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CHAPTER I. Introduction

1. The 0ffice of Training in 1965

John H. Richardson became the Director of Training in January

1966. He had had an excellent opportunity to become familiar with

the policies, the procedures, and the peracnnel of the Office of
Training during the preceding year when he occupled the post of
Deputy Director of Training. The position of the Office of Train-
ing in early 1965 was summerised by its retiring Divector, Matthew
Beird in a memorandum to the DD/S on 19 April.
Me. Baizd listed four basic principles which were guiding OTR
mmgemen’c. gt that time:
| a. OTR conducts no training in CIA which can be done
outside with comparasble efficiency, economy and security.
The Defanse Department schools have given excellent support
and are generally responsive to Agency requirements, as is
the Toreign Bervice Institute vherever possible. A variety
of external training is also avallable in the mnagément.
and executive development flelds.

h. ‘The O0ffice of Training conducts no training which
enn be done with comparable efficlency and economy by other
somponents of CIA, e.8., :cfommicatims training, medical
technicians training, security investigator training, and
'Hsntmining OTR, however, provides instructor training,
training support, training aids and guidance when requested.
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e. Instruction in OIR im given by experienced in-
telligence officers and not by academicians., This is
sccomplished by the rotation of experienced officers to
OIR for two-or three-year tours and rotation of OMR in-
structors to the Directorates for tours as intelligence
officers.

4. OTR avoids the use of lectures wherever it is

A

posaible to use a betier teaching technique. Heavy use is

mude of the case method and field problems, for example.

In the Operstions Course, for example, only one-sighth of

the tipe is spent in lsctures.
2. Unique Features of OTR in 1065

Mr. Baird also pointed out certain unique featurss of the
CIA training effort, the primery ome being that cover and
security problems limited the amount of training that could be
done externally. He algo noted as a unique feature of OTR train-
ing, the low student-instructor ratio with much of the training
necessarily being done on a tutorial basis. The third feature
of training consisted in ite being largely permissive rather
than mandatory, with the Career Trainees being really the only
sxployees for vhom training was required.

The Director of Treining also noted mome special featuras

of OTR in which he took particulsr pride:
8. The facilities | | 25X1

b. The Junior Officer Truinee Program, which he felt

2
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was the best program of ita kind in or out of government.
_ ¢. The language Development progmm.d.'m Sghool

of Intermstional Communism and its use outside of CTA as

vell az inside.f.The Managsment Training program, 6 The off-

campus educational program, in which CIA has led sll other
government agencles,

I+ would have been inappropriate for the DIR to have sur-
faced OTR problems in 3;:‘5. peper vhich had been drsom up pri-
marily for use of DD/S in briefing Admiral Raborn, nor were
they identified in a paper drawn up in the middle of July 1965
containing assumptions about the direction Training would take,
in response to s requirement for long-range plamning., This
planning paper expected an increased demand for advanced courses
in opsrations and intelligence as well as for the training in
sutomatic data processing (ADP). It foresaw the strengthening
of career training and mid-career training as well as language
training and predicted the need for s progranm for Agency senlor
officers would be acknowledged and steps taken to establish it.
Tt also foresav a larger investment in training at extarmal
faclilities.

3. leng-Range Goals as Sesn in 1965
An additional paper Torwarded from OTR to the ID/S on 2

Noverber 1965 contained certain new ideas and additions to the
long-range assumptions which had been submitted in July. It
stated that there were five goals that the Office of Training

3
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hoped to reach in the next five years:

a. The preparation of programmed mmterial in subjlect
matter that lends itself to this method of teaching.

. The lengthening of the pericd of training of
Career Trainees to allow them sufficlent tinme to gain full
profesasional competence, including language competence and
denk experience.

¢, The identification of requirements for forelgn
language competence by Agency components and attention
given to increase the Agency's pool of emplovees qualifying
in hard languages.

4. The setting aside by each Agency component of e
specific number of slots on its Table of Orgsnization to
be used for careerists who are required to take extended
treining to meet professionsl requirements.

@. The establishment of & program for executive
dovalopment to de administered at the DCI level, this
progran o include perticipation in formal courses both
internal and externrl snd specified rotational assignments.
The statements of these asgumptions and goals yrovide an

inddcation of the directions in vhich OTR menagement wishad to
move, at the time when a new Director of Training was preparing
to take over.

L
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CHAPTER II. Major Developments

1. The Problem of the Rotation of Instructors
&. Background of the Problenm
From the earliest days of the Training Orgoniza-
tion, one of the grestest problewms i1t had alwmys faced was

the procurement of operationally experlenced inatructors.
The Chief of TRD, identifisd as sarly as
1548 the problem of obtaining experienced instructors on

a systematic basis, as a1d all his successors in later
ysars, but the problem had never basn solved satisfactorily
and it mads itsel? known forceably to Mr. Richardson soon
after his arrival in OTR. In January 1965 a h0% turnover
in the instructional staff | | within six months

wan predicted and an indicstion wvas very much neseded from
the Clandestine Services concerning the ingtructors who :
would be rotating to OTR. This kind of sitwation seens trle
have been & chronic one. |

In Jemmry 1966, just sfter Mr. Richardson ssswmed
the Directorship of Training, the DD/P Training Officer msde
& proposal to transfer all the positions ocoupled by Clan-
dsstine Operations instructors from OTR to DD/P; these
slots would then be filled by DD/P, with the review and
approval of the Director of Training. In other words, all
Clandestine Services personnel would serve ss a training

5
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pool and rotation would be hendled by DD/P, applying the
policy that sll CS personnal would be expected to perve
in a tesching capacity some time during thelr careers.
Tt vas fali that the actual integration of these {trsinling
positions into the C8 would eliminate the rotational prob-
lsn and assure the fiow of qualified ingtructore. It wes
also recognized that if the same ides vere spplied in IB/I,
DD/S&T, and DD/S, it might reduce Treining us & career
service almost to extinction. As a matter of fact the
DD/S 444 not favor this ides and it was clesr that there
were many technical problems involved in such & shifi) 1t
was eventually dropped. In & memorandum of 18 February
1966 to DD/S, the Divector of Treining commented on this
proposal, pointing out his conviction that training is

/ beat conduoted by officers experisnced in thelr field
sibstantively and ourrently, and that the approach used
during the previous Tifteen years had not been sufficlently
effective in preducing substantively well.gqualified train-
ing officers. Yot only did he find that Training careerists
were too of'ten regarded as second-class citizens by other
components, but slso that C3 officers on rotation within
OTR had a common fesling that they hed been mssigned to
OTR because they had failed to mesmsure up within the CS.
Fe felt that the OTR {mmge wvas lmpairing the training
function and that unless the top Agency officers maintained

6
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& vesl imterest in the progreas of the training function,
short-sighted sub-unit heads within other components
would eontinue their hapharard efforts to palm off un-
wanted officera onto OTR. He feli that it was important
to maintain a central Office of Training within the Agency
and to avoid fractionslization of the training effort even
though he Aid have a certain acepticism as to the wisdom
fé Jg meintaining & large Training career service,; se there
would alvays need to be a mechanisnm for providing conti-
miity in doctrine, course content, techniques, programming,
and related funciions.
b. The Policy Statement of March 1966
In response to the gqueations being raised sbout
orderly rotation to OTR and the €S attitude towvard a towr
with it, the Deputy Dirsctor of Plans, Desmond Fitzgerald,
signed on 1 March 1966 & memorandum sddressed to all his
staff and division chiefs vherein he stated his beliel
that the Clandestine Services officeras had an obligation to
serve in a teaching capaciiy as part of their career dsvelop-
pemt and it wvas his desire that the better officers at some
period in thelir caresr serve at least one towr of duty with
the 0ffice of Training. Whiles aware that in the past an
agsigrment to OIR had had wmplessant connotetions from the

point of view of the officar’s career, he wished to dispel
this beliel once and for all. He announced that an OTR

T
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tour would be considered as one of the important criteria
in the over-all evaluwstion of (3 officers and, more im-
portantly, that the officers themselves would be the
ultirate beneficiaries of such a tour of duty. The DD/P
Treining Officer followed up this staterment with a memo-
randum dated 18 March 1966, which specified varicus rulss
for rotation to OTR, including the gqualification that
anly officers with a fitness report of “strong” or betier
woald be sssigned. It furthsr placed the responsibility
for selection of €S officers for rotation on the Chairman
of the Fersomel Mansgement Committee (PMD).

Humerous @iscussions and memoranda ensued. The
DIR provided the DD/S vith a lengthy analysis of the prob-
lem in a memorandun of 3 May 1966, pointing out that there
had bean a totel turm-over of the Operations Instructionsl
stafl evary three or four ysars, but OTR snd the Clandestine
Services had been unable to establish systematic rotational
procedures even though OTR had wanted to keap one half of
the training positions £11led with C8 officers vhile an
equal muber of OTR officers rotated to operational assign-
mants.

The DID/P policy statement of March 1966, did not
solve the problem. In s memorandum of 1 February 1967, to
Mr. Fltzgerald, Mr. Richardson ssid that while he could see
some progredss in the quality and morale of (S officers on

8
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rotation to OTR, he was convinced that the progress had
not been sufficient and would not be with the approaches
and concepts being used. Almeost no one in the uppsr
fittean percent of the (3, mid-careerists or older, had
beaan assianed tec OIR in the preceding three years. Clan-
dastine Services officers with OTR still had the feeling
thet they were conaidersd by their DD/P collssgues as
second or third rete. He 4id not feel that two years in
training represented an unreasonable diversion of a highly
able officer's oareer and he felt, in fact, 1t ought to
enhance 1t, inasmuch az it provided an advanced trade-
creft training for the rotating officer. Mr. Richardson
stated that he recognined that the top officials of DD/P
were trying to improve the situation, but he nevertheless
believed it neceasary to face the fact that the situation
had not been improved and would not be unless additional
stepos were taken.

e. Difficulties in Ymplementing the Policy

On 3 Fedruary 1967, tha Personnel Management
Corerittes Chairman pointed ocut that the personnel situation
vas very hight, but forwarded the nawes of eleven officers \
nominated for assignment to OTR by various components of
DD/P in response to the PMC call. Tha DTR, on 14 February
1967, baving completed a review of the files of the nomi-
nated officers, informad the PMC that he regretted very

9
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mich having to say that the roster submitted was a
sharp disappointmant, falling far short of the require-
ments for skill and exparience, for performance records,
and in ganeral he felt that it reflected a failure within
the DD/P 4o accept the respensibilities and 4o observe the
ariteris cited by Mr. Fitzgzerald in his meworandum of 1
March 19656, The DIR rejacted seven of the nominees and
accapted four, Shortly efter this, the PMC nominated
additionnl and better qumalified candidates.

4. Serious Situation In OTR

In FPebruary 1967, the Chief 25X1

sent & memorandum to the Director of Training, pointing

out that his teaching staff would commence three major
courges of instruction on 1 May, with an sdvance enroll-
mwent of 202 students, with six instructors scheduled to
be lest prior to the start of these courses and gleven
additional instructors eligible for rotation in the sumer
or sarly fall. He vms able to visuslize the loas of seven-
tean out of twenty-seven instructors in Opsrations trsining
bafore Auvgust, but unsble to discern a single committed
ingtructor replacement. He proposed an immediate freeze of
the registration for the courses scheduled to start 1 May,
making other additional suggestions which would provide
temporary relief but would not solve the basic problem.

In June the DIR wrole a memorandum to the PMC

10
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sccepting sore individuals, rejecting others and pointing
cut that the problem was even vorse since nine additional
ST officers were belng released for assignments to Clan-

destine Services. A oonsiderable exchange of correspondence
Tollowed on who was being released, who would need replace-

nant, ate. \ _
The Deputy Director of Training, on 14 July 1967,
wrote & memorandum for the record summariring his findings
in regard to the problams of m{‘.ién during a recent
vigit | | He bad found deep concern among the
porsonel of the Omratima Courge staff, vith lov morale
among the DD/P peopla who had gotten the feeling that they

had heen put in lisbo and were somehow tainted, since there

were no uﬂimnta for them back in the c8. ¥o 08 officer

in the group| |at that time had been promoted
vwhile servinz there. The net result was & conviction that
this sasigment | | vas something to be overcous,

if not avoided. It wan also clear that the instructors
were 80 busy that they did not have time for personal
developmant and that OTR wvas e long way from meking & tour
with Training preatigeous. The DDIR's findings were for-
warded by DTR to Mr. Fitsgerald on 1T July 1967, with the
DIR pointing out the obvicus fallure of past and current
sfforts to resolve the situstion and he offered several
possible approaches,

11
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. Hesolution of ths Problem

The problem, however, waa well on the vay to
solution by Octcbar 1967, following numerous sdditional
discussions, The new DD/P, Mr. Karamessines, signed a

| |of 11 October 1967)
getting up & CS/OMR Subcommities of the Pergonnel Manage-
want Commdttee with the following members: the Chief of an

Operating Division as Chairmen (to be rotated on an snnual
‘bagis), the Deputy Chief of Operational Services, and the
Dirsctor of Training or his designee., The Subcommlitee

vas asked to dsvelop snd recommend to the DD/P for spproval
the criteris and standards for the assignment of C3 officera
to ingtructor positions in OTR, The Subcormitiee was to
select the CS officers each year.

In January 1968, the Subcommitiee submitted ita
statemant on the criteria and standards for selectlion snd
assignment of C3 officers to OIR. This statement was con~
ewrrad 4n by Mr. Bannerman and approved by Mr. Karamessines.
The criteria were in line with the desires of the DIR and
provided for the selection of strong individuals on an
orderly basis., In February 1965, the DIR noted that he
wis plessed with the status of the effort to identify CS
officers for rotational tours, that the caliber of the
candidites vas excallent, and ha noted that the promptness
with which the project was completed astablished & record.

12
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The DD/P emphasized his position in & 25X1
X1 ( to all Chiefs of

Stations and Bases on the subject of responsibilliy of
DD/P officers for doing some teaching as part of their
carser development. He stated as his policy that future
wenior officer_g at some point in their csreers ghould have
served ’a.t least 'zmla tc@uf of duty with Training, and he
wvanted to make sure that everybody understood this. I
thers had been negmtive connotations with reaspect to
Training sspignments in the mest, they no longer applied.
He concluded with additional remarks on the subject of the
sdvantages of & teuwr Iin Teaining.

I4 can be said then that in 1963, the DIR had
succesded in chtaining & solution to the long-standing
problen of the rotation of instructorz between the Clan-
dngtine Services and the O0ffice of Training; policy,
eriteria, and procedures for orderly rotation had been
egtablished. The system thus set up obvicusly would
nead continuing attention; neverthaless, the fact that
1% had been set up was an schievement which was bound to
be of long-range benefit, not only to the Office of Training,
but to the Clandestine Jervices, inssmich as it would add
to the professicalism ¢f the potantial leaders of the (S5,
a3 pointed out in & memorandum to DD/P from DIR on 18
Novenbar 1968,

13
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2. The Prgblem of Ianguage Training
&, Introduction
The first Agency language regulation appeared in
Pebruary 1957 after more than & yesr of intensive study and
coordination had been invested In it by OTR. Tt provided for
buflt-in revards for formal language study as well as for a
maintenance program and veluntary study. An integzral pert of
the language program was the Language %nﬂcaﬁimg Reglister,
which listed the yroficiencies of Agency smployses in varimm
languages, based on their own claims, mont of vhich had never

besn tested. The avard feature did not vork out well. It
proved to be costly without assuring that the Agency would
beneflt accordingly. As a result of the points raised sbout
the progranm by OTR, an Agency Ketice was signed by Mr. Dulles

X1 | | announcing the termination of the
granting of language avards for budgstary reasons and in con-
sideration of Agency neads.

On 21 January 1965, the ID/S (Col. White) was
briefed on the status of the Agency's language Training
Program by merbers of the Language Se?;ao}-.af OTR. OHR
mpokagmen pointed out that as of ths,f.l tima the Agency had
trained about 1000 students each ysea.r for the preceding
ten years. During Fiscal Year 1964, there had been 316
studants in the Voluntary Language Training program and
595 in directed training, with 26 languages being involved

in these programs. A matier of concern to the Iangunge

14
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School was the nunber of tutorisl clasaes, there having
bean in FY6: 56 classes which eontained only one man
each. This trend wveas asccelerating; in thé first bhalf of
FY65 there had been 60 such classes. It was pointed out
that with the elimination of incantive pay there had been
& dafinite descresss in thgvolthnw language training
program with about 50% of the students dropping out of
courses before completion.

This briefing 1ad to a general discusslon of the
nasd for a long-term language training program for tha
Agency and as & result, Col. White asked for a formal
report on Agency language Planning and tralning which
conld be pent forvard to the DCI if appropriate. He
wags particularly concarned vhether the voluntary program
vwas marginal or not. It vas also clear that there vas &
nead for OTR to work with the Clandestine Services in terms
of the establishment of requirements, particularly for the
harder languages. The study 4id not seem to mmke much
progresn during the suwmmer but in July the Clandesgtine |
Services requested a rostsr of their personnel posseasing
an operational fluency in caxtain foreign languages. DBecause
of this need to 1dentify employeea possessing intermediate
or higher levels of proficiency, an intensive languaze-
teating program was then undertaken by the langusge
Training School. In early August, 95 employees were

15
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tested for oral proficienay in Spanish. Eighty-four
additional C3 employees vure earmarked for testing but
ware elther wungveilable for testing during the scheduled
pericd or disclaimed any actual proficiency in the langpumge
and declined to be tested. Fifty of the individwals ex-
amined had previously clained a Spanish-speaking proficiency
of intermediate or higher but only 35 achieved this level
on the test. French was tested in Septembsr and Germsn
in October.
b, Fermation of the Study Commitiee

In Septeuber 1965, the DD/S (Mr. Bannerran) called

for & detailed briefing on the langusge program and the lan-

guage School, with particular attention to the voluntary

progran, the Agsncy language policy, and the testing pro-

gram. As & result of this briefing, he announced in October

the formtion of a commitise to raview and come up with

recommendations for an Agency language wﬁm. This comitiee Lwad

to be chaired by Mr] | {ops) ;,\F(DDP), 25X1
Mr. |:| {DD1), and Mr. {DpseT) ,,{.:nh Mr. 26X%1
and W.:lprticimﬁng a8 OIR representatives. The

profuct of this comitiea'’s work was a "Report of Working

Group ¢n CIA's Foreign language Program" dated Decenber 1965,
The ceordinated recommendations of this peper were approved
by the DDCI (Mr. Helms), on 1 February 1966, and incorporated
in a notice of 11 May 1966).

156
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¢. Formtion of the Langusge Development Cormittee
The Agency langusge policy as approved by the
DDOI mada the Office of Training the single most important
Office in earrying out this policy. In order to deal with
thig problem, the DIR appointed the DDIR, Mr.

to be the Chalrman of the "Agency Committee for langumge
Devalopwent” with each Directorate providing one senior
officer for this comnittiee.
d&. The Few Regulation
The committee had many complex problems to

rasolve and many conflicting interwsis to reconcile. A
detailsd account of their deliberations would not be ap-
propriate; suffice it to say that in March 1969, after

thres years of condinuing effort, an agreed upon regulation

vas published { of 10 March 1960 -"lLanguage Devalop-
mant Progran”"), This regulation spelled out the ilrplemen-
tation of the approved Agency languapge policy. The rsal
achisvement of this commitiee was 'bhe eatablishment of
planning as an integral part of the program. More specifically,
Directorates ars regquired to submit anmual forecasts of languwege
nesds. The regulation slso provides for the cleaning up of

all untested proficiency olaims and for the rewarding of pro-
fietancy in crucial langumges by appropriste step increases
wndey specified conditioms. The regulation also provides

for the re-egtablishment of the volunteer languege study

17
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progranm and sats Torth clesrly what the instructional
ragpongibility of the Language School will be: Begiming
in January 1970, the Committee mat turm iIn shatus reports
for each Directarate to the DCI.

e Dmel  [Suvey

Pecauss of the many prodlems of securiiy and

cover within the Langunge School, the Director of Training
requested in August 1967 thet & survey be made by m tean
which would give special attention to these problems. As
a result & languags Training Survey Group, headed by Mr.

of the Central Cover Staff, mdle a careful study

of the situation and imsusd e veport dated 26 June 1963,
pointing vp sctions that might be taken.
The Problem of the Caresr Treining Progran {crr)
a. Change of Nama
Trom its inception in 1851, the Agency progxan
for the recruitment and training of s selectad muwber of

yomg college gratuates and qualified smployses for an
Agency career had been known as the Junler Officer Trsining
Progran (JOTP). In January 1965, representatives from the
office of Training and the Office of Personne) came to the
canclusion that the word “jJunior™ was both wnfortunate and
misleading and proposed to mubstitute a titls which would
snphasize thamamctofthsmmm. It vag then
rename8: the "Caveer Trainee Progrem (CTR)".

18
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to say, the extension of the program posed s great
mny 4ifficult problems for everyone connected with
‘the CT program, not the least of which being the
scheduling and dove-talling of all the courses and

facilities, particularly At a meeting 25X1

25K1 | |4n August 1966, genersl agreement was
rerched to establish a "three-cycie” training program
snd to make adjustments in the length of various courses.
The other OIR schools had to adjust thelr acheduling

generally to fit this three-cycls program genersted

X1 A few days later (25 August 1966}, the

Executive Director Comptroller approved the two year

training program for C8 CTs, starting with the class

of Jamuary 1966, subject to the availability of funds.
4.  Cubt-back in the Tvo Year Program

Before many months had passed, dissatisfaction
with the two-year progran began to be voiced more and
more, not only by the instructors and the CT Stafr,
hut also by the CTs themselves, who generslly were
eager to get to work and resented additiona) months
apent in classes, particularly where they vere unable
to see the relevance of the added training. In April
1967, the IO recommended a cut-back in the length of
the program, and this was accomplished & fevw months
later, without the two-yesr program ever having been
carried out.

21
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#. The Problenm of the Nunber of CTa

The scheduling problems wera exceeded in
somplexity by the problem of the number of CTs to be
brought in on an annual basis, as this depended not
only on the rate that they could be assirilisted by the
Directorates, but also on the rate at which they could
be recrulted and the length of time that budgetary con-
siterations would permit them to remain on OTR rolls.

L3

At the and of 1965 the program seemed %o be
hemding for trouble. In the face of the increased

22
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requirement, the input of applicant files vas lower
than in the preceding year, Withdrawals and declinations
by applicants were abnormally high and the average time
required %o process a case from applieation to final
alearsnce vas trending upward to five or six wonihs.
This situstion resultsd in a concerted effort to apeed
up by all the Offices concerned with recruitment, pro-
cessing snd progran sdministration, with the result that
by April 1967 the elapsed time was cut very considersbly.
 Also by April, the mmber of applicant files incressed
sharply sod the trend in refusals, vas down. The Pebruary

[ ]

[ ]
[ 1

£, Reduction of the Program
In May 1968, under the impact of ceiling mnd

budget cuts, selection activities of the CT Program Staff
were suspended as it became cleer that the Clandestine
Bervices would not be able to absord the CTs who were in
training at that time, When the Executive Divector-Comp-
troller approved the CS Career Trainee quotas for FYT0

23
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g. Other Developments in the CT Program
In October 1966 a tmam from the Inspector

General's office lmunched & swrvey of the CT Program. It
looked at every aspect of the program from recruitment
and processing through training end plscemsnt. The In-
spaction Tean's findings led {0 a nuxber of chanpes,
garticularly in the sontent of the training courses. It
mﬂmmm&atthintm that there was a need for a
"ecordinstor” within the CF Staff who could deal with all
the schools of OTR on such matiers as course sultablility,
contemt, length, location and other administrative problems,
and this position wvas promptly sstadblished.

Over the years, the problem of CT promytions has
baan & sticky one, particularly in relation to the Clandestine

24
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h.  Sumary
, This period in the history of the CT program wes
& 2ifvicult one for the Office of Training, which was called
upon to expend the program and then to contract it shortly
themf’oer,_ with resulting impmet not only on the training

but on the other sbinools am well. The direction

in vhich the program ssemed %o be moving as the result of
these fluctuations, vas aleo a matter of some concern, with
the basic comcept behind the Cavesr Training Progranm (i.e.,
the preperstion of young generalists for a rounded career)
seeming to shift in the Agency as the program liself shifted

25
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b,

in responge to bhudgetary and other pressures.

The Problem of Management Training
».  Beckgromd

In 1955, OTR first offered a LO-howr course in
"Management” and a LO-hour course in "Supervision," These
were offered regularly on s part-time dasis until Msy 1961
when the first full-time courses were establighed. A
Management Course wvas held 25X1
for the first time in Jsnwary 1062, and proved to be gquite
successful; in fact, it vas so succeasful that it led to the

current practice of taking almost all munagement courses elither

By 25X1
Jamuary 1965, approximately 1400 students hmd basen through

the Mansgement Course and about the same number through

the Buperyvision Course, with & great varistion among the
Agency components in the extent to which thege courses were
petronised.

As 8 result of the interest expressed by Col,
White, & series of seminars for senior officiale £ begun
Ty OTR in 1960 under his sponsorship. The Senior Seminars
have in general followed the pattern of being offered osut-
of-town, gonducted by outside consultants, and usvally held
twice & ysar with nominations being made by heads of major

offices. The first two were held in Octobar 25X1
1960 and October 1961, taught by Prof. of 2281
26
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In June 1961, June 1962, and June 1963, Gen.

b, The "Menageria) Grid”
In 1963, while sesrching for a suitsble seminar

for the supergrade level, the Marmgement Training Faculiy
becams svars of & new approach - the so-called "Managerisl
Grid" Program. After the Management Tralning Faculty hsd
aonducted some experimentation with this program, it vas

spproved by Col. White for use In a senior seminar staged
in My 1964, with
as the visiting coneultant. This presentation vas success-
ful enough to Justify repetition in Oatober 1964, Then in
Fabruary 1965, a very high level seminar was run, with the

average grade of the participanis delng 03-1T; it was at-
tended by such executives as Messrs. Kirkpatrick, Dannerman,

, Tietjsn, and other Office heada., The conly
pther ¢time in the history of OTR when there was such a

gathering of top sxscutives in a training course wvas the

first | |Course in 1960. Many of the partici-

pants had zixed feelings sbout the course content and did
not push for & repetition at this level. The Senlor Seminars
sinca that time have atiracted participents whose average
grads level has been sbout 0S-15%. The "Senior Grid" has

27
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nevertheless been offered twice s year since 1965 until
the fall of 1968, when the so-called "Planning Course"
(AMP) vas substituted.
c¢. The "Pilot Project"
During 1964, both Mr. Kirkpatrick and Col. White

agkad the Office of Training to present a plan for the
extengion of Management Training. As & result, the
Management Training Fasculty proposed {following the

gystem of the originator of the Grid) to hold a "Pilot
Project” involving all supervisors in one sniire office

in the one-week grid seminar, to be folloved by a so-~
called "Phase II" of the same program, this being & struc-
tured confarence of seversl days in which supervisors at
&ll lavels of the pilot office would meet in their owm
work groups and atterpt to apply the Grid system to the
on-the-job work situstion. In November 196, the Executive
Director-Comptroller approved the pllot project, to be con-

Aucted by

working through the Office of Training. The office se-
lacted for the experiment was the Office of Pinance and
by the fall of 1965 the experiment was concluded. The
intent was to initiate edditional projects of & similar
nature 1f the first one was successful; however, the pro-
Ject proved not only difficult to stage, but expensive and
some errors ware made In 1its handling. An evaluation of

of ths results proved inconclusive. As a result, no

28
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fwrther use of the advanced phase of the Grid Las been
tried,

4. Other Grid Training

Because of the demand for it, the Orid was

offered, beginming in early 1966, to individuals st the
G8-13 1% level. Also in November 1965, it was given to
& group of Career Trainees for the first time. These were
CTs scheduled for tha Support Services and their response
wag enthusisstic. When the Grid was later Incorporated
into the training of Clandestine Services CTe, it did not
work well and vas soon discontinued. The Orid was used in
the Mid-Ceveer Course for the first time in Ssptember 1966
88 & replacement for the presentation given 25X1
X1 It vas 50 well received that it hms been s
fixture of the Mid-Carear Executive Developuent Course ever
since.

As of April 1969, about 1350 Agency ewmployess
have teken the ons-week introductory Grid course, over 300
of whom have been Mid-Cmreerists. What impact this hse hed
on the Agency in terms of improved management has never been
measured, but the Course has been populsmr and the techniquen
used in it have bean successfully mdapted to other courses.

2. ced ment AMP}

Early in 1966 the need for some kind of a course

oo plmming vas iSentified at the time that the Plamning,

29
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Programing and Budgeting System {PFBS) wme being
establiished within the Agency. The mein impetus for
such & course vas supplied by Mr. Bannerman {the DD/8)

25X1 ‘ and Mr. . A number of meetings were

held in the spring of 1966 with interested parties from
all parts of the Agency, Agreement was reached that what
veg needed vas not a presentation of the FIB system as
such but rather an introduction o modern emcéﬁt.a of
planning presented in such a manwer that a maximm of
group participation and interest would de generated.
Because of these wmusuval requiremsnts and becsuse plan-
ning 18 such & difficult subject to teach, the DD/S
ayproved the avarding of & $30,000 contrect to the firm

X1 | | %o conwtruct

& one-week courss on planning, specifically designed for
the Agency, and for presentation at an out-of-town site,
This firm was glready well known to the Agency, inasmuch
X1 as and other members of this firm had conducted

the "Managerial Grid" within the Agency from the time it was
first adopted.

By November 1966, the cleared members of the firm
wvere interviewing Agency officials on the planning process
within the Agency snd gathering case rmterials, but the
course proved to be a difficult ene to write and it was
not until September 1967 that s pilot or dry rum was held

30
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| |for & week, with the course being conducted

by the two principal consultants with s clags consisting

of 12 carefully picked and knowlsdgesble students from
various perts of ths Agency. It wes clear from this first
prasentation that while on the right track the course deslign
end content needed & muber of changes.

"he course wvas first given on 10 September 1967
snd achieved immedinte accaptence. The Director of Training
gave 1t his enthusiastic endorsement and its acceptance with-
in the Clandestine Services was something in the nature of
& dreak-through, inasmich as interest in manmgement courses
a4 not previcusly besn prominent in that part of the Agency.
In April 1968 Mr. Keremsssines expressed s high degree of
interest in the AMP course and requested that it be given
to all supervisory persermel in the Cla?utine Sexvices,
meaning roughly officers in the position of
Breansh or Deputy Branch Chief and higher, plus planning
officers within the divisions and staffs. As a result, the

AMP was scheduled on 8 monthly basis for calendmr 1969 to
aceemodate the heavy input of CS officers, in addition to
officers from other directorates. In October 1968, the
Senior Seminar wvas given over to AGvanced Management
(Planning) as a substitute for the Grid, which had been
given for s murber of years.

3
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f. Automatic Dste Procesging Orlentation {ADP)

In Beptenber 1965, conversations between the
Registrar, OTR, and officials of the Officesn of Cosputer
Services identified the nesd for an internal familiarization
courss in automatic dsts processing, even though the bulk
of ADP training would necesparily have to be given at ex-
tornal facilitiea. The responsibility for the development
of a Tariliarization course was glven to the Mamagement
Training Faculty and many conferences were necessiary belore
there was general maemt on i:hu natm and énnteat of
the proposed course. The pilst presentation in ADP Orien-
tationwms given & - B Decembgr with 27 students from all
Pouxr mm%u. This trial run vas succegsful, and the
course qj_{zickly became populsr. Even though glven at frequent
mmm&-, it wvas oversubscribved almost every time it vas
offerad. On 1 October 1968, the conclusion having been
veached that this course more yroperly belenged under the
dirvection of the Office of Compuber Sarvices, the responsi-
Bility for it was transferred to that office.

Ignovations in the Manegement of OTR
s. Goal Setting by School and Staff Chiefs

This ves one of paveral very interesting and
significant managerial 1ng}mtims introductd by Mr. Richardson
as DTR. In the foll of ;,és?, each School and Staf? chief
vas asked to develop f& his unit a statemesnt of cbjectives
for the cwrrent fiscal year and the actions proposed to

32
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accomplish these objectives, These statements were then
discussed one by ome in the regular ataff mti:agc, G-
proximtely an hour a week being devoted to this purpose.
Because of the experimental and novel nature of this

exarcise, its purpose wvas not entirely understood and it

was only after considersble digcussion that a common under-
standing wves approached. In effect, the chiefs were asked
for specific changes they hoped to accomplish and the means
by which they hoped tc accomplish them. Prasentationsg in

the staff meetings not only served to drief collsagues but

in some cages to surfmos issues and to generate nev ideas
from the group. These sesslons served s further purpose

of giving the VIR analditional means of mempuring the
parformance of his immediste subordinates, as well as a

bagia for a consolidmted statement of OTR goals and objectives
which could be forwarded to higher lavel. The first time this
axsrcise vas tried, tentative and difficult though 1t vas, it
was Judged sufficlently worth-while o become egtablished as
an anmual event of increasing sigificence to the management
of TR, It also served to make staff meetings more mesningful.
In Novenber 1968, the secend annual review of objactives for
sach aschool and steff was completed. By this time, the ex-
grcise had come t0 be recognized as a highly useful procadure
for the encouragement of orderly planmning and for amual

rvﬂﬁr of accomplishmenta.
) ’% Vay 1968,‘ the DR aatabliaheid. the "DIR's ;

33
Approved For Release 2002/@7£10::¢; i DP78-06365A000300040001-5
SRV




Approved For Release 2002/07/9EEREIT?S-06365A000300040001-5

Mansgement Advisory Coamittee”. The formal announcemsnt

in OFR Notice T-69 of 21 October 1965 stated that its

function was to assiet in the mmm‘t/ operation of

OTR; it wes to conaidsr both short-and long-range proposals

snd recommend tb DIR possible ways in which the responsibilities
snd functions of IR might be carried cut in the most effective
manner. The inteni was to provide s peans by which ideas of
OIR employees for the improvement of the @ffice might become
recommendad action. The Notice sncoursged the members of

OTR to dlscuss their i1deas with anyone on the Committes. By
Septenber 1568, the Gommittee had received nesrly TO proposals
for consideration. The Committee consists of T mecbers appointed
a8 individuals and representing no specific components or grade
levels.

In effect this group had carte blanche to look at
mythinginﬂi‘ﬁtmtmmdte present a msnagemsnt problem
and after study to present recommendations to IR, This group
is an experiment in participatory management, and as of April
1969 appears to have been a very successful innovation of
greut potentlal as a scommmnication link, a problem solving
unit, and an inspecting end revieving gtaff, as well as
yroviding other similar functions to ald the Divector of
Training to carry out his memagerial responsibilities. The
Group's recommendations for s realignment of certain functions
within OTR, arrived at after s thorough six-weekxs' study of the
smount of decentralization in OIR, were accepted by DR snd put

34
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in effect in March 1969 (see below).

This Advisory Group takes on particulsr signi-
Ticance not only decause of its success, but because it
appears %o be wmique in the Agency and & bold innovetion
not likely to be adopted by all components.

c. The Training Servics (ST) Career Board

Upon the departure of Mr. Baird, the Tralning
Service Doard played a diminished role, mseting infrequently
to conalder promotion sctions at the request of the DTR.

o

By Jamuary 1968, however, aoncluded that a sustained and

organized effort in the nl'\a of career plamming and mansge-
ment wvas necessary, and at this tims regular meebings began
to tske place. The Board's responsibdilities were formalized
in June 1960 by OTR Notice 11- 68. I% appointed six senior
officers of OTR to constitute s Career Board with the following
responaibilities;
(1) The competitive ranking of ST careerists, 63 11/1k
{2} The reviev of sll Fisld Reassignment Questionnmires
and career plans of ST cereeriasts, with appropriate recom-
mendations to the DIR.
{3) The review of all recommendations for quelity
step increases (OGS 11 and sbove).
An OTR Notice of 1l July 1960 appointed a Career Training
Bervice Panel of five parscna to perform similiar functioms
for the individuals below GS-11. The Caresr Board, meseting
overy two weeks, has taken on & variety of additionanl funciions
as & nawmgerial arm of the DTR.
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"Nationel Interdepartmental Seminar” (NIS) as an inter-agency
training center for officers assigned to key positiona both
st home wnd in eriticsl areas oversees. Mr. MeCone, the DCI,
wus one of i{ts stronges? supporiters, The Agency provided supe
port by shering the cost, assigning an Agency treining offfcer
a5 8 Tacuity esdvisor and liaison officer, and providing eight
students per seseion for & total of 48 per year, as well as
lecturers from verious pavts of the Agenoy.

The National Interdepartmental Seminar, as set up,
had 88 its mein objective the study of the general policy and
doctrise of the U. 8. Governmant with respect to under-developed
and emerging netions. As 3 secondary objective, the Seminar
mmmtcimtsmkmammtmmuwm&eﬂm—
blem. In 1966, the course was being given six times & year
with a plenned enrollment of 6% in wach running. This course
48 still being given with full support from the Agency and OTR.

3%

Hranci
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2, Americens Abroad Urientation
s.  Peckgromd
The OTR Area Training Program goes back to July 1955.
It wnderwent a mejor reorgenization in 1959, with most of the
effoart being concentruted ¢n the "Americans Abroad" Orienmtation
(AAD), These orientations ran fram two to four and ore half

dsys (full-time) end were being offered by 1954 on| pounmiries.

In addition, & one-week full-time was

&leo being regularly presented, The intent of the ?A‘gowas to
speed \p the gverseas adjustment of persomnel snd dependents
who were outbound to a particuler area for the first tdme,
maree instructore were providing coverage of the entire world,
| bt 23 Qotober 1963,
signed by the DOI annownced that the AAC progrem was designed

to prepare employees and adwlt dependents for duty overseas,
more partioularly those who were going to & specific foreign
looale Por the firet time. This notice made operating officlals
and heads of independent offices responsible for insweing that
each employee needing thie course would get it before his de-
perture. In Fiscal Year 63, the AAQ's were sttended by

ko

Approved For Release 2002/0ﬁEGRE%P78-06365A000300040001-5

25X1

25X1
25X1

25X1

25X




- —

Approved For Release 2002/07/SEGRET78-06365A000300040001-5
P sy

employees and dependents, BEven so, & amall number of

- employess falled to atiend before leaving for an ares.

By 1954 there vas growing dissatisfaction with the
effectiveness of the cowrses, mainly becsuge the gourse ob-
jectives were overly embitious and unchtainsble, In two to
four days, employees were being instructad not only on problems
of personal adjustment coverseas, but alsc on historieal, poli-
tical, economic and soclsl backgrounds of a eoundiry of interest.
A omplicating factor was the mixed charagter of the sudience.
The student body renged from G5-03 to G8-15, plus meny wives.
The DIR, therefore, on 19 November 196k, reccmmended to IDS
that OIR discontinue the Area Training and that the Agency
dapend on FBI, vhich had & much lavger staff es well as a
1library and cther facilities, He alsc recomuended that the
part of the courses devoted $0 problems of overseas adjusiment
be combined with the Dependents' Briefing which would then
comprise & new course. His recormendstions were spproved in
yrineiple by the DDS an 30 November 1964, The Americens Abroad
course vas discontinued in Jammary 1965. |

The "Orientation for Qverseas” Course resulting from
the merger of the dependents briefing and the discontlimved
Americans Abroad Orienmtation was initiated in 1965 with a
total of 168 parsons inoluding 64 wives attending the first
fve runnings. The course, lasting two days; contdluszd three

b3
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elementsy
(1) Priefings on security, cover, legal and
medical considerations;
{2) Lectuwres on personsl conduet in & foreign
soclety;
(3) A panel discussion for wives and female
esployees,

b, A Bestudy or the @eatian of Ares Grientation

In a meeting of 28 January 1966, the DDCI requested

OTR to study the gquestion of arem orientstion. In talking te
the DIR apd the DDIR on 1 February 1966, he agreed with the
logic of the elimination of the area training and accepted the
fact that the major responsibility for proper preparvation lay
with the individual end the desk concerned. He nevertheless
felt it wes not beling done and asked OTR to carefully revievw
the ways and means by which the arsa orientation iraining
might be resumed, stating that en sgency such aa the CIA cowld
cartainly afford an aree orientation program.
¢« The OTR Response
OIR then made & proposal with the following recome
mendations
(1) That the IDP sreas divisions establish formal
srea orientation cowrses with instruction being furnished
principally by division officers.
{(2) That country kits containing pertinent informa-
tion be assembled by each desk and the material be required

reading.
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{3) That attendence at FSI eree and ccuntry seminars
ba eném‘aged.
In response to this proposal, the DDS raised several questions
and asked for further study. He suggested the possibility of
wse of programued instruction, felt that the problem was not
related sclely to Clandestine Services officers, and belleved
that decentralization within the ¢S Divisions would provide
little in the way of eontrol or standards. But OTR in studying
the proposel further gsme to the conclusion it aould not stef?
such a progranm with less than ten vell-quulified officers.
4. The Bolution

On 22 November 1966, DIR addressed & memo to the DDS
pointing out that OTR ves unsble to duplicate the FSI instruc-
tion becsuse of manpowver ceilings and budget restrictlons; on
the other hand, stwlents were not using the ¥SI aren tralning
program in spite of strong iecmn&timw that this be done,
Under the circumstances then, the best sclution seemed to be
the development of a series of country reading kits by OIR in
cooperation vith other Agency components. These kits could then
be used by Ageney people who wore preparing for overseas assign-
ments, XL was proposed that the Intelligence School administer
the program but that country specialiets from cutside OIR he
appointed to review the content of the kits on a regular basis
and make recoamendations for improvement, Certificates of
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complisnce would be required on ocub-processing to assure that
all personnel proceeding overseas had read the kita, It was
proposed that kits be developed first on & few major cowntriles
to test the feasibility of the spproach and the scope of the
problem, The DDS agreed with this pooposed plan and told the
ITR to proceed along those lines, OTR then decided to go ghead
assembling a semple kit vhish could be shown to the Director
wlong with a draft of the notise. A report waild be made to
the IDS on & monthly basia to highlight the acommplishments,
This is where 1t stood in December 1966.
a. The Situation in 1909

o Jemery 1957, OTR held separate lengthy diseus-
sions with five {8 Branch Chiefs on the subject of kits. ALl
put one thought the idesa helpful. The one felt it might become

an wnnecessary burden on the branch. As the aubject was inves-
tigated, it became more and more apparent that there would be
many prectical @ifficulties in the prepsration of kite. This

vould heve meant the setting wp of more than portfolios in 25X9
[ prea branshes and subsequent monitoring of their use, It

resdily became appavent that OIR could not provide any assistance

t0 the Area Training proposals without a congidersble addition

to the staff. In April 1968 the question of kits was ralsed
sgain by the IDS, particulerly in terms of the importence of
the orientation of DDS dependentz. He also suggested that the

L6
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kits might possibly be bullt, et least in pert, an PAX

techndques,

Turther exploration with the {IA Librarian and
with ¢S officers ruled out the kits es being too impractical.
A sesrch for "on~the-shelf” programmed menuals twrned wp
nothing sultable, and the cost of programuing such materiel
internally ruled out such & sclution., The DIP raised the
gquestion of aree crientation sgain in the fall of 1968, Vhen
PIR was unsble to offer any assistance on the problem, the IIP
threvw the responsibility to the (5 desk officers, and there it

reste.

bt
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3. Filw Productlon
a. Activities of the Film Unit

The Filz Unit vas sstablished in the early days
of the Cffice of Training vhen it guickly becams clear
that the nesd for training films for use in Agency courses
ecould not be met by the uge of £ilme from commroial or

 other outaide sources. The Unit's first fiim, "Opermtion
Overglow,” was produced in 1954, By the end of 1965, 1%
had jm:du.ce& sixteen other major £ilms. Since that time,
it hes worked on & nusber of smell films and one major
production portraying the work of the Office of National
Estimates.

As the competence of the Film Unit came to be
recognized generally, requests care in from various
Offices for the raking of £1lms for purposes other than
OTR use. By 1967, a reviev of the situstion exposed a
need for a vell dsfined system of spprovals, priordities,
and budgeting arrangements in connection with proposals
for nevw films., The DD/B then addressed a memorandum
{4nted 19 June 1967) toc the other Deputy Directors, es-
tabiishing ceriain procedures to be followed in the future,
with tha final approval for the meking of training films
resting with the DD/S.

b. The Agency Tmags” Film

In 1965, & nunber of key officisls felt that the

Agency needed an unclassified £1lm which could portrey its

L8
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activities in such a vay as to improve the Agency's
public "immge." Work was started on a script, but the
OTR writer had 4ifficulty in getting the Directorates to
formlete their idess on what should be included.

The matter drifted along until May 1967, when

the wri‘tar,| | mat with Sherman Kent and others

to discuss his Fourth version of the secript. As a result
of the views exchanged at this time, Mr]  |sgreed to
try the preparation of s fifth script, but he fell that
this would have to be his final effort io solve s difficult
and frustrating problem. When no general agreement could
ba reached on the acceptabllity of the fifth version, the
santire project was tablad by the DD/S.

When the ICI indicated his deslre in
for a piblic relations £ilm, the project wes reactivated
under the guildance of a commlttee, and with a new writer.
In April 1969, the first draft of & script was accepted
and profuction started.

49
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CHAPTER IV. Innovations in Teaching

i. Bev Courges
s. In tion

Taring the period 1966 - 1969, there wes a
continuing adjustment of the freguency and content of
the course offarings o mset changing requiremsnts and
the nsed for improvement. Feor exarple, in Septexber
1966 the participstien | | 4n
the Mid-Career Executive Development Ceurse was dropped
and the Managerial Grid was substituted, in addition to

& Tew other changee in oriantation. In the summer of
1968 the Operations Course wndsrwent s major overhaul to
make it more realistic and up-to-date and a nev exercise,
the Comprehensive Insurgency Exsrcise (COMINEX) was
introduced.

Of more significance vas the inauguration of &
nuber of new cowrses in respomse to new regquirements.
The increasing readiness of Agency offices and &irectorates
to apecify their needs for new courses was in itgelf a
significant davelopment and a consideradle change from the
early days of OIR vhen meny coursas were inasugursted by
OTR solely on the basig of an unsubstantiated belief that

such courses were neaded or desired by the customer components.

SEGRET
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The development of the Advanced Management
{Plarning) Course snd the Autamatic Dete Processing
Couxrse (previously algcussed) are examples of the OTR
response to spscified requirements during this period.
In all, s swyorising muber of courses were developed
in this peried.

b. Support Services Review: Trands snd Highlights

In Mareh 1966, the DD/S, (Mr. Bamneryan), in-
dicated that he was interested in a courss which would
revievw the activities of the m;é offices, would last for

govaral days, and would be glven cut-of-town so that the
students {who would be m‘m:/s offices) would have &
ghance to get to mow mhh The designing of this course
econtinued up through the gumer of that year with mumerous
eongultations with verious officers in the DD/S components.
Emghaasis was placed on the presentation of interesting
activitiea that ave not commenly lmown and the projection
of the trand of Support-type sctivities.

The first pressmtation of the "Trends and High-
1ights" Course (ae it cams to be Imown) vas 14 - 16 Septem-
ber 1966 where it has been given on a regular basis

ever singe. The fivst course,which vas limited to 50, vas
well received. With modificstions and changes since intro-
duced, 1t has remained in demand, and obvicusly fills s need.

51
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e. (landsstine Services Senlor Seminar
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4. Reading Ymprovemsnt

Although OTR had hed s "Reading Improvemsnt” unit
from Janvuary 1951, it vas discontinued in Septerbsr 1958 for
s nunber of reasons but O received from time to time requests
for ingtruction in reading iwprovement or "rapid reading”. The
Offics of Logistics raised the question In May 1965, and in
Decenber 1965 two reading mmchines were installed in the
Isnigmpe laboratory. Ravertheless, snd not withstanding the
fact that rapld reading instruction was available externally,
further requests were made and & survey taken in March 1968

revesled that there was great interest in and need for thie

type of training. Maetings wers then held with

ard also the Depeartment of Agriculture concerning the programs
which they offered and thelr capabiliiy to take on additional
studsnts. In the fall of 1968, sach of these organizations
conducted a2 course for Agency students with an evalumtion

of the two programs baing made thereafier to see vhich better

53
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met the Agency needs. Arrangements were then made for
the Department of Agriculture to conduct Reading Trprove-
ment classes at the (YA Headguarters Building.

e. Other Courses

25X1
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{6) A few specisl courses were given in
 response to requoests as time and fecilities per-
mitted. In November 1966, the School of Inter-
national Commumism offered s course on China at the
request of DD/S&T. In early 1968, three apecial
Operations Familiarization Courses were conducted
for members of TSD, tailored to the nesds of that
Division and held st Headquarters. Also in 1968,

25X1

X1 And in Septerber 1967 a
one-week Operations Orientation wes devised for 16

wenbers of 0S8I.
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2. Few Instructional Technigques

&. Program Assisted Instruction (PAT)
When Mr, Baird retired at the end of 19695, he

wndertook wnder contrmet to study the applicability of
progran assisted instruction{PAI) within the Agency's

treining wits. Tn July 1966, the firm of| | 25X1
X1 [ |vas approved ae consultant to Mr. Baird in this

cennection and sponsored by ID/SMT who hed an interest in
X1 the subject. Mr. of that firm then Joined Mr.

Baird in looking into ths courses being given in the Office

of Tralning, with the cbjective of identifying material that

could be taught through progarmed instruction or program

assisted instruction or sven computer assisted ingtructiom |

(cAI). In January 1967, | | vas brought in 25X1
X1 | | o present & two-wesk W@g on

the techniques of programming., Following this workshop,

the representatives from each aschool who attended the program

then proceaded to work on actwml course programmed ins‘hmﬂhim.

20 a0 O TR am Corgpnvaeh
The final report of this Jaat vas suhmitted in

/w»( _Baptert®r 1567. It had been astablisheé that PAT could
effectively be applied to ﬁhn,ca('mns.ng courses on a
selactive basls. By this time a prograrmed text on map
reeding had been developed and had even been supplied to
the Defense Intelligence School in 88 coples, it being ex-
pected that their use of it in the Defenge Intelligence
Courge would help to validate the text. Materials concerning

56
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instruction in secret writing had also been daveloped
by the surmer of 1967 and the reaction of the TSD
specialists who conducted the treining was enthusiastic.

As of 1 Fabruary 1968, the following three
programs had been completed and wers being used: "The

- yole of perception in human relations”; “Banish gobble-

-dﬁa-gook“; "German compound past-tense”. Fourteen other
prograns were in somes phese of davelopment, testing, or
re-writing. In a muwber of cases the results were favoreble
in termg of instruction and learning. The studant reaction
4o the use of the programe appears to have been gemersily
good.

An instructor in the Adminisirative Procedures
Courge developed a prograrmmed text on the caleulation of
per diem. This twmned ocut to be an effective teaching
device snd Central Travel Branch requested coplez of the
progran for use in tutorial instruction. The AR Staff of
Medical Services completed s study of the field test and the
programed text of the "Amsrican Thesis" element of the
orientation courses given by the Intelligence School. Their
study indicated that the programmed approach was more effec-
tive than the lecture-discussion approach formerly used.

As of Januaxry 1969, the Office of Training was
able %o say that programs had been deavelopad or were under
developmant for 24 subjects in various categoriss, reanging

57
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from the orientation of couriers and the writing of
cables to aerial photo interpretation and olandestine
personal meetings., The custodlan within OMR of informm-
tion on the techniques of PAT and its use within OTR was
| Mho assisted Mr. Balrd in his investigmtion

in this field, Organizationslly, she wvas placed within
the Registrar's staff.
b. The Une of Vidao Tape

Tn the interest of teking advantage of recent
developmants in educational techniques, OTR purchased in
August 196T some basic equipment for closed-circult TV
and for video tape recording. After this equipment arrived,
it was tested by 2 number of course chiefs under a variaty

of conditions and to meet 8 variaty of requirement. It

wags used, for example, in the
Course, the briefing portion of the Intelligence Techniques

Course, the Effective Speaking Course, and some experimenta-
tion wvas tried 4in Management Training. The high value of
imedinte feed-back of situdent performance vas clearly
demonstrated in these various experiments, but the use of
the video-taps equipment as of April 1969 had not lived up
to expectations.
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CRAPTER V., Significant Administrative Actions

Organizational Rewallgnment
a. The Support School
In August 1965, Mr.| | 85 DUTR, made the
suggestion that an sdditional school be established within

the TR organization. Reasoning that although there vas an
Intelligence School for IDI instruction and an Operations
Behool for DDP instruction, there was no comparable unit to
serve DDS requirements specifically. Training of common
concern o the Agency, such ms management, adminietration,
and executive development had no appropriate home. It waa
act felt that this proposal would require any mors manpower
or generate any significent financial costs.

The establishment of the Support Services couwrse
as part of the Support-Career Tralning Program acted as &
catalyst for the thought of bringing together in ome faswlty
other training setivities such &8 c¢lerical and management
training, finance course, ste,

After further exploration and disgussion of this
proposal, a memorenum dated 2 Pebruary 1966 requesting sp-
proval of the establishment of a Support School was approved
by the DCI on 25 Februery 1966, and the new school vas in

29
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being by the »iddle of April with as the
first chief,

The new achool was ccmprised of the following
branches:
Mansgement Training (from the Intelligence School)
(lerical Training (from the Intelligsnce School)
Fiuance and Logistics Training {from the Operations
School)
Mid-Career Course {from the Office of the PIR)
A yesar later, the Administrative Support Course was also
brought into the School (from the Operstions School).

b. The Merger of the Support Staff and Plans and Policy

Staff

On 31 May 1968, the DIR requested epproval from the
higher level of the merger of the Support Staff and the Plans
end Polley Staff, the new unit to be known sz "Plans and
Management”. BEaving noted the growing interdependence of
theae two unite in terms of the use of men, woney, and
fecilities, s case was made for & merger on the basis of
greater efficiency. The merger was epproved on 11 June 1968.

As & result of the studies by the Management

Advieory Committee and its recommendations to the IIR, the
sexvices providing support to instructors were realigned by

&
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notice $15-69 of 1k March 1969. An Instructionsl Swpport
Staf! was established in order to bring all these services
under a single direction.
this new staff comprised the folloving elements:
(1) Asmissions, Information end Records Branch
{formerly the Registrar's Staff)
{2) The Audio/Visual Services Branch
(formerly the Instructional Services Brauch)
(3) The Instructor Training Branch (to be
losated at OTR Headquarters) This Branch, in addition
o providing instruction in techniques of teaching, is
intended to be responsidle for meintaining an up-to-date
inventory of technologiesl developments in education and
for contimuing OMM's development of applications of PAIL,
(4) Itbrery Services Branch (to be located at
OfR Headquarters) In the esrly dsys of the Office of
Training, there had been a sizesble library, first in
[ |and then in WS Bullding, but over the years for
various reasons this library had been discontinued and
disparsed; nevertheless, the question had been ralsed
at verious times regarding the re-sstablishment of such
a facility. In March 1968, the CIA Librarian initisted
a survey of OTR Library facilitles, following a recom-
mendation of the IG that 8 swrvey be conducted %o
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determine 4f a centralized library would be prefersble
to the existing system of de~centralized school and
ataf? libraries and book collections. As a result of
the suwrvey, the library was established to provide =
reference and loan service within OTR.

Also on 1 March 1969, in Notice $16+69, the
position of Executive Assistent to the Director of Tralning
was eatablished in place of the position of Chief of Plans
and Manggement, vhich wes abolished, The offies of the
Executive Assistant would not enly direct the activities of
the Plenning Staff and the Mgnagement Staff, but would also
have responeibility for the review, coordination and processing
of insoming and outgoing correspondence for the Director of
Training. The Excqutive Assistant was 6lso made administra
tively responsible for OTR's representatives to the Defense
Intelligence School, Fationel Interdeparimental Seminar, and
the Specisl Warfare Center at Ft. Bregg, and alse for the work
of the OIR Historien.

Allocghion of Space
s, Magazine Bullding

When the Management Train/ng Faculty was asked in
late 1955 if it would be willing to move from Glsbe Road to
the Mugazine Building in Rossiyn then under copstruction, 1t
veadily agreed to the proposal. The spate on (labe Road was
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in great demand and the seminar rooms needed by Menagement
Treining were hard to come by; in addition, the rocms were

far from ideal. The Mansgement Training Faculty was permitted
to plen the new space for 1ts own purposes and epprovel vas
received to buy specisl fwniture. This layout, possibly the
finest in the history of OTR, was not utilized fully by
¥enagement Training because me and more of this instruction

was being conducted | | Sonsequently,
when OTR wag under pressure in the spring of 1967 to find

space for the presentation of the South Vietnam Operations
Course then being put together, it was found that this epace
could be twped over to the SYNOC with the Management Training
instructors maintaining their office space. This arvepgement
d1d not prove t0 be entirely workable and the SHVOC was moved
in 1968 to Glebe Rosd, but Management Training was not able
to utilize the spage full-time in Rosslyn, In September 1568,
‘the Bupport Services Branch and the Mid-carser Branch of the
Suapport Sehool were moved from (lebs Roed to this space in
Bosslyn. In April 1967, the Clerical Training Facuity had
moved from 1016 16th Street (vhere it had been for ten years)
%o the hth floor of the Ames Building in Rosslyn, where for
the Piret time it had satisfactory space. Thus, for the first
time, the eomponent parts of the Support School were all

located 4n one plsce, or nearly 80.
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b. Plans for e

Throughout its history the Office of Traininglsd
slvays been scatiered in s number of separate buildings,
cooupying in the 1950's wp to nine separate bulldings at the
same time end mogt of them of & "tempo" charecter and none of
them specifiecally designed for classroons.

In early 1958, OTR was occupying spsce in Ames,
Magasine, 1000 (lebe, Headquariers, and Arlington Towers, the
latter heing used by the langusge School. This space was 8@
unsatisfactory for a numbar of reasons thet a strong effort wes
initiated to find nev training space for the Language School.
In June 1968, CoX. White suggested that it might be sppropriate
for the Office of Training to think sbout renewlng certaln of
its previous efforts to obtalin & training bullding designed as
8 school butlding to house all of the tralning activity. A
proposal submitted in November 1968 to move both the Languege
Bchool and the activities at 1000 Glebe Road to a combined
lecation close to Heddquarters recelved the approval of the
Executive Director Comptroller on 20 Wovember, with the provisc
added by the Director that no additionsl square feet would be
required, This proposal was based on a study conducted by the
Domestic Reel Estate Task Force. The DIR then estsblished an
"Instructor's Advisory Comiittee on the Consolidated OTR
Pullding”, by OTR Notice $#12469 of 30 January 1960, This group

64
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was to report to Hr.:who was appointed coordinator
for all the planning pertaining to the design of the new
bullding. The DIR polinted out thet this was a rare oppor-
tunity for the Treining Officers to achieve the ideal student/
instructor, tedehing/learning environment (vithin budgetary
limitstions, of eourse). This group proceeded to conduct a
thorough study of the most modern and up-to-date types of
elagarooms, teaching facilities and educatiomal technology.
And, by April 1969, it began to appesr that for the first
time in the history of Apency training, all the training in
the Washington area (except clerical training) would be
consolidated in & building specifically designed for the
yurpose, hopefully by the summer of 1970,

5
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CRET
CHAPTER VI. A Sempling of Items of Interest

1. Intreductlon.

Most of the major developmenta of thiz period were necessarily
merked by struggle and conflict, buttressed by great masses of paper.
These schievements could not have been aceomplished without strong
convietions within QTR and the determination to push through all
obatacles to the objectives dssnired.

But much of the sctivity in OMR during the period Jarnmary 1956
to April 1969 could not be deacribed as related o major developments
or imnovations; nevertheless, many people in OFR were contributing
%0 the improvement of the efficiency and the effectivenesc of the
training effort. Not all of these eontributiens can be recognised
in & short peper, but & few axamples may be cited at this point.
Daring this period, the training loed underwent s startling increase.
For example, the number of students teking management training in-
ereased in almost geowstricel yroportions dwring this periocd. Agein,
eiting of quantities of statistics, other than a sampling, would be
{nappropriste in & short paper.

2.  Zhe Brieting Punction

OfR's responsibility for presenting Agency briefings to
Govermment, private industry, and the scademic community generated
during this period s sizeable smownt of activity of the type which

(6
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charasterizes many of the CTR functions; nemely, necessary
response 1o routine but ever increasing reguirements, demanding
specisl skills and knowledge but essentlally ungiamorous and
wmsung. In 1966, OTR provided 139 "Agency briefings”, that is,
those briefings directly related to the Agency missions, functions,
and responaidilities. It provided 15k "subject bLriefings" meaning
briefings releted to & particular area, particular discipline or
problem, Forty percent of this bhriefing effort went to the State
Department and AID, thirty-three percent to Defense, four percent
to non-govermment groups, twenty-two percent to cther govermment
groups, with the remainder to foreign offiecimls. A helghtened
interest in the image of the Agemcy led to an increased briefing
load each year thereafier. Compareble statistica are not essily
available, but it should be noted that in Fiscal Year 68 a total
of 4,976 individuals were briefed,
3. Imtelligence School Publicwtion

In July 1967, the Imtelligence School distributed to a £T
class the firat edition of "Presidents of the United States on
Intelligence”, a representative compilation of Presidentiel etate-
ments selected by the Juxator of the Eistorical Intelligence
ollection., This publication attracted sufficlent interest to
generate & demand for it from many guarters, renging from the
Orfice of Persomnel, vhich wanted 100 copies for its recruiters,
to the National Security Administration, which asked for 200 coples.

47
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In Oalandar Yesr 1968, the Staff of the School of International
Gomnisn made approximately 100 externsl appesrances and addressed
spproximately 4,400 persons, these presentations being made peri-
marily at FSI, IS, and the Senior Service Schools. As of March
1966, avery faculiy member of the SIC hed had an overseas trip
within the last three years, Theae vers vorking trips rather than
familierizetion.

5e

The four directorates and the office of the DOI provided 636
different speakers who geve almost 2,000 lectures to courses in OIR
during Fiscal Year 68, The Clandestine Services accounted for about
half of these lectures, As a result of queations being raised
regarding the demands on the time of highly placed infividuala,
eertalin controls administered by the Registrar of OTR were established
over the use of guest lectwrers., As & result of student eriticisms

of the effectiveness- of certain guest lecturers, the Director of
Training issued instructions that poor lectwrers should be drcpped
regardiess of the position they held.

B

In Fiscal Year 66, a total of about 5,100 enrollments was
recorded in courses conducted by OTR. Ir Calendsr Year 1957, the
nuzber was 7,437; in Calendsr Year 1968, T,886.

¢
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7.  The Peysomnel Cetling

In this period, as iln many preceding years of OIR,
reductions in alloweble personnel strength had to be coped with.
On 21 November 1966, DD/S anmounced that the OTR ceiling vas to

be cut from by June 1967, This led to a

number of exercises to determine vhich activities were the most
expendable, but the desired reduction vas accomplished. Fuarther
refuctions brought the total down to[  |in SBeptember 1968.

69
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9. IR Enrollment in Training Courses
Thie history was being written at the time vwhen John Richardson's

work as Director of Training was drewing to & cloge. It would be
remiss if 4t di4 not point out that dwring this time he set a record
azong Divectores of Training, and among Agency senior officisls as
well, by fulletims participation in four significant courses: the
Bational Interdepartmental Seminar, the Managerisl Grid, the Chiefs
of Station Seminar, and the Advanced Mansgement (Flanning) Course.
He stated that he was eonvinced that it was the only way by which he
could spesk with authority mbout these courses and give them the
support they deserved. He could only regret that he had not doune as
much monitoring of other courses and progrems as he would have liked.

7o
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CHAPTER VII. Conelusion

1. Bwwary of Accomplishments, Jamuary 1966 - April 1969
In the early days of the Office of Training, when it

vas undergoing a rspid expansion and inmugurating all sorts
of large new programs and facilities, its accomplishments
ecould be readily identified. But thle is less easily dome
for the 1966-1969 pariod, when the essential requirement
was one of consolidating gains and refining practices
aiready in 'oeinﬁ. The evaluntion of the effectivensss

and the "progresd’ of training or of & training organization
is very difficult at best, depending as it does en so many
intangibles and so much that cexnot be measured, Bub some
indication of sccomplishment is providad by referance to the
statements of Mr. Richardson's predeceassor in 1965, as re-
ported in Chapier I.

In Noverber 1965 five long-range goals for OTH had been
identified. These can be compared with the presgent situation
in April 1969.

s. 7Tue preparation of programmed materisl. A
praxdsing beginning has been made in the preparation
and use of such materisal.

b. The lengthening of the period of training of
Qareer Trainees. This vas done, but &id not werk out

and had to be glven up.
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lsnguage conmpetence. The necessity for this has been
socepied in the Agency and a procedurs estsblished,

4. The smetting malde of special slots in ssch

copponent to sccomodate extendsd training for careerists,
There is no evidence of progress toward this goal.
s. Egtablishment of s program for execubive

snent;. TheAchy&aesnoﬁsaemtobamdym
for such a program. But the interest shown in the
Management Seminars by many senior employees can be R
interpreted as encouraging, and the establishwent of
the €8 Senior Seminaxr is & hopeful aign. Jt is clear

that OIR cannct dsvise &n exscwtive development program

wiilaterally with eny chance of successj the need hes

to be felt, alsevhere in the Agenay.

The aspects of OTR in which the DIR took particular
pride in 1965 might slso be compared with their status in
1969,

a« The facilities 25X1
hgve been maintained st thelr previous high level of
axcellence,
b, The Career Trainee Program is possible doing
aven Better training than in 1565, but necessarily
suffered from the sudden expansion of time and mauders

with the svbsequent rapid contraction, ws well as the
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lng-range wmcertainties ganerated by these happenings.

¢, 'The language Development Program has been
revitalized by the esteblishment of Agenoy policy and
the mesns of implementing it. OIR can iake great
satisfaction in its role in the time«consuming and com-
plicated effort to reach & result of great potential
benefit to the Agency.

4, The School of International Comunism has
mintained 1ts high level of excellence,

e, The Management Training Program showed both
gaing and losses. The rapildly expanding mmiber of
employees being reached by this treining was s matter
for satisfaction, and the ready acceptance of the new
aourse ¢n planning {espacially by the Clandestine
Services) was partiocularly gratifying. But the ineon-
elusivo results of the "Pilot Project” and the wnwilling-
ness of the Agency ccpanents to experiment further with
the "Grid" raised serious questions about it spplicability.
The noteworthy sucgess of the Grid in the Mid-Career Course
was balanced Yy 1ta fatlure with CTa.

£. The off-campus educstional program ves maintained
Wtdidnotplw:ﬁt&l;alehtbasﬁﬁimd&ﬁorm
Agency. “'

As for Mr. Balrd's four bmsic principles of OTR, his third
one on the rotation of experienced officers to OTR became &

&
Approved For Release 2002/07/1{;!-.ﬁmoP78-oe365Aooo3ooo4ooo1-5
Yinl




Approved For Release 2002/07&GHE:FDP78-06365A000300040001-5

practical reslity for the first time in 1968 when the policy
and yrocedures were established to provide systematic and
orderly rotation to OTR from the Clandestine Services.

And finally, in revieving the accomplishmants of this
pariod, one ghould not overlook two importani developments
wforpeen by Mr. Baird----the prospect of OIR being in a
tullding spesifioally plammed to meet the requirements of a
training establishment, and the introfuction of yarticipatory
mnogement into the office of the DXR.
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CONFIDENTIAL

APFENDIX A

A NOTE ON SOURCE MATERIAL

The information in this historical paper has been
4rawn almost entirely from documents in the Office of the
Director of Training or on desposit at the Record Center.
A fev vere on file in other offices of OTR. In all cases,
they have been identified in the narrative,

There has been a minimm reliance on interviews,
other than the checking of details with knowledgeable
individuals.

™
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