MEMORANDUM FOR: Dirsctor of Training
BUBJECT 2

L MR

A. 0ffice of Training {Special) is cherged With that training
conducted in the United States whiech supperts the elandestine services
of CIA and vhich, for operaztional security reasons, cannot be accome~
plished by other mesans., Performance of this mission involves three
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Current Status of TR(S)

primery tasks, which are fundamental to all TR(S) activity:

1. Te develop in the individual trainee those attitudes
and disciplines with respect to security and human relstion-
ships which are peculiar to and inherent in all clandestine

oparations)

2, To provide bin with the specific skills and technical
abilities which will be required for the successful perforu-

anoe of his partioular assigned duties;

3. To meke svallable to him that operationally signifi=
sant background knowledge which ie essential to his under~
standing of the sovert mission of CIA and of his place anmd

function within it.
IX, RISCUSSION

A, TR(S) bas recognized from the outset that, given the pro-
gressive development of the Agency and the objective of establismhing
a professional caresr service, the training problem can, st no time,
be statio. In any analysis of the problem, it rapidly emerges that

there are, in faet, tvwo problema:

1. To matisfy, insofar as sxisting capabilities and assets
permit, the immediate training requirements of a rapidly~-expending

Ageney;

2. To develop simultansously and ap a fundamental TOBPOn-
8ibility a long-range training program which will be responsive
oomplex and divarsified operational requirements,

B. In sesking a solution to this dual problem, TR(S) hes ate

to incressingly

tenptad three th 3
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i. The oreation of a basic organizational structure suf-
flclently flexible to permit the presentation of a current
emergency progrem, and at the same time to be cazpable of ab-
sorbing new requiremsnts and severe modification of current
requiremants without the need for freguent, time-consuming
reorganizations;

4, The presentstion of what mist be congldered gn susrgency
ﬁm BXORKAE to survice the current, abnormally heavy train-
ng requiremant which has resulted from the rapid expansion of

the clandestine services;

3, The concurreni. preparation of more highly specialized
training materials covering fields where there alresdy existe
s mall, but significuant, requiremsnt, or where it is believed
that requiremonts will inevitably develop in the foreseeable
future, Exiaimo to date has shown that, to colleet, organize,
ssd guthenticate an acceptable tWwoeweek unit of instruction in
s speclelized operatic field, has required between eight
months and a year,

IT1. COMDITIONING FAGT(RS

A In Mtaxi.:g to construet a training program to meet the
ourrent requirements of the clandesting offices under DD/P, it has

been necessary to teke intc conpideration s veriety of factors stemuing
from the abnormal rate of growth of the opersting offices during the
past aighteen months, These factors, taken collectively s oreate a
seriss of probleme which can be solvad orly by an exceedingly flexible
pattern of training as described under "Status of TR(S)" below. Taken
individually, they are: ‘

1., Time Ayallekls for Iralalng. The operating offices,
bﬁi:frthmdﬂz under heavy prossurs to fill out their personnei
roquirements both et headquarters and in the field, hevs, in

- %urn, melstained & constant pressure on TR(S) to accomplish
the training of nev anployees in the minimel possitle time.
This urgency of need for persoznel has resulted, in many ine
stances, in tralnees receiving eoither no training at ell, or
only a portion of the training appropriate to their projected
assignuenta;

2, ¥ &L 1zaloea. Parsonnel trained by TR(S) dwring
the last » oan months have ranged from very junior personnel
Just out of college to meture individuals with extensive academic
snd professional experiance in f3elds other than clandestine
cperations, While the grest mejority have had no prior clan-
destine intelligence experience, a certain number have, in the

post, worked in

-2~
Approved For Release 2000/04/17 : CIA-RDP78-06369A000100080001-9

Pry—

SoURET



- SEARET f

Approved For Release.2000/04/17 : CIA-RDP78-06369AQ00100080001-9

past, vorked in related fialds;

25X1A

Yars ing thess substantive variations sre the equally important
variations in level of assignment. Whersas, prior to Eorea, the
great majorily of new caplayees wers at the junior level, the
current clagses range in projected assigmment all the gy from
Junior clerical and operationsl personnsel to station chiefs and
persons destined for nenior steff positions, with resulting ro~
quiremsnts for varying levels of instruction.

be i of Atss of Asslanmeni. Since the projected
apsig 8 of sach student group ere widely scattered geograp~
hically, training content must consider the extensive variations
in operating conditions which the individual students vill epe
sounter. This is perticularly true in the operational prograns
where not only must principles be taught, but their application
miet be illustrated ir terme of varying geographic and opera~
tional factors, if the instruction is to be valid,

N. AT OF IRARIDG (SPECIAL)
n carrying out the mission set forth above, TR(S) has established

five (5) programs, four {4) of which sre instructicnal, the other
being developmental. The instructionsal Prograus ares

A, Basic Training

g. Advanced Traini

A.  Ihe Basls Iralnlng Procsn

This program is designed primarily for nes pergomnel sntering
the oclandestine services or persons without prior traiving, Tts
components have been groupei into five (5) mejor areas, within each
of vhich tlere iz a mubstantial degree of inters:l consistency.

The first area, the Busic Orientation Course (4 weaks), is
deaigred to give the gtudens a knowledge of and basio ability in
the establishment and maintensnce of humen relationships, a working
proficiency in the reporting of intelligence and operaticnsl informa-
tion, and that understending of the over-sll U, S. intelligence mystem
required of all members of the Clandestine Services,

The secord area,

3
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The second ares, the Uperations Course (5 veeks), involves the
training of the student in those processes, skills, end techniques
which are considered commws to all clandestine activity whatever
its purpose and charscter. The successful student should be able
to work securely and intelligently in a elandestine operation unden
direction by a senior operations officer.

The third ares, the Staff Indoctiribation/Covert Activities
Instruction Courses (4 weeits), involves coverags for the student
of the structural and operational regulations, procedures, policies,
standards and missions of the Clandestine Services of CIA o the
axtent that the field officer in an sverage installation will be
held responsible for them, This material is superinmposed upon the
gmal study of clardestine sctivity presented by the Operations
CUL 80,

The fourth area, the idministration Course (2 weeks), is designed
to familiarize the student with those administrative and manggement
regulations and procedures to which all junior persornel s both clerical
and cperational, will be expected to adhere in the field and in heade
quarters components of the clandestine services.

25X1A

The basic training in the first four aress, as currently pres-
snted, couprises in the opinien of TR(S) an adequate preparation
for s normel first desk or field sssignment for relatively junior
offivars who will operste uoder immeciiste supervision, It mey be
considered as roughly equivalent to the tralning given in a bagle
Offlours Candidate School. ,

The fifth area, when aided to the first twe desoribed above,

is considered adequate tralning for s first assignment to junior
POXIA - aftioer cuties 1o conmsction w1t

B. The present Advanced
o
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The sdvanced courses presently available are desgigned for the
somparatively inexperienced officer who will have a prj Tesponsi~
bility in one (or at most two or three closely related) functional
fieldp of clandestine activity, The instruction aims to develop = more
specific understanding of specialized problems and techniques in the
particular £1eld of activity under study and to increase professional
competance therein, It does not o;mlu‘y the gtudent as a epecialist,
h;,t giv:s him greater kncwisdge of those problems peculiar to Lis as~
sigumant,

These courses are kept to a minimum length by treating the acntent
% : R as meterial with which the students are alreedy
fon p » #lther through prior training or the equivalent in field
exparience, ‘

1ad Up t:izgg ggr::wfzi :i::z; mﬁﬁa bave, to the best of our know-
Medge, s he training requirements, although there are
aq'gain instences in which truly advptged training of both a specielised
and a general nature is requested, For the first tims, TR(S) is being
ealled upon to train senicr officers for responsible field and steff
positions, Special prograuz have hal to be assembled and presented on
an o Rog basis in a number of instances to satisfy the more pressing
of such requirenents.

25X1A

| : 3. Specialized training
Approved For Release 2000/04/17 : CI%;RDP78-06369A000100080001-9
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A routine field returnee dohwz,qﬁnffogrm is carried on, and
when specific requirements justify special dﬂwidm projects lasting
as long as three monthe are cerried through. The ond product of
these research sfforts, ovelusted ard annotated by the senior staff
manbars, is, after velidation by the clandestine servicws, used as the
basis for courses of instruction or incorperated inte existing courses.

25X1A

In addition to these tLagks, senior persomnel involved in this proe
gam bave borne a substantlal part of the burden of those gpecial

raining projecte in which a higher level of maturity and complaxity of
ingtzuction than that available in the regular training sectione has
heen required.

V. & FRQRIEY

A, The problem which mest critically affects TR{S) and which, in
fect, requires thls assessnent of ite current stetus, i.e., personnal,
has ém discussed, analysed, amd written about on so many cccasions
over the past fouwrteen moutbs that its existence as a metier of serious
concern is unquestionably recognised and sccepted by the clandestine
offices. I'dc mot belleve, however, that to date the extent of its
couplexity and 4is impact ou the future of clarndestine training hes
besn lully realised outaside the Office of Training. It is for this
veason that I bave felt it necessary, before examining the probvlem, to
gresent the background factors set forth above.

B. The personnel problem in mss) s and its influence on the
affectivenese or fallure of the TR(S) mission 1s, first, quantitetive,
and pecondly, qualitative. Both aspects are important, end require
coment as Tollows:s

l. On the quantitative side, the rapld axpansion in training
losds, since Januaxy 13451, without ccnc;f‘z‘ent increases in
avallable instructor personnel, has seriocusly affected desivable
instructor/student ratios, This haw necessitated extensive modi-
fication of training techuiques, and has resulted in & iowering
of the effeciivensss of instruction per training week, The

situation has been
Approved For Release 2000/04/17 : ClRDP78-06369A000100080001-9
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25X1A
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situation hae been particulerly felt in the basic training cowrses,
which handls the largest mumber of studenis. wWhers courses, such
a8 the BOC and OC, have been forced to expand frem 18 - 25 students
por clase Lol per class, lectures have had to replace
disoussions, and irdividuel interviews and live mcblems have
either hed £o Yo way to group activity, or have had to be re~
stricted to pulected trainees. To a somewhat lesper degree, other
areas of training alsc have been affected adversely by sherply-
increassd requiremsnts; as in the fisld of covart egent training,
Rere, the requirement has jumped from 10 - 12 csses per month to
AS DALY &5 in a single four-weeck pericd, without a correspond-
ing inorense in instructor personnel. Given the pemeitivity of
thess oparations and the need for cereful, hend-tailored instruce
tion, it is exceedingly dangercus to have the standard of this
training deteriorate. Where, however, a single instructor has
besn forced to eope with twe, and in some instences three, cases
simdtansously, sach detarioration has bean inevitable;

2, 7The qualitative problam becomes acite, primarily in the
specialized treining, sdvanced training, and sgent training programs.
In these flelds of activity, basic competence and genarsl under-
nmf are not enugh. To develop and present a semipar in a
specialiced fleld, such as or a bi Leche

- ndcal eourse on a coxplex opsrational problem, such as & 25X1A
Qrganizations, or a tutorial, band-tailored unit of inetruction
to meet the particulsr requirements of a Covert Agent case, ro-
quires that the instructor possess sound eperational Judgment and
sxtensive knowledge, from which he can jdentify and select that
portion applicable to the specific training requirement, He must,
in fect, an expert, asince a significant number of the treinees
who icipate in programs of this type ave, themselves, knowledge-
able, arienced individusls. While officers who possess this
ability, knowledge, and judgment in several fields of activity,
as is xequired in many Covert Agent Training projectas, are admit-
%adly fev in mumber, 1t remmins that only in rure instances are
m:;ions of thias type filled successfully by persons lesz gualw

€. 4Although the quantitative mroblem is likely to sontinue in
existonce ss hmg es tralning loeds remain high, it can be coped with,
in part, by the direct recrultment and intensive training of personnsl
whe luci actual clandestine experience. A large portien of the present
TR(3) staff ie comprised of officers serving their first tour of duty
with the A ong. This has besn possible, bowever, only because of the
sxistaace in TR(8) of a hapi-core caire of experienced officers, This
group hes developed the major portion of instructional content, has
trained inexperienced ingiructors to acceptable levels of at lesst

theoretical campetencs,

.
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theoretical competencs, has planned out the paticrns of training, and
bes served to validete the various pz?ama by emsuring that they
remadn practical and reslistic, In effect, exieting pregrams are
almost entirely dependent upon this cadre, and all future development

m“w 80,

D. With the axception of three or four individuals, the membership
of this cedre 1s comprised of personnel from the old Training Division,
(80, As a cougequance, by the summer of 1951, most of them had served
in & training capacity for periods r,mging from tvwo years to as long
as four yeere, and vwere, therefore, antiocipating a return to active '
aoperations. At the same time, a siz=able parcentage of the inexperienced
ingtpuctor perscuvel had, ty the sams period, served upwards of eighteen .
months. Persoonel in thig group, having themselves felt keenly their
dack of rlence, were d¢sirous of sghifting to overseas assignments
at the earliest opportunity, In recognition of this, and with a view
toward foreetalling an inevitable morale problem if instructer personnel
showld develop a feeling that they ware ®astuck” in training, TR(8) un~

srtook Yo vork out a rotationsl system. Bfforts to do o, which for
mny months occupled a subgtantial portion of the time of TR{S) senior
efficers, were not puccesaful, Consequently, by early 1952, the morale
situstion 414, in fact, become acute and the quelity of training being
provided fell off significantly, in several of the training programs.

E. In dipouseing this problem with many &f the individualp con-
cwrned, it was clear that the question uppeymost in their minds was not
that of desiring lmpedlste ralease, but rather one of seeking to deter—
mine vhat the future held for them., This beipg the case, and after
dipcussion with responsible officers of 050 and OPC, a considecable
munber of the key inmstructors in TR(3) were given target dates for rew
lease ranging from slx to ten months in the future, on which to base
thely own plamning, and datz concarning tham were msde available to the
operating units. This action was talcen with the expectation thet, to
parult approgi&ta assignment, sizilarly qualified replacements could
be obtained from the operating offices.

F. Having been once reassured on the question of rotation, there
ocgurred an observable renswal of anorgy on the part of the instructer
stalfs, and up to Juue 1952 TR(S) mensged to cope with all but a very
swall percentage of the traiuning requirements levied upen it. Ty June,
the flrst of the rotational dates previcudly established began tc f£all
due, but without replacement personnel either on hand or as yet identi-
fied, It vwap considered at this polnt impossible teo repudiate the come
nitasnts made without serious repercussions among the remainder of TR{S)
personnel, Congequently, between June and the present time, TR(S) has
suffered the loss of not only an important segment of ite experienced
oadre, but else of a number of ite soniqr, non-experienced officers
possessing in excess of thirty months! service in Tratning., The loss

of these individusls,
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of these individuals, becsuse of their knowledgs and experience, and
familiarity with the treining problems, has sffected TR{S) capability
disproportionately to the actual mumbers involved, An sdditional
unber of officers in the same category are projected for departure
within the next fow menths.

G. IEntirely separated from the lozs of critical segments of the
TR(8) steff, there exists tie equally important question of qualifica-
tions and telants which have never been available to TR(S)., With the
developnent of requiremente from OPC for 4y in speclalized fields
of TR{8) capability
hag bsen toielly dependent upon thc sccidental presence within ite
cadre of persons with either wartime and/or Lmmediate post-war knowledge
and experience. To date, it has been able to meet requirements in a
reasonebly acceptable marper, insofar as training content has been
goncerned, in the fisldas of

25X1A

25X1A
25X1A

oo efflcers in TR{S), even though they have ideas and viewa, feel

the ves qual to undertaks the preparation and presentation of
vhat they consider to be adequete instructionsl programs. Furthermore,
in many areas of training, seniar TR(S8) personnel feel strongly that
izprovemant in the qualily of instrustion is urgenily needed, but that
thie 1s possible only f at least onv officer with cwrrent, up-to-date
and mature experience In esch fleld of aotivily can be obtained for
duty in training, :

H. A detallef Tevies of the current status of TR(S), area of
training by sres of training, would be too lemgthy fer inclusicn in
thig paper, but one or mors {llustrations may be pertinents

1. The Operatlon: Course of busic training which, as stated

above, provides training in the basic operational techniques or

- so~called tradecraft for all £16lds of slandestine activity, has

25X9 provesaed epproximetely between July 1951 and

July 1952, Throughout this peried, the average number of instructors
staffing this oourse hes been epproximately eight. Curpently, only
Wio of the officers assigned to this program possess fisld experi-
ance with CIA, and onl; two additional have had active intelligence
axparience in related fislds, Both CIA~experienced officers are
schbeduled to leave TR(S) prier to 31 December. Since this eourse
is designed to provids the basic foundation for operational come
petance, the quality and validity of instruction provided by it
constitute an important influence on the mjority of TR{S) trainess.
Consequently, an investment of eight qualified and experianced
cass officers can exart an influence greatly dispreportionate
to their mumber,

25X1A 2. Despite the fact that NN 1> ao isportant
factor in all fields
Approved For Release 2000/04/17 : CHR-RDP78-06369A000100080001-9
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fastor in all fields of clandestine activity snd must be touched

upon, to & greater or leaser degree, in every major training program
yresmted by TR(3), there are avellable to TH{8) only four or five
ofticere who are exparisuced in this fisld, Since, with one ex-

ouptien, these officers occupy semia axooutive positions threugh-

out TR(3), both the development of I treining con- 25X 1A
tent and sctual instruction necenssrily falls to comperatively

junier persomel, resulting coveragse is consgldered Yy the respon-

2ible unit chiefs and the undersigned as being dangerously in~

alequate, :

3. Despite the sxigtence of he essurs for instructional
gms in Clendesgtine
tR{8) doos not possess vit B SLIUC
singls officer who congiders himself qualified, on the basis of
aotual experience, to instruct in these activities, At the same
time, organised doctrine and training materials have not been
auiiable within the Agency, and it hes, therefore, Leen necessary
to udiériske thelr development firom soyatch with o ainisum of
guidance and direction, To date, TR{S) Las been sble to present
stisfactory instructicon enly in NN v!ile 25X1A
this pregrsm, which hss resulted from many monihs of reaeerch and
ofCors on the part of & singls efficer, has gained favorsble ac-
ceptance from the opersting divisions amd staffs concerned, it is
conaiderad by TR(S) to represent no more than a begimning in this

field, The officer concerned hap done an outstanding job in the

opinien of his superiors, but he, himself, feels that hla lack

of actus] exparience in clandestine operations generally, and
25X1A in particular, constitute a sericus hand-

icap to the further development of the course.

25X1A

4. In the eixevesk period commencing 1 August 1952, TR{S)
was abls to accept only 20 per cemt of the agent training rojects
requested by the oparating offices, due to lack of instruclor per-
sonnsl, In onmier to handle the eight projectz which vers acoepted,
1t wepimecessary to divert a nunber of key officers from theiy
- regular duties, A total of 26 projects, ranging from singleton
ecngas to small agent groups, ware declined,

VI CONCIUSIONS

A. TRaiaing requirements of the clandestine services will change
progrespively in the future to reéflect both {a) a shift in emphasis
from large numbers of nev employees as at present, to refresher training
of employees hsving colpleted one or mere tours of duty and {L) the
nesd for moye specialized and more aidlvanced training to suppert the
caresy developmemt of perscmuel ss they meture operationally and

progress Lo increasingly

ﬂll'
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ogress to increasingly complex duly assignments. If this concept of

raAning responeibility ie zéerm by the clandestine services, then
it follows that TR(S) must underteke not only to satisfy immediste,
existing requiremsnts but also, and cencurreatly, must invest a portion
of its aspots in the development of doctyrine and tralning materisls
deaigned to service the next phases of anticlipated requirements, The
11?' that such projected roquirements are important to the future of
TR(8) has been more then validated Ly experisnce to date, in that
mnth after month nev axnd Lame requiremants are being imposed by
s operating units which TR(S) elther csnnot acoept, owing to lack
of qualified persomnel, or can only undertske after lengthy delays to
scoonplish the preparation of new meterials,

25X1A

the capabliit 18) will slvays be completely dependent upon the
uvm:&w of mature skl experienced instructors capsble of handling
$his highly-individualised type of sctivity, TR(S) 1s currently able
$o accommodate only & smsll percentage of what is obviously a contim-
eusly axpanding requirement, and the operating offices are alreedy of=
ru% ressing concern that their prograks are being handicepped
by our inability to accept the mjority of requested cases. Aoting
Chief, FI, has recantly requested by memorandum TR{3)'s views as to
when an "lmprovemsnt® in TE(3) capability can be expsoted,

o In view of lack ¢f U. 5. precedent for many of the activities
for which training is being requestel and because of the non-existence
within the Agency of satigfactery, organized training materials, it
Las been necessary for TR(S) itself to develop for the most part neo-
seaary dootrine snd trainisg content with a minimum of gull ance and
direction from the opsrating services. The pattern has been one of
submiasion for suthentication to the operators of course meterials
after lengthy research Ly TR(E), This obvicusly renders TR(8), in the
discharge of its functiop, antirely dependent wpen the availability
to 1t of at lesast & cadre of highly qualified officers who ere come
pstent to plan programs of ingtruction and to exerciss oparationally
mture Judgment in selecting and organizing for presentation the mate
eriala necessary o sccomplish widely diversified training objectives.

D. Due to the progreasive does, without replacement in mogt ine
stancos of its original knowledgeable cadre, TR(S) is today sericusly
veaker than was the cese twelve months ago, snd in several sreas of
sotivity it has not been mupported by the operating services st all,
As & consequence, valusble training which vas devaloped and presented
previously can no 1 be uade aveilable at all, and in several
aress, it is falt by TR(8) vhat its ability to maintein a satisfactory
quality of instruction ia serioualy subjset to question. This state-
nert of the situation, digturbing as it is vhen exemined against
training loads as they existed in the unzer of 1951, is mede perti-
cularly acute by reason of severe sxpansion of losds since then,

E. Reoogniging the

A-RDP78-06369A000100080001-9
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E. Recognizing the inevitability of a votation problem with
reapect to ha&i ths original, mﬂagm& training cadre from the
Tralning Division, 080, ani those instruoters who, lacking experi~
snas, would, themsalves, sventually seek field assignments, TR(S) hes
wade evary possible effort for more than a year to comsunicate to
the operating offices the seriousness of its personnel requirements,
Inpamesable briefings, schedules for yotstion of key persomnel, lists
of specific job vacapcies =néd stateswuts of required gualifications
bave baen provided on more than several oeccssions. Partioularly pointed
out hes besn the fact that, in a training organisation which, by funo-
f.tag, exists for the exalusive purpcse of pwoviding experience and

know how” Lo othars, thers mist be present as pert of the structure

& bighly qualified, experiemced staff to emmmwe the validity and sounde

ness of the ingtruction. It bas always besn accepted by TR{(S) that

the full instructor requiremsut canuot be met with experienced peraocnnel

?MW% eaa:} but. it is raﬁ at the ssme time that, without
SEeontl _ el much personnsl, an acdeptable clandestine operaw

tions training program 1s imposalble, ‘Pﬁ ?

'711. RECOMMEN] # .
A, It L9 recommended:

1. That the leadership of the al&udutm aarvices be re-
quested to review the problem of training to determine its desir-
:?ﬁ? :g;g: ‘;m b:bgzt.iv:;é ;mzéﬁeal&y, it is reecmmended that

: {:} qussted 1o endorse or modify the TR(S) function
as outlined in this memaranduam, Y BATRIS) Sunotsen

A, That a pelicy decislon be obtained as tc whether TR(S)
¢an, in terms of other commitmants of the opersting services,
e/ mssns L, o S e
a matier of futwre procedure. k4 positions in Th() as

3. If the decisions on 1. and 2. sre negativ t
1; mnga Yo diﬁmﬁm: Micialized tr “‘;m%ﬁﬁf’
rainding, in order to permit consolidation of its existing per=—
apanel assets in the presantation of s : .
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Deputy Dirdctor of Training (Special)
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