpatrick, Jr. spesks of the "Agency
Jjunior officer training program that was ultimately tc become one of the finest
in the government”. The Program's success was the direct result of Matthew Baird'se
drive to make it just thnet.

Over a twelve-year peried, there were very few fundamental differences
between the Program as originelly plenned and its composition in 1963. This was

not for leck of experimentation or of suggestions from many quarters. There hed
Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3
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been three Directors of Central Intelligence, four Deputy Directors, seven
Directors of Persomnel, numeyous reorgeanizations, many changes in the Assistant
Diractors and Office Heads nearly all of vhom had Interests in the evolution of
the FProgram. Not infrequently imnovations were urged and were tried out. But

in the final anslysis, the care, thoroughness, practicality, and imagination

of his original plan were validated Ly over a decads of exacting trial. This is
a falr index of the ability of the man. One wonders what might have developed if
his ideaa about a Career Coxps had been implemented.

For & pumber of years, he reported directly to the DCI. This allowed him to
implement his non-buresucratic proposals more effectively then otherwise would
heve been the case. Bub even 30 a strange paradox existed: - more than any head
of & tralning or educationsl facility I know of, he had {o work persistently to
"sell" his product to the very pecpls who would profit from it most! —

He insisted that the 0ffice of Training was meant to serve the other elements
of the Agency. This was the basic orientation of every component of OTR, including
JOTP.

One of his frustrations was the difficulty he experienced in his attespts to
anticipate Agency needs such as developing a capability im difficult and/or
unusual languages, e.g. Swahilil, Since there were no currsnt demands, funds and
#lots were denied him. He liked to think he was dealing with "men of good will"
te use hiz own phrase. Nothing irritated him as much as when "operators" tried
to take advantage of his cooperative attitude as, for example, when they tried
to parauade him to accept the assignment of an inferior person as a training
officer.

He insisted on seeing every new employee of OTR at E(D including eack JOT.
Furthermore, he interviewed mamy JOT's when they left the Program in order to get
their views on their experiences in it. Fo one in the Office of Training worked

Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3
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a3 hard as he or gave of himself more freely. He set the example. People of
all levels hsd essy acceas to him. High standards of gualification and performance,
particularly for the JOT's and the Program were axiomatic in his thinking.

He urged the recrultment of negroes for the Program long before General Cabell
directed that at least three be brought on board in each class.

He tried to be fair and to cooperate. On occaslion when OPERS would try to
| gain control of the JOTP he would say in effect "when you can show me that you
can run the Program as well as OTR can, I shall let you have it",

Among many of his subordinstes, he generated s high sense of loyalty. These
comuents which were sent me by one who knew him well for many years illustrate
thiz point. "Balrd led by example. He bent over backward to understand colleagues
of negative attitude and often bent his own position to sccommodate theirs = - - up
to the point where bedrock principle became involved. There he was sdamant.

"For he was a mon of principle and probity. KRothing of hypocrisy was
permitted to touch his character, He shunned personal publicity but showered
recognition upon others. When Baird gave his word, it was his Bond.

"Esployees dependent upon his decisions concerning their futures knew that
Balrd kept his promises. That trait gave his subordinajtﬂ a firmer grip on
rexlity and helped them to heve surer understanding within their familjes.

"Purther, Baird fought for what was right for the individual, the Agency,
and his Country. He wag untiring in his search for quality in human beings. When
he found it, he pushed forward the person who possessed it. By his unselfishness,

he served his purposes beyond the achievements open to narrow self intersst."”
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AND OTHERS

Was assignment to the JOTP as a training officer the kiss of death to the
further development of sn intelligence officer's careert As I saw it, the
experience gained in working with JOT's would not enhence & man's qualifications
for a technically professionsl job. The JOTP could be, so to speak, & tengent of
o return.’ I always suggested this possibility when interviewing men for the
Job. And yet, first-rate men, e&perience& in some phase of Agency work accepted
appointment snd made telling contributions to the Program.

That the training officers had had different types of professional experience
gave breadth to the thinking and direction of the Program in general and, becsuze
of our daily interchange of ideas, helped in the eppropriate treatment of the
individual JOT's by the several men.

One other thing. The JOT'z were bright, capable, already successful in the
many and varied specialties they had thus far undertaken and, therefore, were
confident about their abilities to succeed. Furthermore, these young men and women
were experte in the art and sclence of learning. With them there was no need to
use "pre-view, view, review" techniques; they got it the first time! They could
be"difficult". To be effective in directing their training and in dealing with
them personally, the training officers had tc earn their individual respect and
confidence personally and professionally. And they did!

These men and also the representatives of the Office of Personnel early

* developed strong approval of the Program. As their support grew, so also 44d
their enthusiasm with the net result of continued progrecs. It was they, who in
their dedicated and enthuslastic attack on doing the Job for each of their own
trainees, combined their talents to make the Program & success. The Training
Officers were the active heart cf the Program, and & big heart it was.
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And last but not leaat, the JOT's themselves. Tﬁere was no prototype. They
came from all walks of life, all partes of the country, all types of educational
institutions (granting at least a velid bachelor's degree), all soclal levels.

Each had fundamental qualities of good drains, sound health, psychologlcal and
peychiatric stability, a record of fine performance in some field, an honorable
record a8 a U. 8. citizen, some well-defined area of interest, a strong sense of
responsibility, and willingness to serve his country, if need be in any part of
the world. Furthermore, we actively wanted him in the Program for scme reascn or
other.

There is nothing so outstanding about anyone having some of these characteris-
tice, but when concentrated in one person, they constitute the base of a very fine
and desireble individual. On top of these, practically every JOT was exceptional
;n some area of his or her make-up or experience.

The proof of the pudding wag in the eating. Many of those who have made their
careers with the Agency have been highly successful, achieved distinction, positions
of influence, and outstending ewards. Those who have transferred to cther slements
of the Government have performed equally well. And many who returned to civilian
life have proven by their successes that they could have attained prominence with
us,

My great regret has been that because of my completaly overt status, I could
not keep in touch with many of these friends for fear of "blowing" their cover.

IN RETROSPECT

In retrospect, the conditions under which the Program “"grew up" were just
about perfect for the evolution of a non-bureaucratic concept 1n a bureaucracy.
Everyone was bullding his own empire. Few substantive division and branch chiefs
were interested in any form of training other than that directly related to their
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own work. Each wented to get his mission, whatever it was, started "soonest".
As a pilot program, no one paid much attention to us.

This, too, was the period of most rapld expansion. XKorea was on us. People
experienced in the business were relatively rare. While the numbers in the Agency
vere increasing rapidly, its overall professicnal competence in intelligence
matters seemed to remein about static for some time. This gave us a chance to
learn our end of the business even as our consumers were learning theirs.

No one could predlct what the needs of the Agency would be for any given time.
Thus, the JOT Program could not weke firm plans to recruit and train anyone for a
given position and have him accepted for it. Accordingly, the Program was literally
forced into the procedures and atandards as originally planned.

In effect, we were almost driven into one of the strongest aspects of the
Program which was also a atriking selling point, viz; we did not pretend to predict
what the individual's job would be before we had gotten to know him. We made no
promises about jJob assignments except that we would work diligently to effect

eventual appropriste placement and job satisfaction.

THE MILITARY PROGRAMS

The Militery Programs were worked out by General W, B, Smith, DCI and
General George C. Marshall, then Chairman of the Joint Chiefs. At first, the U.S.
being at "war", a large number of slots were assigned to the programs. As we
found we could not fill them with bone fide career-intentioned men, the nuwber was
greatly reduced.

Although the programs varied in detail, they were fundamentally alike.
Candidates had to be employees of the Agency, fully cleared and on duty. Then
came voluntary enlistment with leave of absence from the Agency, assignment to the
next Officer Candidate 8chool, and after commissioning about one year of active duty

gervice. After this, they were assigned to CIA as part of the Agency's military
Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3

component for the remainder of their tour {2?\ “ﬁnmmﬁxis last period, they
5 e




Approved‘For R8lease 2001/08/31 : CIA-RDP78-063654800200070001-3

would resume their formal training where it left off when they enlisted. In the
first year or so, some men were returned to the Agency as soon as they were
commissioned while others spent the entire tour on sctive duty. (This was early
regularized as above.)

With the Xorean war going on the OCS Progrems were very easy to recruit for.
We were swamped with files of applicants whose real motivations for continued
gervice in CIA were difficult to discover.

Only ebout half of the men in these programs converted to civilian employment
at the end of their military tours. Attrition wes highest of any group, but
consider that -

1. Without this program, we would never have szeen ANY of these people.

2. Those who entered civilian employment with us have made unususlly strong
contributions, and to this degree validated the program.

3. Their military salaries (which we reimbursed) were much less than what
we pald other Just-as-able trainees during the exploratory-training period.

For s relatively short period, we processed, on request, some gualified
"draft bait" from other components with the written understanding that they would
be returned to the original office on reassignment to the Agency.

The Navy program was discontinued first because the Ravy insisted that we
reimburse the pay of JOT's while they were on duty with the fleet (before coming
to us),

The Army progrem was abandoned when the Army changed its method of evaluating
candidates. Until then, we used it in preference to the others because many JOT's
slected jump and reanger training after 0CS. During the five years we were in it,
two JOT's won the Patterson Award for the best OCS performance of the year.

The Air Force program was weskest: 1t was relatively soft. When AF changed
from OC8 to OTS, it became even weaker. One JOT won the top OCS award in competi-
tion with Appubvald JIICRetdmsms 200MR6I3AF GITRDEZS-R34HA000200870001d scontinued

it on my recommendation. NAWCINEMTIAL
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The Marine Corps program was tops. USMC cooperated well And held JOT's to
very high standards.

I am not sure about this, but out of & great many who went through the 0CS
8chools, I can remember only three who feiled to earn commissions. Several others

did not get commissions because of duty-incurred physical disabilities.

B e ——
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-~ THE INTERNAL PROGRAM

The Internsl Phmse of the JOT Program originally was the Junior Personnel
Career Development Program, This metter was the subject of long discussions by
the CIA Career Service Board in 1953 and early 1954! Then a task force was
established consisting of seven senior officers with secretarial help to study
the problem in the best bureaucratic tradition.

Their report £ills six pages plus a covering letter and a Plan outline of

. Tour pasges. There is a "Memorandum of Understanding of Additional Policies and

Procedures for Administering the Program for Career Development of Junior Personnel"
of more than three peges of single spaced material duly signed by AD Pers and DTR.
Then came organization and implementation meetings of AD Pers and DTR each with
assistents who wrote up memos of understanding and memos for the record. The
Tirst consists of notes of agreement on 17 separate items. There follows an
outline of items involved in processing candidates - 28 of them amplified by
explanatory notes "a" through "n". It even suggested that any member of the Agency
who was good enough to be considered for this training should alsc qualifty for
Placement on the "Junior Executive Inventory” which as far as I know died quietly
years ago.

And this was Just the beginning of the papers dated from 2 April 195h.
through 29 July 1954, These were asugmented by an Agency notice of four pages
(distribution AB Inecluding oversess personnel) and changes in the Regulations.
Appication ro:::e:ali: Ee?:a;e“zﬁﬁﬁ%s‘/%‘i’ fé’f’/i'."FYS%7%’5‘365‘5%"‘A388§%867888?9§1m5 devised
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in writing. Hence, cumbersome procedures, elaborated beyond reason, and unnecessary
if pecple had trusted esch other and worked together,

In implementing the Program, we went through the prescribed and complicated
bureaucratic acrobatics at a great rate -- for swhile. The predicted rush of
candidates did not materialize. A and E's preparations to test 500 people were
wasted. The elsborately planned meetings of the joint selection committee took
place with increasing infrequency. Reasons: good candidates were discouraged by
supervisers (even AD's apnd Division Chiefs) who didn't wish to lose their able and
productive youngsters. For the most part, those who were encouraged or sllowed to
jgpply were ordinary types who couldn't quelify. But & few good ones did come
&long.

The first JCD's were trained and placed in 1955. Sometime before the summer
of 1958, the program with slots wes transferred to the TO/JOTP. One of the JOTP
Training Officers was put in charge of the group along with his other duties which
were reduced.

Then, several things that gave point to the value of training for a CIA
career seemed to happen at about the same time. The JOT Program's authorized
T/O was doubled more or less on the theory that we should or could be all things
to all young professionals (to which I took strong exception). Xennedy econcmies
called for reductions in force. There was the infamous 7Ol Program. C/RID/DDP
began nominating some of his better people for the Program. Alsc, more and more
the DDP looked toward us es an escape valve for their personnel troubles. The
numbers of "internals" nominated by the DDP increased rapidly and the training
officer became occupied with them full-time. As quotas were established for the
numbera of JOT's to be assigned to various components a greater proportion of
vacancies was filled by internals. This in turn reduced the amount of new blood

brought in through the Program externally.
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UNIVERSITY CONSULTANTE

Theoretically, the University Consultant (later Univeraity Associates)
Progrem for the recruitment of professional trainees made sense. In actual
practice, it produced relatively few men Oor women who beceme career employees.

Yearly briefings of the comsultants at Hesdquarters were given by top level
officials and were well done, The DCI met with them for perhaps an hour. The 05X 1AGE
"show" et|JJJl] w25 2iveve very well received. To give them an idea of the
standards of the Program, groups of 4 or 5 met for round teble discussions with
some 6 or B JOT's on board, with no questions barred and no Program officers
present. A very effective technique, far better than any statement of require-
menta and left the consultants enthused and impressed.

The consultants were very fine, cultivated people; but it was difficult to
keep up their enthusiassm. There was no satisfactory way of informing them of the
progresa of their cases. Their contacts with the Agency were infrequent,

Recruiters tried to see them, but sometimes this was difficult.

THE WIVES PROGRAMS

Early in the Program, we found that a sizeable proportion of JOT wives were
apprehensive about having their busbands in CIA. Some were misinformed about
the Agency; others were just plain scared about their physical safety. Being in
Washington, it was not surprising that they heard all kinds of disturbing rumors.
Exsmples: (1) children of Agency employees might be kidnaped by Communist agents,
and (2) one of the requirements of the operations course was to seduce a woman in
the neighborhood. BSecrecy, cover problems and lack of experience in handling them,
and being strangers in the community made life uncomfortable for them. Many felt
that as the wives of sble men, other opportunities were more attractive. What to
do to meke the wife less uneasy, more interested, and within the limits of security

more knowledgeable and understanding of her husbend's duties? We worked on the
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aasumptibn that the better she understood the basic nature of his work, its
importance, the need for security, and the function of the Agency, the better
she could support him and the happier all would be.
Gradually, a series of activities were developed for the wives aimed at
meking them feel more a part of the family;-
(e) At BOD, the wife was invited to the JOTP office to meet her
husbend's Training 0fficer and the Chief JOTP snd to get to know the
girle in the office with whom she might talk by telephone,
(v) At the start of each formal training program, all wives were
invited to & briefing on CIA, the JOTP, security, and the cover aspects
of the Job. The Director of Training addressed them on the importance
of their husbands work and later met each of them. Questions were
ansvered. [N ¢ hostess. Coffee was served by JOTP stars
girls at the bresk. The wives got to know each other. Some husbands
Joined them; some did not. A feeling of mutusl confidence and under-
standing was generated.
(d) Cocktail parties restricted to CIA employees at the home of C/JOTP
or some Training Officers.
(d) A "no-host" picnic for the cless, their families or datee and run
by members of the class. ,
(e) Briefings and directions in cﬁ.se of emergency at the time their

husbands went out of town for treining.
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We alsc found that once overseas, some wives were very helpful to their
husbands. It seemed reaao_nable that the better a wife understood the Agency, the
more helpful she could be. If she had worked for the Agency, #0 much the better.
So, we hired some wives whose husbands had been =asigned to DDP for on-the-job
treining, geve them basic courses, assigned them to some other desk (to avoid
competition) until the husband went overseas. It was agreed that the wife would
resign when he was transferred and that there was no assurance that she would be
employed when she was overseas., The husband was the focel point of our interest.

I felt this wse a valuable program. The TD/DDP worked to heve it eliminated
and succeeded on the ground that we should not spend the money or use the space

in our clasases for these ladies.

25X1A

Note: The loglcal extension of these successful efforts was the inclusion

of the wives of candidates at recruiting interviews _
- It proved to be a particularly effective recrulting technique. Wives
were offered the opportunity to participate in interviews, but, at the same time,
it was emphasized that this was not a requirement. In the course of eight months,
I saw 43 wives. Many could not come to the meeting because they could not get
awey from work, or leave the children, or could not afford to Join the husband

on invitee travel for which I could not reimburse them.

One of the most significant aspects of this procedure was the added confidence
with which both husband snd wife faced the uncertainties of CIA employment. The
wife 414 not have to depend on the husband for second hand answers to her
questions. There was opportunity for me to "sell" the wife which, if accomplished,
made his decilsion easier and firmer., And seeing the husband and wife together gave

a better basis for making a decision about him.

- 30
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BELECTION

In selecting candidates we had our standards, but they were not well-defined
because such things Just can't be. Where statistical measurements are involved,
you can always set cut-off points, but eventuslly & subjectlive Jjudgment has to be
made. We were pretty confident that those whom we did select could do well some-
where in the Agency. We wondered, however, about some whom we 4dld not select,
but had no opportunity to study the queation. BSome “"rejects” did very well in
other work.

¥When we were young and small and highly personal we were trying to prove our
point, trying to survive. This meant he as sure as possible that these JOT's
would make good somewhere. We didn't gamble; "when in doubt, reject". By the
time we completed our selection procedures, we had much data sbout the JOT, but

we had no crystal ball to determine his potential for long term service.
We must remenmber that young people are exploring. For the able young man or

woman, CIA can't compete financially with business of industry. Soon after EOD,
they leai'n that much of the work they will do with us will not add to their
coupetence for civilian jobs; or put it another way, five to ten years hence their
opportunity to shift jobs to their advantage will be more limited than if they had
remained in civilian life. The better the candidate, the harder the look he will
take.

There are a great many young Americans who do not want to _"sell goap" or
heving done it, wish to get out of that racket. Job sntiafactioﬁ becomes their
goal. Such people come to CIA very hopefully. We know that if they are capable
enough for the JOT Program, they are able to meke & good living elsewhere. The
differential in salary is tolerated but not enjoyed and in a wsy, it sherpens
the individual's evaluation of his experience. Thus, if Jjob satisfaction is not

forthcoming, he will return to the business world. We learned early that
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appropriate placement includes placing the able young officer under & superviser
who understands these thinga.

The significance of this concept is suggested by the following paragraphs
taken from one of the critiques of the First Integrated Program (provided
enonymously by members of the class at the request of C/JOTP).

"When T accepted a job with the agency I did not know what to
expect. Eight months later I'm still pretty much in the dark. With
this inherent uncertainty go certain questions which I imsgine will
be with me for a long time:

"How strong is my dedication to work? Will I in ten years be
able to look back and feel I've done the right thing not just for
myself but for my wife and children as well?

"If I am forced after several years of work to find another field,
what am T gualified toc do?

"What is my SNAFU tolerance?

"I could go on listing questions which come down ultimately to
the problem not so much of whether this is what I want, but of how
much I want 1%, and of what I am willing to go through to do it.”

As & matter of interest, he concludes his memo by seying,

"I am convinced that this 1g one of if not the best Government
Training Programs in effect today. I am deeply proud of being able
to take part in it, and it is my sincere hope that it will continue

te lmprove as it must to remain at the top.”

TESTS
From the earliest days of the Program, the psychologists on the Assessment
and Evaluation Staff worked on the development of intelligence and diagnostic

tests. Their quality and usefulness in the selection process depended on which
Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3
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sub-tests were used, who interpreted them, and the form in which the results were
reported. For years, (during the series of experiments in testing the tests) all
scores were reported to JOTP, often with penetrating and rather gpecific observa-
tions. later on, less revealing data were reported in more gusrded terms and the
evaluations were much shorter. Eventﬁally, a standard, rather short format was
developed. As new Training Officers ecame on board the test results were used more
&5 ebsolute determinstions of suitability than as generalizations or estimates
designsd to contribute to the over-sll evaluations of individual candidates.

During the experimental periocd it was interesting to compare the differences
in the reports on a given individual. I remember one very unusual case in which
a man (Phi Beta Kappa) was tested once. The date were interpreted for us three
different times, - when he was a candidate, when he left for Officer Candidate
School, and when he returned from his military tour. Each analysis was based on
the statistical figures and sub-tests then in use. These successively claased hin
intellectuslly es near the top, near the bottom, and in the middle of JOT's on
board. Same guy, different interpretations of one battery of tests. The tests
would not have been any good had this not been the case; but which series to use?
That was the question.

When the Medical Staff began using psychiatric exsminstions to decide on the
acceptability of JOT candidatee, a new dimension was sdded to the selection process.
Delays in processing resulted because every case had to be written up in detail
and passed on by Chief/MS, and then writiten approval given before JOTP could take
further sction. This was bad enough; but when the psychletrists began selecting
rather than simply qualifying or disquslifying, we wers in trouble.

The test results were certainly useful instruments. In the honds of certain
diagnosticians, they were extremely accurate and revealing. A candidate who was
rated high usually turned out to be first rate; but I learned that some wﬁu were

rated Low Ajdvet§ ordlelebet) 200 06/8¢d GHROR1F-008E5 AC00IB007000 ey eventuslly
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undertook. The agsessments which were made after EOD were of most value in

determining suitability for permanent assignment.

PROCESSING

For years we were encouraged at the highest levels not to lower our
selection standards. Numbers were not particularly important until after 1959,
Quality was what counted! Our slogan: "Don't take him unless you want him."

The big problem about selecting a JOTP class was that we could never know who of
those approved would EOD.

Originally, the cumbersome and time-consuming methods of processing pspers
and the requirement to check them in and out of each office (aometimes each desk
in an office) caused deleys and mistakes. Leter, a personnel officer was placed
in the office of the JOTP and he organized procesaing in such a way that files
remained there most of the time.

The most significent improvement in processing candidates came when JOT's
were placed in the same "hard-to-get" category as economists and scientists.

This alloved us to bring a candidate to Headquarters for JOTP interviewe and
medical and security examinations at government expense,

When the candidate ceme to the JOTP office, he was firast interviesed by the
Personnel Officer (representing the Director of Personnel) who also told him about
procedures, applicable regulations, benefits of employment, and 8o on. He then
wae interviewed by one of the training officers who decided if he was to be
rejected (checked this with the Personnel Officer) or approved, subject, of course,
to confirmstion by the Medical and Security Offices. Generally epeaking, if the
Perasonnel Officer and Training Officer agreed on rejecting him, I d4d not see the
candidate. If they were in doubt, I made the final decision. I interviewed every
epproved candidste because (a) I was the responsible officer (v) I wanted to

identify immediately with those who would join the Program cted as a sort
Approved For Release 2001/08/31 : CIA- DP78 06365A0002 00706015
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of balance wheel on the standards for the Program as they were interpreted by the
various Training Officers (d) I wished to be sure sll questions in the mind of
the candidate were cleared up, thus avoiding misunderstandings.

For a time, we had an agreement with the Security Office that normal cases
would be completed in about 60 days. But this was discontinued in 1961 and was
never resumed., We also had agreements with the Security and Medical Staffs that
& few appointment slots would be kept availeble for us so that when s candidate
wag fully cleared in the field, he could be brought promptly to Headquarters for
final examinations rather than make him wait his turn which sometimes delayed his
caze a8 much as an additional six weeks! They too, were given up.

About the first of April each year, I would begin to estimate the size of
the July class. This guess was based on the stage of processing each candidate
had completed. We got to be pretty good at it and ususlly came within about
5 percent of the actual count. (But not with the July cleass of 1961! Cuba!)

The number of"declines" and "postpones" would increase in May and shoot up
in June; (over 80 one year -- many more than the number who EOD'ed). The waste
in processing candidates to the point where they could EOD only to have them
decline has been enormous. Much could be done to simplify the procedures as well
a2 to place increasing emphasis on those cases which, as they develop, show more
and more likelihood of affirmmtive action both by the Agency and the candidate.
For example: once JOTP "confirmed" its ection on a candidate, he should be placed
in a special processing category actively supervised by an officer who would be
glven authority to insist on prompt handling. From then on every ressonable
effort should be made to complete processing es scon as possible.

The Peace Corps lost nothing by telegrsphing a successful candidate; -
"Congratulations! You have been selected for the Peace Corps.” Such a device

would be impossible for usj; but to give our successful cendidates priority in
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bandling and let them know they had a "friend at court” would encourage them when
they need it most. There is no law against being highly professional.

PROVISIONAYL ECOD
Assignment to Unclasaified Training Group "A" (UTGA) was the holding mechanism

in 1952 for those who had been employed provisionally subject to full medical and
gecurity clearances. I entered on duty in this category.

We met in Wing A, second floor, of Alcott Hall, The Intelligence School/OTR
was quartered behind locked doors in 4ing B. Their instructors would apeak to us
on internaticnsl affseirs or rgminisee sbout their experlences overseas,
sx1a92 || ozr prieting officer, sometimes called "the Irish Thrush”, and
& master of the mixed metaphor harangued ue occasionally "--and these, ladies and
gentlemen, are the rewards of fishing in the fields of Central Intelligence".

While we were waiting for clearance, many things seemed fittingly mysterious.
There were exsggerated rumors sbout "Building 13". After a visit there, most
people returned to UTGA for only a day or two; others just disappeared. Among the
latter was said to be one JOTP candidate who had been exposed as an attempted
communist penetration of the Agency.

Provisional EOD served s useful purpose but when clearances were denied 1t
becams embarrassing. After several merried men vho had left good Jobs and moved
to D.C. had been disqualified, DTR discontinued using the procedure.

PAY SCALE AND PROMOTIONS

In 1952, EOD rates for JOT's generally were fixed at GS-05 for AB, G8-OT for
MA, and GS-09 for PhD irrespective of the major sublect. Also, at this time, some
JOT's on board were promoted three months after EOD whereas others were ignored
for over a year. After the drive to become "more competitive” with industry hed

begun, the JOTP adopted a 8-07-08-09-10 system and also beceme more orderly about
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promotions while in the Program.

But after a JOT was transferred to a substantive division, there was no
established basis for his promotion as proposed in the 1951 plan. This beceme a
sensitive problem in our effort to support our graduates in the DDP where each
division was sccustomed to handle its own cases.

In 1959 or 1960, the Clandestine Services established a central panel to
eveluate all nominations for promotion. The DDP would authorize a given number
to be promoted and the panel would dole them out. This method worked againet the
progress of DDP/JOT's in their first tour of professional duty and discouraged
a number of them.

Now, for some time, we had been asking for a stable promotion progr-m for
all junior professionals to no aveil. In what might be called an act of
desperation, we suggested a plan for a time table and a system of semi-automatic
promotions from GS-07 through GS-11. This was proposed solely as something to
shoot at. It was rejected as unworkable, but - - - 95X9

Meanwhile, a difficult situation had developed for the Blo0r's required 25X9
each year. There were in the DDP some [l c3-09's of a1l types. Division chiefs
would nominate perhaps 85 for pron;oticn at each semi-annual meeting. About 15
would be approved, or & total of 30 per year. This then boiled down to the
amazing condition that even if everyone who was promoted to GS-10 were a JOT
there would still be ot ocur graduates who would NEVER be promoted: nelither
would any other G8-09! A paper exposing this situation was bootlegged "upstairs”.
Eventually, General Cabell directed that the Career Council solve this problem.

Believe it or not, the Council esdopted the very proposal which we had
suggested as a sample of what might be done except that it cmitted the semi-
automatic "up or out"” provision (also in the 1951 plan) which put teeth into the
ayatem! It worked well with strong cooperation from the DDP for several years,
but graddgidnpvbebEosBgleate 2001/08/31 : CIA-RDP78-06365A000200i70001-3
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NECROES

Col. Baird insisted on the recruitment of negroes years bafore Gen. Cabell
decreed that we EOD a minimum of three a year.

Recruitment was difficult because in general (a) relatively few negross were
interested in foreign affairs or had high quality mcedemic records in subjects
useful to us, (b) the recruiters themselves were rather apathetic about attempting
to interview them because of the low yleld per unit of effort, (e¢) the Security
Office applied the same criteris esteblighed for other JOTs thus causing a good
many technical disqualifications of otherwise acceptable candidates,and
(&) Northern negroes did not wish to live in a southern community such as Washington.

At the initlal interview, I explained th-t unqueationably there had been
prejudice tovard Negroes in the Agency which we were overcoming to some extent;
that there were very few Negro officera in the Agency; that DTR and the JOTP would
support them 100%; that they were, in effect, ambassadors of their race to CIA.

Even under the best of clrcumstsnces we had problems of plscement. Some
operators preferred not to send negroes to Africe because they said (a) they were
not well received by the host country, (b) negroes would object to the living
conditions sometimes necessary to maintain cover, and (c) good cover was difficult
to srrenge for negroes,

So General Cabell’'s orders were difficult to carry out. We kept careful
records of the disposition of each applicant and reported regularly on them.

There were several (6-8) top-flight negroe JOT's who did first rate jobs.
They were respected by their classsmates and were on good terms with them. One was
covertly recruited, trained, and put in place overseas by the Program. Only once
wag I aware of demonstreted prejudice sgainst a negro while he was in the Program.
We never were able to enroll a negro girl.

_ and I epntertained them end their wives at our home with other
JOT's. Thgnerousd Rerdlelensc200io8i31 Ot A-RDRYT 31068654060 20007200088t ings, always
1TIAL "

sent "my love to your wife'.
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WHY THE DDP?

In the days when the demand for JOT's was greater than the supply, we ware
criticized by some (including high level DDI and DDA officers) because most of
our placements were in the DDP., But it was a simple fact of life that the less
actlve components just 4id not appeal to the energetic, leadership-type, or
adventuresome young men and women whom we had recrulted and who also were interested
in foreign affairs.

Such pecple usually have a great drive to see the countries of their interest
and to get to know conditicns at first hand. Indeed, one reason for their joining
CIA was to get overseas; and as soon as possible at that., Those who had been
overseas, such as Fulbright acholars, wished to return.

When JOT's cams on board, they found very quickly that the easiest way to
get overseas was to enter the DDP. Furthermore, OTR courses given by DDP personnel
were often more stimulating than those offered by DDS and IDT representativaaf
Then, too, the DDP cogperated in developing more interesting and effective on-the-
Job triel training programe than the others. In addition, they had more vacancies
open to jJunior officers. For many, service in the IDP was the normal fulfillment
of their decision to join CIA.

SBomething that bothered Administration Officers was the fact that most of
the JOT's who had hsd business training rejected that area of employment. I
believe still that able greduates in Businees Administration who want that kind
of experience will NOT g0 near government. They cen mske more money, have a more
steble life, and get better and more prectical experience in industry. In any
event, owr JOT's, having been exposed to business training, had decided they wanted
anything EXCEPT sdministration. Furthermore, many of the basic jobs in the DDS
and also the DDI were so routine that our highly trained and gifted people had to

be shifted out of them else they would have resigned. There wes one period when
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the _ Plan” to get DDS youngsters overseas went fairly well, but it

involved very few JOT's and was short-lived.

QUARTERS

For the first eleven years, we "lived" in shabby quarters in various
temporary buildinge near the Reflecting Pool. ILeaky roofs and windows, drafty,
rats inside and out, bare board flcoré, poor parking, and scattered buildings.
It is impossible to know how many candidates rejected mppointment on seeing these
conditions, but the interesting fact 1s that during these years, we recruited
many top-notch JOT's, We had s first rate program and we believed in it. We
tried to tell the truth about it and our sincerity in this belief was obvious.
Once we got face to face with & good cendidste, we made s good impression.

While quartered in the old World War II buildings, our training officers
could, with moderate ease, maintain head-to-head contect with supervisors and
with JOT's during the on-the-deak training. It was something of a "track meet"
at times, but the distances were not o great that inter-office visits were
difficult. These meetings reinforced our policy of knowing the JOT's personally
and keeping directly informed on their progress. During the transition pericd of
the moves of various components to Langley, we could not continue these procedures,
but they were resumed when we, in turn, moved to the new building. The "permenent"
divoree took place, unhappily, when OTR was moved to the Broyhill Building, far

distant from the focus of the Program's interest.

CONCERTRATION ON THE EAST

We were accused of favoring candidates from the East and, particulerly,
the Ivy League colleges. Our distribution was uneven in the early days not
because of prejudice, but the conditions dictated it. After sll: -

(1) there was a much greater concentration of recrulters in the East
than in anpprbbed BerRekgse 2001/08/31 : CIA-RDP7,8-Q6365A900200070001-3
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(2} = goodly number of westerners came east for college or for graduate
gchool}

(3) many living west of ths Missiseippi couldn't or wouldn't invest the
money in a new job requiring them to move esst (later we paid their moving
expenses);

{4) except for a few places on the west coast, student interest in
foreign affairs diminished in genersl with the distence west and south of
Waahington, D.C.;

(5) the private colleges and universities of the east could and did fight
MeCarthyism more successfully than the public institutions of other sections;

(6) Wwsshington #as easy and cheap to reach from many eastern cities for
preliminary interviews not so with those from the South and West;

{7} family traditions for dealing with foreigners, particulerly Europeans

ware greater in the east than elsewhere.

NOTES AND COMMENTS

In the course of these years, we beceme involved in meny kinds of activities,
lsarned many thinge thet were not general knowledge to Agency personnel, were able

to give some JOT's unusunl experiences. 25X1X4

It is not surprising th:t we tried out ideas with varying degrees of success,

that our experiences touched on meny sspects of this very complex business =nd

generated many thoughts ebout it. The following notes give some {ndication of
Approved For Release 2001/08/31 : CIAfRDP7_-8f06365A_000200070001-3 -
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the ramifications of the Progrem.

1. The DIR had hoped to set up an extended program for the very best JOT's
which would give them breadth of experience, intensive treining including language
in considerable depth, and a tour overseas, for as much as five years under JOTP
eontrel. This would have involved rotatlon among directorates. In enother schenme,
he suggested that to give people on board the tralning they needed, we replace
them with JOT's for the pericd of that training. This would help the division
with some manpower, give the individual the training he deserved, and provide the
- JOT with some practlesl experience. Nelther idea came to anything. Without someone
&t the executive level to direct and coordinate such long range programs among
divisions, these plans could not work, -- too many vested interests. The Career
Corps would have been the vehicle for these sorts of things.

2. Rotation of the trainee from office to office (as recommended in 1951)
was impractical becsuse supervisors were reluctant to cooperate, the Clandestine
Services were unwilling to glve experience to socmeone destined for another career
service, and the manpower shortage meant that there just was not time for this
"Lwoary”.

3. BRasic Russian for every Professional Trainee was given up as the
Ianguage and Area programs developed, as Agency competence in Russian increased,
and as need for other langusges developed.

L. 1Intensive Language and Area study paid for by the Agency at universities
(stateside and oversess) specializing in some country proved to be not good for
untried JOT's who were too likely to resign after fulfilling the requirement that
they put in time-repayment.

5. The First Integrated Program (October 1958 - July 1959) was made up of
the following courses: - Intelligence Orientation (1 week), International
Cormunism (4 weeks), American Heritage* (2 weeks), Intelligence Techniques
(5 weeks), Appraved fivr Belesise2001103/64t1CHA-RDRZ8I03690000290R4008%rke (6 months)
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or intensive preparations for DDI work. Note that women always took the Operations
Familiarization Course even when headed for the IDP.

*ne 1dea, eventually turned down by the DCI, wes to have the class addressed
by a number of distinguished citizens of various political and philosophicel
persuasions as pert of the section on the American Heritage. (Bomething of the
same gsort was later incorporated in the Mid Career Course,) Subetituted for this

were briefings by asenior representatives of various agencles of' the Goverrment, not
always sffective.

6. After the expansion hed been authorized, the extended courses of the
Zintegmtéd Program were given twice a year, thus complicating the sdministration
of the JOTP and also increasing the problems of coordinsting the courses and other
training problems. A "coordinator™ for the Program was appointed (2 man of great
experience in operations as well as in education) who made & very significant
contribution. He left for important duty Iln the Pentagon and was not replaced.

7. When Mr. Dulles suthorized doubling the size of the Progrem, I made note
in my weekly report that perhaps this "prosperity” might lead to edveraity. I
felt it was a big mistake to expect the Program "to be all things to all people®,
It would be an unkind twist of fate if through the increase in numbers we were to
be forced to abandon the very qualities of the Program which hed made it successful
and desirable.

8. The difficulty in establishing the composition of an incoming group (hence
recruiting end training against predicted requirements) is shown by this typicsl
example., Among those whom we approved for the class of 1959, subject to
completion of clearances, there were 61 who entered on duty, 51 who declined
sppointment for their own reasons, and an apprecisble mumber of others who were
disqualified by the Security or Medical Offices or the Panel.

9. Pressure from Agency officiale to admit special cases to the Program
diminished in inverse proportion to their rank. Mr. Dulles and General Cabell
always took the trouble to indlemte their desire for objactlive handling of the
cese. But, if and when a person was rejected, it was wise to have sound reasons

Approved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3
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1l. Of the JO@E classes, usually between flve snd ten percent were women.

In order to get a certain degree of meturity among them, we required either a
Masters degree or st least one year of significant work experience after the
Bachelor's degree. Meny had fine competence in a language. In a few cases, they
did outstending work overseas and many 4id very well in the DDI. But many married
and left while others became dissatisfied because they were not promoted as
rapidly as the men in equivalent jobs. Others left because they could not get
overseas. It was not always easy to arrange satisfactory placements for them.

12, Attrition of JOT's for ell reasons while in the Program (up to two years)
was lesg than 2%. This does not include those in the military'programs who did
not accept employment as ctviligns at the end of thelr tours of active duty.

13. If a person were good enough to be recrulted for the Program, he was
also bright enough and active enough to react very strongly against any misrepre-
sentation in the recrultment pitch. This points up the need for all concerned
in the processes of recruitment to be scrupulously honest about everything they
say end do in this connection and also the need at Headquarters for busineas-iike
actlon, prompt esnd direct treatment once action is initiated.

1k, It was essier for recruitment to sell a cendidate to almost any
substantive division than to JOTP. PFiles of economiste were sent directly to ORR,
gclentistes to OSI, business admins to Iog and 20 on. As & result, the number of
well-gualified specielists nominated for JOTP was small.

15. As candidates, Mormon missionaries had valuable bullt-in assets such

as: abllity to get along well with natives of a foreign country and sound knowledge
of its spokRBravegiieReledanrRRMNS/d 11 ARIR7806300AA02000 vk capacity to

i) =
adqfust to Aifficult conditions: and conscientiousness and lovaltv. Cgﬁglr f?h LN-”AL
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16. The better the JOT (intellect, ambition, academic background, interest
in performance, accomplishment to date, and general promise), the more difficult
it was to give him job satisfaction, hence to stimulate his interest and, in the
long run to retain his services in CIA.

17. Problems of our serving the DDP and at the same time maintaining the
principles of the Program grew out of the frequent rotation of those who super-
vised the on-the-desk training. We would reach mutual understanding of its
purposes with a desk chief only to have him transferred to an overseas post.

Then we would have to start all over again to cultivate his replacement who,
unheppily, ususlly knew little sbout the Program.

18, Pre-employment polygraph and medical examination were combined with the
Headquarters interview of candidates thus saving travel expenses for later inter-
views and giving candidate provisional decision pending final clearance. TFor a
time, we had sn arrengement whereby we were notified by telephone soon after the
candidate had completed his examination if his approval was clearly not in
question. This allowed meny candidates to consolldate their plans early, hence
accelerated EODa.

19. Not infrequently we learned from able, relatively new employees that
they had not been told of the JOT Program during recruitment, After EOD end upon
learning of the Program, they often sought transfer. This was one reason for
eatablishing the Internal Program.

20. Recruitment Por the class of July 1961 was diseppointing after we had
expected a full quota. It was not until sfter the Ray of Plgs that we learned |
that processing of our candidates had been greatly delayed because the Security
Office assigned priorities to that operation.

21. 1In the early days, the Chief of Recrultment arranged trips to Europe
(complete with minlature tape recorder) to interview possible candidates who were
overseas ohppedieddidpReledse zwwajmﬁmmmeoe:t@sheommebém for JOTP
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2%. Recrulting those n
avards vas attempted. They were first-rate prospects but by previous agreement
we couldn't mpproach them before the selections were made and by that time 1t was
too late, ‘ |

24, The Medical Office proposed psychiatric examinstions for wives before
husbands EODed. I opposed it as impractical, expensive, and would hinder recruit-
ment in several respects,

25, At one point when the Assessment and Evalustion Staff was a part of
the Office of Training, a pretentious effort was made to establish a nation-wide
testing program in collasboration with another agency. For many reasons, it was an
impractical and unproductive venture and the elaborate Joint project was abandoned
after two recrulting sessons,

26, It was suggested that graduates of the military academies who were not
commissioned be reeruited for JOTP in spite of the fact that the reasons for
withholding their commissions, usually medical, were also disqualifications for
the Program. Eventuslly two gradustes of Annapolis came on board. Because of
‘their medical histories they were given restricted dutiea. They soon saw that
their chances of competing with JOT's for good jobs were low and they resigned.
Also, one young man was brought East from the Alr Force Acedemy snd given the red
carpet treatment to no avail. This experiment was a fallure.

27. The ides that the JOT's should not be counted on the operating T/0 of
the Agency was not accepted. I argued that they were hired tc be trained and until
they were treined they should not be counted as effectives. Like the cadets and
midshipmen at West Point and Annepolis, their duties were to learn end to prepare
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outside the Agency operating T/O reduced our opportunity to be more useful. We
could not plan to set up competencies in anticipation of needs.

28. Bome recruiters claimed that the term "Junior” in the name of the
Program made it difficult to recruilt mature people as we requested., I claimed
that as far as being professionals in intelligence was concerned they were and
would be junior officers for some time. The original proposal stated that "GS-09
embraces Journeyman Intelligence Officers". Eventuslly, the name was changed to
the Career Training Program and JOT's became Career Trainees.

29, There were occcasions when a substantive division which had spotted a
candidate would ask us to train him for them on "Directed Assignment”. He wouwld
come into the Program with the explicit understanding that on completion of his
training, he would be reassigned to that division. Sometimes as the individual
learned more mbout other opportunities in the Agency, he would ask to be relieved
of his agreement. This then became a matter of negotiation between the sponsoring
division and him. We kept out of it.

30. Occasionslly, Career Agent status was urged on trainees by some IDP
divisions vhich were having "numbers problems”. I advigsed ageinset this course:
there were too many chances that scmeone at Headquarters would take advantage of
a JOT while he was overseas.

31, A Summer Intern Program for graduate students was impractical at the time
because: costly to clear, difficult to find interesting short term assignment for
e complete neophyte, uxiwillingness of DDP to have him arcund and of IDI to grant
8T clearance. The only time we tried it, it backfired in several ways.

32, A SPAT Program (Special Assignment Trainee) was a proposal which
amounted to modification of basic JOTP requirements in order to employ unusually
qualified specialists who might not be physically fit for FD/G. It never got off

the ground. Some opposed it on basis that these people might be considered “second
eclass citibppEQved For Release 2001/08/31 : CIA-RDP78-06365A000200070001-3 - 47
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33, TIf there is one thing a bureaucrat dislikes it is the concept of a second
class citizen. PFurthermore, it is almost impossible to make him understand that
in sny group half of its members ere below average. By the game tcken, he resents
the idea of special treatment for a chosen few. 'In the early daye, when tbe JOT's
were referred to as members of an "Elite Corps", there was trouble. We did our
best to play down this reputation, but prejudice toward our kind of "diserimina~
tion" continued for years, happily in decressing amounts. We had to live with
it; thet was what the Program was all about.

3%, I call attention to wbat I suppose can be described as the resiliency
of the recruiters, Their problems were fer mors complex than those of the
ordinary men in their profeasior_z/ and the rewards fewer. In selling Agency employ-
ment they were hampered by secrecy requirements, non-competitive salary scales
in many types of work, uncertsin promotion predictions, the long clesrance walts,
the indignities of the polygraph and psychiatric examinatlions, and security
restrictions in general. They suffered many frustrations, too. They were the
only emsy contact with the Agency a candidate had for a number of months, and
frequantly hed to apologize or make excuses for inadequacles of the organization
they had been building up. This wes embarrassing at best and it happened
frequently. Yet somehow they stuck to their jobs, showed enthusiasm, and worked
hard.

35, Mr. Dulles wrote that " ---the ability to judge people iz one of the
prime qualities of an intelligence officer". Our problem was to obtain for the
JOTP stdff tralning officers who could judge people who in turn could judge people.

36. As a matter of interest, a copy of the graphic outline of the original

Proposal of 1951 is attached.
37. 1In 1961, cne supporter wrote: "The JOT is essentially one type of

animal whose breed must remain relatively pure lest he become a mongrel®.
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