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* 7 AUG 195/
MEMORANDUM FOR: Assistant Director for Personnel
FROM; Chief, Career Service Staff
SUBJECT Transcript of Career Service Conference

of 3 August 195L

1. There are attached coples No. 1, 2, and 3 of the transcript
of the proceedings of the Career Service Conference., Copy No. L
1s retained in the files of this Staff and copy No. 5 has been sent
to the Planning and Analysis Staff for its use. The three coples
transmitted here are No. 1 for the Director, the Deputy Director and
members of the Career Council who are located in the Administration
Building, and for permanent record 4n the Executive Registry; No. 2
for your files and; No. 3 for other members of the Career Council
Jocated in this general area.

2, You will recall that in adjourning the Conference you
snnounced that a brochure describing it would be distributed to all
persornel of the Agency (see transcript). It is recommended that
this brochure be prepared as soon as possible and perhaps the follow-
ing steps could be taken:

a) the principals who spoke might care to edit or amplify
) their remarks recorded in the transcript herewith;

b) &ll of the questions which were received, both prior to
the Conference and during the Conference, might be
tabulated and consolidaged and perhaps rewritten so as
to better reflect those areas of uncertainty about
which personnel of the Agency wish to be enlightened;

¢) answers to those questions which would cover the basic
policy, as well as detailed procedures might then be '
devissd.

3, The above elements could be the raw material out of which

v " & brochure that we have often titled in a preliminary sort of way,
#Hhat the CIA Career Service Means to YOu, " could be prepared.
Part 1 might be a statement of objectives and principles together
with a general overall description of career service in the Agency
and Part 2 might be a 1ist of the more important questions selected
from the 500 or so that are available, together with their appropriate
answers, L belleve it would be appropriate to submit the text of the
brochure to the Career Council. An overseas edition should also be
prepared. A certain psychological advantage through prompt action could
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be gained by lssuing this as speedily as possible, and I regret that
I am not avallable for the next two weeks to help to work on it.

25X1

n

! Chief, Career Service Staff
| .

| Attachment - as stated

25X1

o gd (7 Aug 5L)
3 Distribution

0 & 1 - Addressee
1l ~ PAS

1 - CSS

1 - Chrono

SECRET

Sanitized Copy Approved for Release 2010/06/19 : CIA-RDP92-OO455ROOO100090013-2



Sanitized Copy Approved for Release 2010/06/19 : CIA-RDP92-00455R000100090013-2

— - —

SECRET e

Syt s S

CIA CAREER SERVICE CONFERENCE
Tuesday, 3 August 1954
3:30 pm.
Department of Agriculture Auditorium

DISTRIBUTION OF 5 COPIES:

¥ Allen W. Dulles, DCI
Charles P. Csbell, DOCY
Iyman B, Kirkpatrick, Ic
Robert Amory, Jr., DD/I
lewrence K. White, ID/A
Executive Registry

:

OOPY HO. 2:  Harrison G. Reynolds, AD/P

3. 3¢ } ¥mtthev Baird
~ID,

Fravk G. Wisner, DD/P
Career Service Staff, op

COPY WO, k1 Career Service Staff, QP

Planning end Acalysis Btaff, 0P

:

SECRET

Sanitized Copy Approved for Release 2010/06/19 : CIA-RDP92-00455R000100090013-2



Sanitized Copy Approved for Release 2010/06/19 : CIA-RDP92-00455R000100090013-2

p— ~—

SECRET

CIA CAREER SERVICE CONFERENCE
Tuesday, 3 Auguet 1954
3:30 p.m.
Depariment of Agriculture Aulitorium

Present

Allen ¥. Dulles
Director of Central Inteliigence

Charles P. Cabell
Deputy Director of Central Intelligence

CIA Career Council

Harrison . Reynolds
Assistant Director for Personnel
Chairmen, CIA Cereer Council
Presiding

Robert Amory, Jr.
Deputy Director {Intelligence}

Matthew Baird
Director of Training

Richard Helms
Chief of Cperstions, ID/P
Alternate for Deputy Director (Plana)

Lyman B. Kirkpatrick
Ingspector Qeneral

| | 25X1
Assistent Director for Communications

Lsrence K. White
Deputy Director (Administration)

Fruok G. Wisner
Deputy Director (Plans)

Molderator

\ . | 25X1
Office of Peracunel

Guests
610 Senior Supervisors of the Central Intelligence Agency
Reporter
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- - » The CIA CAREER SERVICE CONFERERCE convened st 3130 p.m., 3 August 1954,
in the Department of Agriculture Auditorium, with Mr. Barrison 6. Reynolds, Assistant
Director for Personvel, presiding . . .

MR. REYNOLDS: Ladies and gentlemen, this gathering could be considered to be
& meeting of the CIA Cereer Bervice Council to which you have been invited as guests.
It is held in this suditorium es this is the only svallable spece large emough for the
Council, the Director and the Deputy Director to meet with all the senior superviscrs
of CIA who are atationed in Washington.

Before I istrofuce the persons who are here with me, I would like to remind
you of the ground rules for the program of this Conference. Much of what ia discussed
bere is classified information. Bach of you will observe the reguisite security pre-
cauticns. Thers will be no recess &uring the meeting. There will be two brief periods
for the collection of questions which you mey wish to ask the Panel. Please use the
question cards which have been handed to you at the door, and heve them ready for the
attendante who will make the first collection at sbout 10 minutes after %100, when Mr.
Kirkpetrick has spoken. All questions which are not sdswered by the talks here, or
from the platform during the question period, will be answered by letter to the indi-
vidual who has asked or who asks the gquestion.

I don't wish to be presumptuocus in introdueing my collemgues to you, dut in
case there are some perscus in the amdience who have just returned from oversees, they
are, starting from my right apd your left, Mr. Matthew Baird, Director of Training,
Mr. Richard Helms, Chlef of Operaticns for the Deputy Director of Flans, Mr. Frank
Wisner, Deputy Director of Plans, General Cabell, Deputy Director of Central Intellti-
gence, Mr. Bobert Amcry, Deputy Director of Intelligence, Colonel L. K. White, Deputy
Director of mministMimJ Aesistant Director for Communicatioms,
¥Mr. L. B, Kirkpatrick, the Inspector Gemeral, and myeelf, the Assistent Director for

Personnel.

I vill now ask Genersl Cabell to open the dlecussicn.

GENERAL CABELL: mmeofm,m-u»mwmtmmwmt
weeting in the history of CIA's career service. This afternocon, for the space of sbout
two hours, all key personnel of the Agency in Washington are assexbled in one spot.

We would have liked to have made it s meeting of all employees in Washington but there
isn't & ball evailsble.

The purpose of this gathering should be well known to you by now. PFor three
years the CIA hes been working on the development of a carser service program or system.
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Intensive studies have been made of other caveer services, that ia, the Poreign Service
of the Department of Stete, the military services, and the FBI. These career services
bave been exsmmined for the attractions and the incentives which they offer, the obli-
gations required of their members,tbe training aspects snd the problems of implementation.
As will be explained in greater detmil, very careful study was mesde of what legisiation
would be required to implement the career service, and close liaison was zaimtained
with both the Civil Sexvice Commission and the Specisl Assistant to the President who
has been specializing in career service. A representative of CIA was present as an
mmmmmtmn of the Wriston Committee which stufdied the problems of ithe
Foreign Service. The result of all this work will be explained to you this sfterpoon.
I can sseure you that many, many thoughtful end responsible mezbers of CIA have given
mach desp thought to this question, and the vesults represent their ussnimous views.

There is ove particulsr point which I should like to esgphasize. Very care-
ful considerstion was given ms to whether CIA should have a commissioned service, such
a8 the Foreign Service, or should remain as it is presently constituted with eppoint-
ments mede by the Director, who also has the power to determine the mumber, location
and grades of perscunel. It is our view that the grester flexibility sllowed by the
present gyatem is more desirmble than would be the rigidity imposed by o system of com-
missioned persounel. I believe experience will show that this 1s act & misteke.

In conclusion, I should like L0 express my personal satisfection at being
present at this importent meeting which launches a career service in the CTA. In faet,
I considered it 80 importent that I cut short my leave on the West Comst by one day
Juet 20 I could get back here last night for this mesting. Throughout my whole career
in the military I have been sssociated with individuais devoting s lifetime to service,
but I certainly have been particularly ispressed by the dedication of the personnel of
CIA %o the pursuit of a profession in intelligence. I think that this dedication ghould
be malle official, and I feel certain that this dedication $o career service, with ita
necessary obligations, will insure the development of the grestest intelligence gervice
in the world today.

MR. KEYNOLDE: Ladies and gentlemen, throughout the three years of the devel-
opment of the career service system the responsibility has rested heavily on the broad
shouiders of our Inspector General. He will aSdress you now.

ME. KIRKPATRICK: This 1s the bdackground of the career service progrem. In
a spece of sbout 20 minutes I mm going to try to explain to you what has been going on
in the past three years, three years of work that is graphically represented by these
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original-copy files which you see piled in front of My. Reynolds snd General Cabell.

In Septenber 1951 a Career Bervice Committee wes formed to study the problems
of the estzblishment of a career corps within the Central Imtelligence Agency. This
Conmittes was composed of four persons, en Assistant Director from the Clandestine
Services, an Assistant Director from the Intelligence side of the house, the Assigtant
Director for Persounel, and the Director of PTraining. From Ostober 1951 umtil June
1952 this particular group had 28 meetings at which these problems were thrashed over.

Row some of these background problems are extremely complex snd extremely
difficult ones. General Cebell has zentioned one of the most controversisl, that is,
whether there should be estsblished s commisgioned corps, and by “"commiseionmed” we
nean a Congressional commission which would be signed by the President, or whether we
should maintain the present system whereby the Dirsctor can make sppointments. After
welghing sll factors it became obvious that it was grestly to our advemtage to retsin
the present flaxibility which we have.

A second mejor problem was that of obligation. Should CIA ssk its personnel
to sccept an obligation to the Agency, or should CIA sinply maintain the present system
where any of us can leave tomorrow. This was extremely controversial. It divided al-
rnost slong party lineg, one might say, because one eide of the Agency felt quite stromg-
1y on the subject, and the other side of the Agency inltially did not feel so stromgly,
but ultimetely came arocund.

The problem of crzating & caveer service system in CIA 1s & problem where you
have individuals all the way from typesetters and typists to wer planners and clan-
destine operators; individuals who are aimost completely overt in thelir activities to
individuals aperating in the highest degree of secrecy; an orgsnization which handles
everything from mechetes and mechine guns to multigreph mechbines, and from a piece of
paper the importance of which is not terridbly great, to cne which may mean the differemce
between war and peace as we know it tolday. Consequently, ome of the most important
probleme was: Did we want OFE career service for all of the Central Intelligence Agency,
or should we heve a group of sssocisteld career services? WMWW
internal complexities but also the status of the organization in the Natiomal Inteild-
gence structure, and its existence in the world today with other intelligence services,
the anewer was & categoricel "yes" in favor of ONE intelligence service encompassing
all personnel within the Ageney. .

How this initial group of the Career Service Committee which met in 1951 and
1952 set up under it eight task forces. If you 100k at the pile of documents on the
bottom of this stack, those mre the reports of those task forces. To glve you an
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exarple of the work done by these groups, the working group on trainees - that is, what
should we do sbout irasinees and what type of treining should they get? - met 18 times
before it finally wrote its report. The group on ewployee rating - by that we mean the
Personnel Evaluation Report or Fitoess Report - wet 16 times. Tha study group on
rotation - rotation between different components, how it should be hanAled and how it
should work - met 16 times. The group on the personnel development program, how can
we best asssist individuale to make themselves the finest intellipence personnel in the
world - met some 10 times. The group on selection eriteria - what are the criteria by
which professional persconel end other personnel within CTA sbould be selected: (a)
when they enter the Agency; (b) when they pass thelr trial period; (e) whem they go
from their provisicnal period into sadre career personnel - that group met 13 times.
The group on extension training met some 12 times. And the group on career bhenefits
met 20 times. These groups, I might add, were cowposed of individuals at the level

of staff and division chief, and they put meny long, hard hours into this task.

When the Career Service Committee submitted its report in June of 1952,
Hotiee 78-52 was issuef which set up the CIA Ceveer Service Board, which hos now been
in exisgtence slightly over two years. During this periol this Board hes met 35 times,
and it has worked out the final details of what is this career program which is being
lsumohed today.

How esome of thesge task forces which I meationed under the former Committee,
conbipusd thelr work, aodl I want to mention several of them, in passing. For exanple,
the Honor Awards group coutinued its work, and in the course of 1953 the President
apprwad the Hational Security Medsl, which is the highest sward which cen de given
for intelligemce service, not only intelligence service within CIA but inteliigence
service suywhere in the Qovernment. A legislative task force sat down to what vwas
provedbly the hardest task of any of these groups, imamwmch ae it was thelr job to
coma up and tell us what legislation we reguired, whether we should go after that legis-
lation in one package or wheither we should get the legislation through riding in om
other Bills that would be paased for other dspartwents im the Government. The Legis-
letive Task Force report 1s part of thet group on the lower teble, the second echelon
of reports. It is a job vhich we feel now 1s practically ccapleted. We don't thimk
it will have to be dome again. It tells us exsctly what type of legislation we need
to get the sdllticoal benefits which we feel that career erployses in this Agency
must have. Certain of these measures we will get during the present session of
Congress. Other messures we may g0 after in tbe form of & cereer Bill, but more likely

-k -
SECRET

Sanitized Copy Approved for Release 2010/06/19 : CIA-RDP92-00455R000100090013-2



Sanitized Copy Approved for Release 2010/06/19 : CIA-RDP92-00455R000100090013-2

— —

SECREL

by ridiog on other Bills which will be passed either in this session or the next session
of the Congress. Scne of these bepefiis, to mention Just s few, would be accelerated
retirement for different types of service such as hasardous service, service in 41ffi-
cult climates, service beyond the cgll of duty, that is, extreordinary service, ete.
We need benefits for our people oversess in the form of financial sssistance for the
schooling of dependents where there are o American schools. We need finsncial sasist-
ance for dependente overseas for medicel sttention. Some of our ipdividuasls in hard-
ship posta have had to fly merbers of their family or be flown out themselves to hos-
pitels some distance away, and it puts s fipancial hardship upon those individuwals.

The Career Board during the lsat year noted two problems within the Agency
which it felt needed gpecial sttention by task forces. The first wss the problem of
Junicr personnel. Were they sble to make their careers? Were they able to develop
their careers in consonance with the best of career programs, or 4id they have parti-
culsr problems. A task force was constituted on that and remdered a very excellent
report. Secondly, the question has been raised wmmenatcrmm:}.ou courses
held in this same room, &8 to whether women cculd make & career in CIA, as to whether
there was discrimination ageinst women, snd as to whether they could rise £o the highest
professicnal levels. B0 a growp of women from the Agency sat down and studied this
prodlen over a period of several months. mnmmnuuomhwmhemwemagly
valuable ot this problem.

Then, o bazardous &uty group studied the vericus types of hazardous duty
which Agency employees must face, and made recomwendations which fitted into the
Iegislative Task Force work as to the type of protecticn we should have for those
individunls who were called on to serve in positions of greal hazaerd.

Apd then, ong which I think this CIA Career Sarvice Board of the last yeay
can teke particulsr pride in, wes the vork done by the Insurance Tesk Force under Wr.

The problem given to that task force when 1t started was this: We have 2°X1

people who are called upon st the &rop of a hat to f£ly anyplace in the world, to go
iuto strange areas; to be exposed to strange diseases, to be exposed to dangercus
injuries, Bow can we protect thex beat? I think you all know that under the present
systenm under which we exist we are all subject {o the Bureau of Employment Coopensation
and the interpretstion of line-of-uty iliness Or line-of-duty injury. This Insurance
Task Force went to work after clearing some sctusries from the top insurance consulting
firms end conpanies of the country. The actuaries studied the sctusrial basis on which
CIA employees could be ingured on a group basis. mumpwt.mwmum.am
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you will be given coples when you leave here today as $0 exactly what it means to you.
In the simplest terms, it mesns you can buy the chespest group imsurance that is
svaileble. This group insurance is sold on two differest bases: one is straight life
on which you get the double indemnity clause, and the second is heslth and eccident
insurance. For a very smell cutlay per month you can insure yourself and your femily
80 that most of these besic hazards which I have menticned can be taken care of.
Bome of you may beve resd in scme of the recent Government solumns that the Congress
is vow acting on a propossl which came from the White House on the same subject. With-~
out bragaing too much, our proposal is mich better. You get a much betler form of
insurance at & mich lower cost. In fact; there is no other form of growp ineuwrange
that we have been eble to dlecover which weuld give you the same bepefits. And you
will be urgsd to cover yourself by this form of protection.

A tesk force met on the extremely difficult end highly controversial subject
of promotion. Mr. Reynolds is going t0 deal with that subject at grester lepgth in his
words to you later, but here agaln was a eubject on vhich, for the lest three years at
least, thig Agetncy has been scting pradtically on & different basis in every office.
We now have s standard promotion Regulation. I think it is highly equitable. The
only aspect of it I want to mention is that once you enter the zome of comaiderstion
you are congidered for promction sutomatically every year. It ils & fealure esbofied
in some of the military programs, and we congider it to be s very ilsportant one here.

Then another task force met on the sublect of overseas rotation planping.
Those of you from the DD/P sres, and also from the Office of Commnicaticns. kuow bow
important it is when stationed overseas to have some inkling of what your assigament
is going to be when you return to this country. I think I can confidently predict that
within s metter of weeks, zmonths at the most, this Agency will be allvising every
employee overseas of wbhat his next conterplsted sssigmment is, and glvipg him the op-
portunity to either asccept or to indicete that he might have some personal or pro-
fessional objection to the mesignment and ask for a reconsideration. T think this is
a tremendous etep forwvard as far s2 the career service progran 1z concerned.

Apd then, a tesk force met on ancther subject which Mr. Reypolds will go into
great detail on, and that is the subject of the Fitness Report. We noted from the
questicns that came in in sdvance of this meeting that there is considerable confusicn
and & 1ot of misunderstending on the use of the Personnel Evslusticu Report, end slso
of the new Fitness Report which will shortly be issusd.

And then, finally, s special task force met on & career development progreim
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for Junior personnel. Wofymmeyrmwmmmiummmim
mmmmwnm“tmssmwnmrarcwwmcram&arpermlin
michmorufﬂmrtmmesunmwummmammwm
muummwﬁmcomgewmmmwﬁutm'mm,m.gxmmr
affimmrmmlﬁnmummmummw‘mmmﬁnmmam
gra&erwammmmmmdtobaamoﬁtmwml‘ I might just say
one word of caution in this connection. The individuals selected for thie type of
training are individuals vho, in 'the cpinion of thelr eupervisors, the Office of Traln-
ing snd the Office of Persompel, are potentisl executives of this Agency. This program,
to oy mind, i:mmmwwmmmxmmmummmwy
10:5-mmnﬁmmmmmrszﬁmgommummm,MW
mmmlmdmmmmutummemhmmbwt@w
tmgm,umm&wmme,mmmmwmmofmam
who will be retiring. |
!wxmttomﬂwmmmmwmlmm, briefly,
becwmIﬁamthaﬂmethﬂmmofth&mw&msintbummymmmw
encugh cognizent of the rather complicated, but nevertheless, I hope, efficient
mechanism for personnel management. That is & very important aspect of this career
mimyrm,-mmeinmminsm,mea!mmctlmm&wma
wtanmtmgn:mtthtmnmz@ytwmlma
working in the Agency: you, the supervisors, the Porgomnel Office and the career
seyvice program. mtmtmmnvumntalmdthemmmon,andnmmm
reason, mmwcpmm,mw.mmmmmmwmmmmmcmn
aod should 4irect its mctivities as & supplementary aid to the Pearsonnel 0ffice. But
mmmnmwnutmﬂcfmmMiﬂtmmthiﬂmﬂiW*
imtoﬁwﬁnmmmibh:mmpﬂmlmmntmtmw,ammhthn
cmrmvieeaymmtmmwmnummhin&m[wcatmcm«
“mmzwmlmmyummmmmymmammuwm
you in your work.
Nwmmmmmmw,mﬁnm,&aﬂafrmemtm
conponents and the Career Service Boards. When you as sapervisors take ection in
reconmending & promotion, a transfer, & termination, an eward, that perticular action
iarﬂim&hymfwuﬂmmm. m-rwﬁ.ﬂhythis:ymumwmm-
guess you, but sizmply to insure that your dzcision is teken in consideration with not
Just branch-wide or &ivision-wide but office-wide and Agency-wide considerations. The
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individus) career service boards funnel up through the respective Career Service Boerds
ﬁtmnmtymraMomWMWCmmn,mmmmmm
bodies. You will mote the Super-grafe Board, which deala solely with that small growp
of super-gredes in the Agency. You will note the Selection Board, the Employment
Review Board, the Reassigoment Board, snd the Pair Esployment Board.

fow those latter three I want to deal with very briefly in discussing mechenisms
for persponnel appeals within the Agency. But I believe it important that all supervisors
iuthiatmmtwwﬂthwtmvm.mmmumratmwthisgmphsc
chart [“indicsting chart - “Mechanisms for Appeal Within CIA" 7 but slso the Regulstions
which deal with persounel activities, because I cen assure you, ou the basls of umy ex-
perimin%hemtemenmthslumtwmm,wmmmmmnﬂmﬂ
m&lmtowOﬁiwis»wmngbmwukinmmmmwmlmmm
systen. Iwwfulm&wmdtmm&pmbabh'whwemh&w
Qffice; spd vhereas we are siways heppy to deal with them, we sre happier not to have
them st all. Consequently, I think it quite fmportast that I poimt out to you the
mnmzmtwwwzwmmy,mmumzumm-mcw. I
do pot believe this is too widely kpown. It certainly fsn't widely encugh known amoug
the employees.

mmm&arormmreuumbmmremswmmmmml-
ligence Agemey. T think it goes without saying, snd I am quoting many indlviduals who
hweloah&mtnuwfmtmmnm-mgnwmmmmmmamm,
mmnmmtuumtmmzmwwmxmwrmtmmmm-
ment. It's the ambition of all of ua to insure that this "finest cedre of persomnel”
itmmmmtmmmmmhﬁhQWM- But even the best of
organizations hes ite problems. Most of our problems are human problens and they deal
with personsl spd persomnel relations.

Anetmm&d,mtmmmtmtwuftMWuwW
within the Agency. The Fair Enployment Practices sppeals sre established by Federal
gtatute. MwWaremmMIMthaMmem&amm
Mmrmmimmwmu,nugim,mmarmofbm. I sm very happy O say
that this Agency bas practicelly none of these. The Fair Employment Officer in the
Agency hsppens to be s mesber of ny Staff. But there is a very &efinite eppeal mechanism
established for fair employment cases. You will see that {llustrated on your right.
[“Indicating on chart. 7 Next to that is the exployment review case. Employment review
cases are for security and loyslty matters. There is no need to belahor that in this
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particular group, Whmmormmimﬁthmmincem\
they are bandled on an extremsly discrete and guiet basis. Generally speeking, it is
our desire that the fewest possible inlividuale know of the individusl in the cmse or
the action being taken. But it is lmportant for you as supervisors to know this mechenisw
exists and bow It works.

In the center / indicating on chart / you see the genersl sppeals from actioms
that might lead o separation, that the Assistant Director for Personnel handles through
his mechenism. The other sppesl you see on the left is the sppesl on definlte grievances
where the exployee feels that he has been definitely wronged. Now this may be any type
of appeal, from an unsatisfactory efficiency rating, to su individusl who feels that he
should be promoted or can't be promoted, to av inlividual who feels he is migplaced and
should be placed elsevhere in the Agency. The Asslstent Director for Persannel sets up
an Advisory Appeal Board; the Board hears the eppeal; s declesion goes to the Assistent
Director for Persounel; and there is an sppesl from him by the employee to the Divector,
1f that is desired.

Now T recommend to all of you that you fmmiliarige yourself with these Regu-

25X1  1ations Tt will take you Just sbout
45 mimates to read them all cavefully, dut it's well worth doing cnce or twice a year,
and particulerly at the time when & problem comes wp. I think you should regard the
Regulstions in this particular respect as somathing to be veferred 0 when you have a
perscrmel. provlem which you need assistance in solving. I think it goes without ssying
that the mmm Director for Personnel and his entire Office, and my entire Office,
is available to you for sivice or guidance in this conpection. You will note that, with
a certain smount of malice aforethought, the Ingpector General's Office does not sppesxr
on this sppeal aystem. That is for the simple reason that it operates as s direct end
integral part of the Director's Office. It is my Job and duty to gee if I can't assist
the Director in handling these sppesls. In scme ingtances I can save him time. Bubt I
think, as Mr. Dulles has often sald, he is alweys open o sppeal frox any esployee on
suy particular subject where he feels that there is s grievance. HNow there is e very
important part of supervisory respomsibility vwhich resides here. I know thet every
supexvieor likes to handle his own probleme and desires %o keep thexm from getiing ocutside

his particular organisstion, but there comes s limtt, which is wp to your Juigment, when
1t is mach move important to refer an individual vho has s grievance or a gripe, whether
& justified or unjustified one, to the eppesl mechanism, preferably to the Personnel

Office first, end if resclution camnot be reached there, to my Cffice. I feel perfectly
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eonfident that if quite s few of the cases reaching the Inapector Gemersl during the last
year, had resched there earlier, we would have avolded some very dissstisfied ex-employees
end even some ceses that weve taken £o the attention of Congress.

In eonclusion, I don't think I can over-emphesize both from the point of view
of the Inspector General, and elsc from the point of view of my participation in this
cereer seavice program, thet the individual's mupervisory responsidility and atteution to
personnel menagement within thin Agency is one of the most vitsl aspects of the future
of our cereer gervice program and the develupment of an organization of whish we will all
be very proud. Thank you.

MR, FEYNOIDS: The usbers will now collect questiona. While that collection is
mzmmmmsmm@mwmmmmwzmu
handling that phase of this progrem.

| vouwa1 recals that when the smnouncenent of this sesting vas
mwsnarm,mmmmmmwm,ummm,mmymm
to have sogwered at this meeting. I think we were more then gurprised to reegive almost
500 qussticns, and after eliminating duplicetes, vhich were t0 be expected, there are
approximstely 375 valid, distinct questions. Obvicusly we can't snswer then all today.
The answers to those gquestions will be sent %o the persons who originated them. They
will also be prepared in brochwre form and distributed to all employees of the Agency
after the answers have been properly correlated, edited, and mede to conform to exlsting
policy.

In the mesntime, however, Mr. Kirkpatrick, I would like to ask of you one or
two of those guestions which came In in sdvance of this =mesting. In view of your remarks
on the mechanism Tor egpeal within CIA, I think this is appropriate. The queation is:
To whom may the employee sppeal in case he applies for and is mot accepted for the
Career Staff?

A. MR. KIRKPATRICK: The angwer to that is inherent in the mechanism for the
Career 8tall. An emplovee will spply for the Career Staff. His spplication will be
processed through bis supervisors %o hie Cereer Bosrd. The Career Boerd will then either
pess on it or reject 1%, and it will go to the CIA Selection Board. If it is twrned
down ab eny one of those particular points along the line - if it is twrped down by the
supervisor there is desically mo sppeal except t0 the Caveer Boerd. If that Beerd also
turns 1t down, obvicusly the final sppeal would be to the CIA SBelection Board, which I
think all of you can recognize would vot override both of thope adverse opinions. In
the case that the supervisor recommended the application apd his Caveer Board reccumepded

"w—
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it, and the Selection Board turned it dowm, tmtmmm:mﬂwbym@mm
mwmmomttomherﬂthmseueﬂmm. It is my perscusal impression,
quite honestly, thet a 1ot of pecple heve become nervous sbout whether they're going to
be gelected or rejected, snd I think that nervousness 1g unfounded. I they ere highly
qualified, cmmwmmmmww,mzmmnmwmg
gbout 1it.

Q. Bere is ancther question which also has to do with the sppeascy

mechanism. mwmnmsmmummmmwmbuagm&,mm
pmitim i3 mede for him to defend his position?

A. MR, KIRKPATRICK: vaaypmlw:m&imutmehyw, except the Fair
Esploymente sppeal. mmnmzmummnuntmsmtmugxm.m
edverse report, can certainly sppesl that report: (a) to the Career Bervice Boaxd; {v) to
the Personuel Office; and {c) to the Inspector General.

Mematmmmte,mnw.mmwm@wmm,mm
Wﬂmmmtaammwmmmmmmmum. Expert sfvice
offammuammmhnim,anﬂitmuﬂmaltemtewhmhtmwmm
edopt. ﬁiewmmalmamuﬂaﬂmth&tnﬁnmrﬂmrwmmmm
netes their Fitnsss Report particulsrly, if there is sny sdverse cpinion on it.

Q*: Here is one more. Of those employees mow sligidle, will evip5x 1
mmmmwmwm,wmmmnwmpwn

A+ MR, KIRKPATRICK: Ith&nkymmma@ﬁmfromthepmblwimtm
tm,mhuwm:mmmrozmmWﬂmue,mm
mrmingof%ewiﬂmbhuthmm@uiﬁﬁummtmmtm. But the important
MW&MMW&MQWWW&W,istmtﬁththem&ﬂaﬂion
Mnbm,mmm,mtmmremimﬁmwﬁmmm
Agency will be given. Certainly the Agency is going to live up to every cbligation it
mtommwmmmlymbm.

@ Here is one which hes just been collected, snd since you fr-v=
abmxa:mmicimwmmcnitwtmwiamwmmmsm. Can &
married womsn apply for membership in the Caveer Staff? Her cbligations to her husband
w‘ummmmmcmmmmem,mwtm,ww
place, £tc.

A. MR. KIRKPATRICK: That is pretty loaded. There was another question in
mxm@mmmﬁ@tmu,m&Im-nthGﬁﬁMM'&:lme,snd
that wae: manmmsorw&mdimmaﬂththﬂrmmarﬂusutc
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vhether they should joiln the Career Staff. My only enswer to that: It’s a brave man
who offers alvice to any husband or wife as to what to say to their spouse. To be
perfectly honest sbout fi, the Agency's highest turnover among the wopen in the Agency
occurs because of metrimony or motherhood, something which the Agency can't do anything
sbout. We sssume that s married womsn applylng for permapent status with the Agency
would be doing it in good faith, and that she hed no immediste knowledge that her husband
was to be transferred to Timbuktu, or someplace else, snd thet she would want to go along.
It does craste s provlem there., I think we Just have toc be perfectly bonest sbout it
and look at it and recognize that the fortunes of war end other activities mey prevail.

There will be enother collection of guestions im sbout half an25X1
hour, after Mr. Reynolds has spoken.
MR, REYROIDS: 'The career service system has been integrated into the Office

of Personnel g0 that it nay sugment our efforts to ereate & sownd personnel program.
The Office of Persounel is responsible for yecruliment, assigument, proumotion, reassign-
ment, retirement or separation. The smpervieors, who ere cereer enployees, are respon-
sible in their respective spheres of command for basic functions in the operation of &
sound perscunel program, and should exevcise their ccomend responsibilitlies to make sure
that their career amployees are given every opportunity to better themselves, and to
sasist them to carry through in their chosen career plans. Therefore, the career gervice
program is designed to improve and augment the operaticns of the persommel program in
our Agency. The primery purpose of the career service gysten is to provide the security
for s person's jJob, snd we are dedicated to make every effort to insure that cereer
perecunel in this Agency have s much job security as can poesldly be given. Career
service means working throughout cur Agency in all the offices, and does not simply
mean Washington and overseas posts. This is s guestion vhich came up on seversl of
those that were handed to us. It means EVERYBODY in the Agency.

I would slsc like to point out to you a very basic thing, which I am sure you
will recognize when I meke the statement, that this Agency is edministered by pen and
women of good will, snd mutusl sgreement on meny questions can be settled between
persons. ¥e o are golng 1o administer the part of the program which is in the Office
of Personnel, assure everyone in this Agency thet that is the basic tenet vpon which
we are going to operate.

How the first problem which I wish to discuss, which Mr. KXirkpatrick bas
mentioned, is the Fitness Report. We had many, many hours of discuesion of the Fitness
Report, end this sample which is in your kit which was hended to you, is brand new.
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We bave pot hal a chance to try it. Why 414 we 4o this? It's because the Career Bervice
Board 4id not feel thet the Personnel Evaluation Report was providing the kind of infor-
mation needed for proper personnel actions, even though the Personnel Evaluation Report
might be serving some other purposes quite well. In all too meny instances, vhat wes
written on the PER 413 not reflect the true capability of the individual, and it will
not be used henceforth. It was hoped that a report like that in your kit might permit
& better comparison of individuals, and hence, better persopnel actions. I do mot, and
I an sure the Board 41d not feel that we hal the best of all possible reporis. In fact,
I doubt that a report could be devised that would sult everybody in this relatively
small group. The Board 4id decide to try & &ifferent type of report. To determine
vhether this report 1s worksble, a study of 1t will be made fmmediately. A very thor-
ough questiomnaire will sccompany the first 1500 of these repcarts sent to the varicus
offices for implementation, both in headquarters and in the field. On the basis of
the results of this guestiomnaire it can be determined vhether and how much the form
needs revision in order to be accepteble to sypervisors. It is expected thet the results
of this study will be availsble around the end of the year. How fast we can complete
this stuly depends more on how well you expedite the return of the gquestionnaires sent
to people in your offices and divigions.

There were & number of questions, as Mr. Kirkpatrick has mentioned, send in the
question which was asked, on the showing of the report to the person evaluated. There
are two answers vhich we have on 1%, which I am going to combine. Geperally, this type
of report is NOT designed to be shown to the employee. It is mot primerily an aild to
the supervisor in &ischarging hds supervisory respousibilities; rather, it is designed
principally to record what the mpervisor thinks sbout the esployee. Now the determin~
ation of who will show the report to the employee lies with the immediste supervisor,
the reviewing official, or either of them. They may decide jointly thet the report
should be shown to the employee. Regardless of this decieion, the employee is assured
of s full and frank discussion of the content of the report with his supervisor. Now,
ledles end gentismen, it is very lnportant for us to take this Pitness Report probiem
alowly apd in ocur stride, because we've got to try to find the best one that there is,
particularly with the many and variegated occupations of thia Agency of curs. 8o
please make every effort $0 get those Fitness Reports out to your supervisgors, and be
honest yourselves in your evaluation of the exployee.

Now there was a question agked as %o whether or not we were going to train
supervieors in filling out these reports. I think that a person who is of the calider
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taheammwiminth&a&gmcy,zaperfechlycmubleofﬁlunsmtmmm,m
betng honest and fair sbout 1t, and not sloughing the job. And, of course, oue of
the factors by which a suervisor himself is rated is the vay im which he himself
evaluates his subordinates. It would be sericusly regarded if a mpervisor's spproach
to the Fitness Report was either careless or casusl. So much for that.

mmmithIﬂiﬁtonmmmwwtfmm
iz of vital irportance %o all of us. memmimmmmamtwm‘
preference and Civil Service status, and their effect on & posgidble reducticn-in-force,
if such a TOve were DRCEBAYY. mmmamsmmmwmea
appointnents; mwm,ammmcimmﬁatmuofm-sﬂwtinm
Agency. The Career Staff and entrance mtathemewscaff‘iaanmmmm—
strative device and has no relstionship to permanent Clvil Bervice status. Civil
Service status is & personal thing. You do not need it to be employed Ly the Agency,
mulmummﬁthmmmyihmmaﬂect@onmmlsumhipwnh
other employees. The mein value of Civil Service status to anyone io the Agency is that,
ghould he leave the Agency, 1t will meke 1t somevhat sssier for him to relocate in soue
other Agency where Civil Service status is required.

The Veteraus Preference Act is basic Federal legislation which would govern
any reduction-in-force in this Agemey. Caveer Staff merbership, or lack thereof, would
in no way modify an individual's rights under this Act. It is snticipated that mevbers
of the Career Etaff will be given preference in reductions-in-force to the extent that
nasic Pederal lawa will permit. mmhm,mmw,bemumnam-
cepted appointments, are in competition with one another. This, of course, is modified
byww“mmmcmafmkmmmmxmewﬁmaumm.
xrmwmemamwzmwmmmmermm,mmm
in & position where their jobs are not {nterchangesdble, because the Cayeer Staff
enployee is unrestricted in his movements, apd the other has placed resgtrictions upon
bimself beceuse he has not become & member of the Career Steff. They are therefore oot
mmebztimﬂthmhothm,Mthammberottmwmmaprerermbe~
mmmmmmuty,mmmmmmmnmm' This
requirement - mobllity - will be written into those jobs that require that encusbents
be membera of the Career Btaff. A large majority of jobs in the Agency require mobility,
mmm—m%ﬂmwwﬂmmqunﬁeﬁfarthesnhwnmuir&a
that be may have to teke a position vhich is outeide the Washington hesdquarters. Agslin,
two persons epparently occupying pimiiar jobs, are not in the seme coupetitive level
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if cue is a Career Staff employee and the other is not. In all cases we will follow
the rulee of the Civil Service Commission which are compatible with what I heve just
stated. In the Armed gervices many officers and men are classified ag "limited service”™.
I consider that an emplayee who i not a member of the Cereer Btaff is in & "l1i{mited
service" status.

I would like to memtion very triefly the sudbjeat which Mr. Kirkpatrick
brought up on the question of women, because we bave had & muber of guestions om it.
There 1s no distinction in the career service program between men end women. In cases
where eltber a hushand or wife is scheduled for movement overssas, svery effort will be
made to srrange that a family will not be divided. There is no intention om the part
of our Agescy to create s aitustion vhich causes undue haxdship to & family, This bes
been carefully thought out, and the phrase in the spplicetion, "full considerstion will
be given to my particuler capabilities, interests and personal circumstances®, covers
this point. There are meny "special” cases, we know, which will have to be adjudiceted
on the basiz of thelr own merits. The CIA Carecer Council hes been crested for the
purpoge of making such changes in this program 8s ere necessary to cover such points,
or in individusl cases %o spprove sction so thet persons will not suffer undue hardship
or pay be members of the Career Staff under certain special circumstances because of
Tanily ressons. Those aye gquestiona--again, with the mewness of this--thet we must
take in our stride and handlie them very carefully.

Now, the question of promotion. As has been stuted, we spent a long time on
promotion andl I consider it ons of the major accomplishments of the Career Bervice
Board, Prior to the issuance of this Regulstion each office of the Agency had followed
a pattern of its own, and in scme cases this cgused hardship to pecple in offices vhere
the promotion policy was not liberal, as against those which were more liberal. There
heve been & nuber of guestioms pubmitted on the prosotion policy, and I will not take
the time to discuss or answer the questions ax this time. As you have been told, they
will be snevered by letter.

The chart which is now before you [ indicating chart - "Promotion” 7 is
self-explanatory. I thought you would laugh at that chart. You lock at it carsfully
as I explain it. It isn't reslly es cosplicated sa 1t looks. If you had locked ab
tntahm“mzmsuzm,mwmmmnmamm. Wherever there is
8 blue line that represents an unfevorable actiocn and where there is a red lins it
repregents favorable action. It starts off with the recommendation of the supervisor.
Then It goes to the Head of the Career Service, and at that point there is concurrence
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or rejection. nmxnmemzmnrmcmymmwmmmrm;
tmeopysoaatomrwmmwmmmnnimmxmorﬁmutnmml,
mﬁrmtheregaesmumxintothewm‘smlfm. The Placepent and
Utﬂiutionmmtou,w%’,m&mumwmmtOMM'mtm
employee 1s being given a completely feir break. A favorable action is reviewed by
mmmmwmm,mrwmmmuﬁmmvmmmm. Ir
tmumwﬁmotmm“ormaob,mhuschmemMutimcr
something, there is a possibllity that the Classification end Vage Division, "CWD" there
ontheahmgloaksitw,mmxwryrmlyhms. if it is approved by "Pup”
itms‘mm‘mmmumcmammmmmmmm
mmumww,mmmmmamormmm. I don't think
mt*summ,mmxmwnmm, Haybe you 4o, astill. If
you do, Iﬂugumaphotmtaﬁe@yaritatwm:iam.
mwm[wmwm-"mmmmcmwj,m
is hopelessly conmplicated, {lsughter), ¥ill now go up there. This is the Application
for Membership in the Career Steff. m:wxcatimismmmuﬁtmﬁum
of CIA. xzmmmm&mmwmmmsmsmmwm
Carcer Bervice Board. 1 personally cousider that it should de a prerequisite to employ-
m,mwmmmumwm.mmwm. In this
spplication there iz a phrase, “xanc.homuredt:hﬁmwnﬁﬂm‘boryewletmw
oy easslgnments I will be offered reassigmments which are competidble, insofar as pos-
sible, with oy ebilitise and career interests.” This essures the resssignment of en
wﬂ&ulmhaameMylnmm- The spplication for membership in the
msmfzamtamwm:taummwawm. It is a
fmumnmuofmmwmwmumswmw. There
mmw&ﬂeabnmimmeith&rnm,othertmtmmmmmmm
muaaum,mmmummmzmxsmumawmmywn:
¥will carry out its intention in good faith and to the best of its sbility, while sig-
mtmwzmmmzsmmcmmmwmmmmmm
f&%hlmmthemofhisabilitx. mmaeuvea.teo:mmpmmm
mmnmm,Mtis,lmm,tmmmmmm@bumtm
date. m&@:gmmmmm1mmmrmtmmmm
effective date of membership. mmwumﬁcmeafmmummmmnm
enployee entered the Career Staff. It is planned that the Assistant Director for
wmmnmmnmzmntmabuuytomehﬁnhwwmmmtim

25X1
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for Membership, on or sbout the lst of Septenber. Sinse there is more to eligibility
than Just tlwee years® uwiu,aaﬁmeahmﬂﬁmﬂtbe!egulaﬁmcmﬁﬂlxtomﬂa-
stand that point, iﬁﬁmsz&mhmoﬁmmymmummmmn
of Elfgibility and to meke formel application before his Applicetion for Memberehip

can be considered. No one will sutomatically become s member of the Career Steff.
mmlusommmwmrtmmnmarmgﬁmum Alsoc, for yoo
mfomtim,amrnrmthdmwdstﬁWamshﬁms, exclusive
of contractual persomnel, 45.8 percent are now eligible for membership axd will be

sent eligibility letters. In the Fiscsal Year ending June 30, 1955, 25 percent more
will receive such letters.

Now this cbert, /“indicating chart - "Career Devélopment of Junior Persounel’/
again ve have get a biue line which represents negative or wfavorable action, and &
red line represents an affirmative or positive sctiom. The blue square represents the
osn, sitting there under "spply or decline”, and the pink square represents the course
atthemutbwmtm@themﬂl, The Career Service Staff starts it, and the
man either says, "Yes, I want to join" - or he declines. If be says, "I want to join”,
itmtot.mpewuox,wmm&mwm,tommmms@,
then down %o our unite of Plscement and Utilizetion Division, Processing and Records
Division, and Employee Services Division, and Training, Y¥edicsl and Becurity look it
over. mnmbackmmmrmzummmuuhmm,mm
Panel of Examiners vhere 1t will be thoroughly reviewed, with perhaps brief talke to
zmwvm,watmsemxmmmmamm&mummum. If be
mectawemfwm:mmy,,mmwmtmm,wuu;mam
program that we should be informed on that point.

mmwimmxnmmumunmymumwmrwm
career development of Junior personnel. This is e joint operation between the Office
of Training enit the Office of Persomnel. As the Inspector Ueneral has pointed out, we
mist have long-range plans for future executives of the Organigation. The reason it

is limitad in mumbers is clearly stated in| | end I sa going to read the
ﬁmwofthttnotxcetcmbmit is perfectly clear and it explains exactly
what we ave trying to 4o,
{Reading)
Progran for
CAREER DEVELOPMERT OF JUNICR PERSCINEL
1. CENERAL
&. This Notice estsblishes the Program for Career

of Junicr Persomnel, as spproved by the CIA Career Service
m,mmmzmmmmmxmnmn
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8 reservolr of individuale extensively snd intenpively
acguainted with Agency activities.

b. mmumwmmmmm«wm
indoctrination and developwent, through plamed assign-
ment of at least 12 months' duration, of thoge Junior
twlayeummémmtmﬂmmingﬁhe
cepacity and potential to profit from such development,

¢. Implagentation of the Progrsm will be asccomplished by
utilization of Junior Officer Prainee (JOT) positicne.
Sincs only a limited mumber of these positioms will be
gﬁhb&e for this purpose, relatively few spplicante can

4. Application forms can be obtained from either the Office
of Parsonnel or the Office of Training.

2. RESPORSBIBILITY:

a. m&vmwmmmnwammum
nummmm,mmwmmm
Hoed of the Career Service having Jurisdiction over the
Mmmmmummm&whnw
designation.

b. Selection of participants for the Program and review of
thelr progress will be made by & Committee for Career
Development of Junior Personnel composed of the Assistant
Director for Yersomnel, Chatrmen; the Director of Tralaing;
and the Head of the sppropriate Caveer Service.

MR, REYWOIDS (Contimaing): As you know, we must select in emall numbers
andwmmtanwwthgmutmtwm;mm‘mmevmm
or six months, 20 that there will be a continuing flow. We belisve it 1g very
W,mﬂwmmtcmtwmtohwemirmmm
a8 to which offices they shall go through. For example, if @ man is a epecislist in
the BD/I group he would not heve to 4o as much rotation through certain sections of
O/ in order to get him well-rounded. And the seme would be true, coaversely, if
he were & man in the ID/P group. DD/A would went to concentrate on certein forms of
their own particular speciaities, but he would need to heve a lot of ID/P tralaing,
probably, to qualify himeelf as sn expert in the ID/P side.

Mthiachm,[mmmgcm-"cmwalmofmﬁrmmﬂ
is the same general plen. The red is the positive action and the blue only eppears
on there when the Comnittee for the selection finally turns the men down. There he
wlmmtmmmmmm-mmmmmmmmmm»
zation Division ackmovledges and verifies. Be is then tested in the Office of Training
by Assessment axd Evaluation Staff. That report goes back agaln to Placement and
Utilization and Junior Officer Training Division, jointly. He is then recomended by
themammcmtteelmkahmm,mwmhupprwe&hamwderthemw—
vision of the Junior Officer Training Division for the duration of his earcer
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developrent plen snd eventually receives reassignment by the Comittee.

In elosing my remarks, ladles and gentlemen, I want to again reiterate the
very sincere snd honest efforts that have been made by the Career Service Board, which
is now the Career Council, to implement this program, and to essure you that that Cereer
Council will do everything in its power to properly adminigter this program for the good
of everyone in this Agency. And, agein, my expression that men and women of good will
are operating this thing, and you supervisors are part of that whole show. You are the
nost importent part, in my opinion, of this whole ceveer service system. It is you who
actually see the pecple, and we must therefore depend upon you to adjudicate properly
azdvorkthinthwmwthemtatma‘bmty.

| | 1f you have anyuore questions resdy, the ladies in the aisles 25X1
will be reafy to collect them from you.
Mr. Kirigatrick, you briefly menticned the possibility of discussion between
husband sod vife on joining the Career Staff. The Security Office reminds us that the

syplication for membership in the Career Staff is not clessified. This is an lmportent
point, it is not claseiffed until filled in. In other words, the sigoature cn the sppli-
cation, apd this reason will be apparent to meny of you especially on the covert eids
of the Agency, makes this dccument a classified document. Until it is filled in it 1s
not clessified. For exerple, it will be used in the recruitment of personnel by the
Personnsl Procurement Division of the Office of Personnel. Therefors, I think perhaps
you might enlarge on the fact, Mr. Eirkpatrick, that this discussion between husband
and wife, of whether to join the Career Staff or not, 1s eppropriate.

A. MR, KIRKPATRICK: The suswer to that obviously depends om the individual
and the extent of &iscussion that you participate in, om your career in the Agency, with
WW» I thipk, if you are going to obligete yourself to stay with the Agency
over a period of time, that the other half, or "better” half, should certainly be given
advice to the extent that she should look forward to & cereer in Washington or wherever
you are asked %o go. On the other hend, I would esgsume that is dome in the normel course
of evente, 20 I don’'t believe this greatly altere any sxisting status guo.

Q| \m-m:.ﬂ, the chart on Career Development of Junfor 25X1
emmmmimmwu,mu;mzmmmmtmwm
and which perhgps you could answer. Is it true thet only Caveer Steff meambers will be

mmwmmmWMwmmwmmmmmmmm
FBotice 21-106, which Mr. Reynolds just read?
A. MR. BATRD: Yes, that is true. I don‘'t feel there is any need to
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elaborate oo the answer. I might say that the applicetions for this program are pow
in the bands of yowr training liatson officers or training officers in the staffs and
divisions.

Q. Here is smother ome, Mr. Baird, which is down your alley. 2K
Is 1t contemplated that memberahip in the Career Staff will be s prerequisite for certain
Agency-sponsored training courses?

A. MR, BATFD: Yes. The snswer to that is also "yes". I think the reason
for it is cbvious. Many of the externsl, Jong-range training programs sre expensive.
It*sswm,mmmmrmwwmmmwnmm. Certain former
memmm~m,mﬂh¢mWﬁ,r&m
reason or sncther, have resigned shortly thereafter. We fesl that the gasdble is on our
#ide, il we have known an employee for three years, particularly if be is a memder of
the Career Staff. I think there is & eorollary to that question: Will the long-range
or external training programe be svallsble to non-Carveer Staff members? And I think
mmmm&ummm‘mmwmﬁsdm;wm“,that
you tust heve confidence in the good Will, imtegrity and wisfom of menagement. Where a
mimgmismmfwmmme‘thMmmm,mtm
will be made available to him on a ctapetitive basis. isng-range training programs will
certainly be given, wherever possible, to the Career Steff employee. This, then, in
effect 1s a benefit, a definite benefit to the Career Staff employee.

That would apply to such thinge as assigmment to the Bational 25X1
War College, perheps, or to the other Service Schools.

MR. BATRD: Yes.

Q. Tour reference to the three-year period prior taaﬁwiosg—gm
becoming eligidle for membership in the Career Staff mekes this questiom, which has been
sent in, sppropriaste. I suggeet, Mr. Belms, meybe you could answer this question. Why
is e pericd of three years' Agency service required before an employee can meke sppli-
eation for career service membership?

A. MR, EEIMB: Much thought was given to this problem and the length of time
required for a type of apprenticeship wes thoughtfully consfdered. Im an Agency such
as this, where a recruit is not told anything sbout the work of the Agency before he
sctually comes aboard and puts up his hand, it is obvious there has to be & period during
which the individusl gets scquainted with the Agency and the Agency gets acquainted with
the individusl. Our oversess tours these days last three years, ani that does seem &
reagongble period of time during which this aldjustment process can take place.
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Cousequently, it vas decided that thip would be s probabionary period, at the end of
which time the employee would hnow better whether he wanted to beeone & member of the
Career Staff, and the Agency would heve a much better idea of whether they wanted him
o be a mevber.

Q. Bere is rather s rough coe, but it is an imporiant ooe. 25X1
Genersl MeCielland, I am going to give this one to you, if I msy? Is it not correct
that an employee coneidered unsuiteble for the Career Staff is aleo unsuitable ss sn
enployee in any wtatus?

A Ho, I don't consider that corvect. I sssume that

25X1

the suthor of thet question did pot mesn by "unsuitability™ those things which should
properly lesd to termination. I assume that he meent such matters as perscoality snd
ingbility to get elong as a member of the team. This would be particularliy so inan
organizetion vhere there are q@ite a mumber of young pecple who have not yet reached
maturity. If the individusl is rejected for unsuitsbility other than resscuns for ter-
minatioty, it is the responsibility of the supervisor to tell him vhy be was rsjected,
and to esslet binm in correcting these deficiencies and overcoming the unsuitabilitty. He
is not ruled out from coptimuing his euployment. He is mot forbidden to epply sgain for
menbership in the Career Staff.

Q- Here is & gquestion which has juet came in frow the ewdience 25X1
which I will sddress to you, Mr. KXirkpatrick. wWithin the new career concept will there
be an Executive Inventory?t

A. MR, KIRPATRICK: There is an Executive Inventory that has besn completed.
This wee sterted in the course of the lsst year. The various components were msked to
nosingte individuals for particular jobs. The perticular jobs in the instance of this
Wi?emmannddw;mm&mmewxmmmmwe
himself would either wish to make the eppointment or wish to approve of the sppointment
persooally. This list of jobs numbered around seventy. The varicus components were
asked to nominate cendidates who either at that woment or within six months would be
qualified to hold coe of those seventy jobe. In Other words, the individusl wes nom-
ingted for e perticular Job snd his job qualifications indicated. That Inventory is
cozplete from the point of view thet the firest round is in. It 38 an “"alveys open”
Inventory inssmch ss when individusls become qualified for thoge top Jobs 1t is
mmﬂﬁhstﬂnirmewim,ei%mt&irminﬁh&iwwwmm,
will rmite the nomination. This particular Inventory is in the Director’s Office and
aveilable %o him for whatever use he wishes to make of 3t. I ndght edd that in the
preparation of this wve have just shout everything sbout en individual down on that sheet
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of paper that is pertinent to know ms far as assignment goes, sociebility, adsptebility,
executive sbility, ete. lwithcmtemlatednveohmethemarthism
end its effectivensss, that other executive inventories will be prepered. This one, I
mme,emm,mxrzuumm"mmﬂmm;mmmm-
Mwmminm,mwammmﬁemm,mnm,
Mzculgﬂymessminanmmmmge,thumm,mmwmgum
different telents and skilis.

WWWMImeMm&aw&?emum
mmmamummzmmtacmumammmwmnm'a
Office, becsuse all of the fnformation we could get on this type of en imventary, from
mmmmmmwmmme,mmtmmmutm
eamemmmmmmmﬂxmwmm"mmmmewm,
and 1te resultent effect upon morsle. 80 that ian't & case of whether you have haen
twpaﬁfcritmmt.beewuaﬂmﬂlyamaﬂ%mﬁatthemhhimwmr
mwmwmm&mm;&hm'tthwem.

@ |1 am't want to ask of you t00 many questions of the mame 29X
type, but here is another question which we heve Souched ¢n several times. I think it
is coly fair to shift the target from Mr. Kirkpatrick to Mr. Helms oo this. This is
enother husband and wife question. If both husband snd wife, Mr. Helms, are mambers of
the Career Staff, can they be aseured of concurrent assignment overseas in the same area?

A. MR. HELMS: The Agency will meke every effort to accomplish this where
poasible,

Q| Bere s a question, Mr. Baird. The ensver exists in the  2OX|
Regulation but I think meybe it might be well to re-emphasize 1t for the benefit of the
audience. What 1s the closing point of acceptance - this hes Just come in - for Junior
Officer Training, that 1s, sge, grede, service, and go on. I would Judge this meant
uithinmrmge@agemdgraﬂam&m&wﬁtﬁcmel&giblet&wﬁc@aﬂonm
the program for Career Development of Junior Personnel?

A. HR. BAIRD: 1I1'd better reed the Notice, but I think it's 34.

|| 1 think it's from 25 through 34, end from grede 7 through grage25X!
12. I velieve that's it.

MR, FEINOIDS: That is correct. I have the Hotice here.

Q-S Here is & quick one for Mr. Helms. Where an exployes is 25X1
cpereting under cover of ancther agency will the supervisor of the other sgency £i11
out the Fitoess Report? If not, how will this be handled?
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A. MR, EEIMS: This Fitneos Report is a CIA FPitness Report and will not be
filled out on sny CIA employee by any menber of emy other organization. S0 where s
situstion obteins such as)  has just described, some CIA supervisor will be 25X
the one to make out the report, nmot the cover supervisor. Occasionally when pecple ave
integrated in the Foreign Service the ambassalor or the councilor will semd in a report
on the performence of the individual as a mevber of his staff. But that has nothing to
dc with the CIA Pitness Report, which will only be filled out, in every case, hy & mexber
of this Orgsalzation in s supervisory capacity. ‘

Q.’—‘!&r. Biw,hareiig@nsbimmwﬂﬁsmvmlaeaxa5m
to suswer. It's rether g "blue sky” one, but here it is. Is the Career Staff of CIA
analogous with the Forelgn Bervice of the Department of State?

A« MR, WISKER: Well, I think thet the best snewer that I could give to that,
based won ny wderstanding of the menner inm which this bas been approached by our
Agency, is that there is » distinct similerity but thaet the two sre by no means identical.
It is ny further understanding that the cereer services of all other departments and
sgencies of the Covernment having such services, were most carefully examined by our
group in the process of arriving at the conclusions which they have come to in the devel-
opmect of owr own service. And it has been determined after this examination that the
Central Intelligence Agency veguires & career service vhich is specially tellored to
our own particular and unigue reguirements. We have sought to take the best ingredients
from the others and to shape and aflspt these to the gpecial requirements of our Agency
and of our pecple. There is & common element between the Foreign Service spproach and
oar oW cereer service vhich is & very fmportent one, anf that f{s that these services
exist primarily to better provide for the security of our pecple and 0 encourage them
to make the Cenmtral Inteliigence Agency & permanent career.

There 1s one thing ¥ would like to sey beyond this, which is not squarely
related but arieing out of the same general context, and thet bas 0 4o with the amount
of care which I know has been teken. Although I personally have not devoted the loug
hours to this metter that others have, I would like to give you the assurance of &
person who has been s clope witness to it, that the sengmwlous cere vhich has been
taken by those primarily concerned, is most impresgive. I know that the amount of care
which has been teken has emtailed the taking of time. It Las also come o my sttenticn
thet a lot of questions have been ralsed as to Just vhere we stood, end where we were
golng, and why this took 50 much time. But I would like to point ocut thet this time
bes been well spent, because there is mothing more fmportent than getting something of
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tb.issorﬁ,ummtasitis,oﬂmtheﬁshtfmtingtobesinﬁth,MKtm
takes extra time, well and good. I heppen to have been in & point of vastage from
which to chaerve the difficulties being encountered by other departoents and agencies
having services, who have found themselves coofrooted, for whatever reason, with the
necessity of making serious end important changes. The expresaion "agonizing resppraisal®
iahmﬁhmwmemmmmmmmttw. Therefore, I would
Just like to conclude on this note of reessurance to all of you that the time and the
efforts which beve been put into this thing is extremely worthwhile, and that the emount
of time which hae been lost in arriving at conclusions, is justifted.

Thank you, Bir.

Mr. Amory, here 1s a question which is pretty much directed to you. It {s ome

25X1

vhich came in prior to the conference. It refers to the DD/I camplex. I don't kmow vhy
we elveys cell the ID/P and the ID/I a "complex”, but anywsy, it’s there. Pergomnel
sssigned to the ID/I complex are seldom considered for overseas duty despite willing-
mess on the part of many to serve in such a cepucity. Will the pewly established Career
Staff provide for interchenge of assigmments between the DD/I end the ID/P on & reascu-
#bly large scale?

A. MR, AMORY: Cbvicusly it will not be automatic that anyone who wants to
g0 spesd three years| |will just be sble to file & paper aod get there. It le
apparent in the "ONE CARKER" concept that the entire Agency will be treated as a pool
for the filling of vacancies as they come up. Obviously & trained person in the covert
services will be selected before an aspiring but unskilled operator from the other side
of the house. Conversely, the trained researcher will have the nod in e research office
over candidates from the other side. But the idesa of flexibility, of taking a 20 or
30-year career and balsncing it broadly, is one of the main cbjectives of this service
progran, end it will be the reeponsidbility of the eupervisors and the Boards, working
together, to see that the maximmm cpportunities are given to everycme.

Q. | | there are many questiops which have 25X
come both prior to the meeting and todsy, having to 8o with the relstionship of member-
ship in the Career Staff to military reserve prodblems. Perhaps you, or perhaps you and
General Cabell, might briefly diascuss these. Here is a specific question: Cen s meuwber

of the militery reserve forces sign the spplication for mesbership in the Career Staff
without violsting the prior agreement he bas made with his military service %o serve
A. GENERAL CABELL: 1I'd 1ike to try to answer that. I don't believe there
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is anything in owr Regulation, or in the military regulstions, which would indicate any
conflict there. I think that under our comcept you would go ahesd end epply for career
service status in this Agemcy without worry about that military coomitment. Nov we
m'tmmmmgmﬁwmmnmmﬂmmmmmmmm
ststm,intmeotemrgmy,ofmmoﬁimmmmm;my,wm
be carcer service mesbers Or non-caveer service members. We are trying to work that
problem out.

Thank you. 25X1

As you can see, I believe - those of you who are near me, at least - we are

receiving questions faster than we can enswer them. However, we are still eager to get
more, in the hope and expectation that the answering of these guestions will belp us to
put the career service progrem well and soundly on 1ts feet. We have time for only two
or three more questions. Bubt while I am asking thoee will the young ledies plesse pess
through the elsles once more to collect any questions which may bave been prepared in
the last 10 or 15 mimstes?

There iz a viwle srea of questions which has not beenm covered yet. There are
dogens and dozens of them, with wariatioms. I would like to ssk one or two of these of
Colonel White.

Colonel Wnite, here is the first one: whst are the implicstions for a person
vho elects not to Join the Career Staff? Cean a stetement be made regarding the assump-
tions which will prevall concerning those people who do not Join? What are the possible
adverse sctions?

A. COLOREL WEITE: I think that cen De snswered in this way, that there
maialyhmwammimmtamhtﬁmwemﬁmﬂwzm
mmmmmmmcimmmmzmmmmmenxmwm
al this time. I belisve everyone vho has spoken so far, however, has mede it clear
thet 1t is our hope to get everyome in the Agency, who is eligidble for the career service,
to accept the obligstions that go along with it and come in. I kmow thet probebly behind
thie question is s patter in some pecple's mind, that "Should I as a clerk-typist or
secretary, or maybe s photographer or printer, or telephode cperstor, or scmething else,
belong to the career service?” I think those people bave forgotten that we must heve
mexy pecple other than intelligence officers in the Central Intelligence Agemny, and it
is our ain exdl hope o bripg all of those people into the career service, regardless of
whether they are intelligence officers, administrative officers, or in some specimlized
field such me those I have mentioned.
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Kwtheim&icaxim,:m,mmbeclmmeNmme,
that that is our aim. It stands to reason that those persons, regardless of what their
opecialities might be, who are able to say: “I want to be & career employee of the Central
Intelligence Agency sid & member of its Career Staff. Tou tell ze what to do and I will
do it." mmmmmtfmmwmmmmmmmwmm
mmaam,m@wmmmmmmmmmtomum,mw¢
mmw,mmmummn,mmmwmzm,w,m«
assignments, etc. I 4o not believe this should be looked upon as "what sdverse actions
uight be implied?”, but rather, "what sre the rewards for those that enter into the carser
mvm?“,Wiﬁhmobjectivetowwmpmlemmiue, The more flexi-
hmtymm,m»mwmm,mmmmammum‘m
mmmw,mmmumtoummammmwmmma
large variety of asgignments in the Agency. Consequently, it is only resmscnable to
assune that he will get the promotions, etc., in e preferential memner.
Thank you, Sir.

muuwzmmmmmmmmmmmw‘m,
M,&-m,Ithinkmmmtﬂn,memmmthhﬁrmw,
~ if you cere to. What is the likelihood that more slots in the various war colleges will
be made availsble t0 CIA staff members? I believe there are now only six slots aveilsble
cach year. I think thet is incorrect.

A. MR. BAIRD: That ie incorrect. The Director asked the Joint Chiefs for
two more slots st the War College next year, but was twrned down for this year. Ve hope
that we can eventually get more slots at the Nationsl War College. We know we can get
more slots et the Alr War Collsge, the Naval War College, and the Army War College, but
whwam‘;mmricmmiemeaftheri@tulimmm@memmw,to
wazrant our asking for additional slots. I think with the exception of the Navionel Wer
College we can get sll the slots we presently want.

Q. ﬁ Colonel White, here are two related questions which I thinx25X1
wouldd be interesting tc angwer, end we hsve time, I believe. BHere they arve: Is the
Career Btaff envisaged as & broadly-besed corpe esbracing as meny Agency employeses as
possivle, or rather, & relstively restricted grouwp? And, related to that is snother
question: hiﬁm@&c&pﬁ&t&mﬁms&t%&aﬁﬁﬂvﬂlb&mm&ﬁ
mmm,wﬁumcauermmmncmtommwmt

A. COLONEL WEITE: I think my previcus statement probably snswered both of
{hose questions. It iz cextainly hoped, and anticipated along with that hope, that the

25X1
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great majority of the members of this Agency will become members of the Career Staff.
And in enswer to the second question, the size Of the Caveer Staff is not fixed, and it
is certainly not intended that the Career Staff be restricted to an elite group., As I
said before, it tekes a lot of different people with a lot of diffevent nowledges and
specialties to meke this Agency e going concern. Maybe it is aifficult for the secretery,
the telephone operstor, or the photographer in the Printing and Reproducticn plant to see
the difference betwoen his jJob in this Agency and what it would be if he were in some
other Government sgency. I am fully sppreciative of the feot that it's hard to realige,
as you go asbout your daily chores, that there is a di4fference. But we sertainly, here
ig the Career Council, believe strongly there is s difference, end a very important 4if-
ference, in the duties that you do in this Agency and those which you might think are
comparedble in other agencies. I think the difference lies in the motivation to serve,
your dedication to your Job and your devotion to duty. I think that is en important dif-
ference. We 4o want ell of those pecple in the Caveer Staff, mot Just intelligence
officers and operations officers and finsnce officers, ete., but we want all of the
pecple who heve that motivation end ere willing, end can say with good intent that "I
want %o serve in this Career Steff.” We went them all. We 40 not wmnt an elite, highly
restricted group of people.

MR, REYMOLDS: That ends the guestion period.

Cur Director will now address us,

MR, DULIES: Mr. Reynolds, lsdies and gentlemen. Harry, you haven't told me
vet whether I csn £111 out one of these forus or vhether I am eligible. (lavghter) I
have now carpleted a little over three years as Deputy Director and Director, so at
least have that qualification behind me. I mean it guite seriously. If you will send
me one of thege forms I will fill it out and see vhat happens to it. (Laughter)

I have felt, ever since I have been in this business, thet intelligence was a
career. I have been in and out of it a bit. Now. as far as I know, T ar '~ 4+ for good.
If intelligence is & career it seems to me We ought to have and ocught to de sble to have
a career service. And in my spproech to this problem, and in following the work of thooe
who have been responsible for submitting this plan, I have really based my thinking on
thet very simple primciple.

Of course, in intelligence we have a place for consultants, for people who
come with us to do particular jobs for a particular time, We must take sdvantage of
that. Ve shall not discriminate sgalnst those who feel that they camnot Join wp with
us, &t this time. Furthermore, aund I don't Jmow whether I should really ssy this, but
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I think I must. I have slveys found in intelligemce that it was utterly impossible to
have any boller plate sywtem. Fortunately, under the law I have rather vide powers. I
want to exercise those powers with humility end bumanity, but at the seme time I give
munswmmuttmmmcmnm,mtwmmmmwm
mhtim,mtxmmmtommmﬁm,beemaeinnwmerime
in this f£ield of work I have found that the exceptions prove the rule, end that I never
mmtobeaatmimnynﬁ.esmmimtmtIcmlﬂwhmkgmm@tionm
any case where I felt that the good of the Agency, es vell as the good of the individual,
would be served by doing it. So don't get too frightened by any forms that you mey be
asked to aign. m:ﬂnmtomkeitclurthat;nthemetomthemaptim,
and oot YOU. (lenghter) Aod on that I will get good advice from the Inspector General
and the Deputies and Assistant Directors here. Personally; I have never worked with e
memmi&mmﬂ%uﬂdm,mxmebeeninmwwmecwm
the law and in other sctivities. Iﬂpmﬂotmtmthatsﬁ:nhef%wdimpm
of all you pecple, 1m9mﬁottheacmunhmutsthatwemmeuabhtoputto
our credit during the past years. But I 4o feel that if we get this career service we
will be on solider ground. We will be on solider ground with the Congress, we will be
m@iﬁergzum&withatwmies,mmmlbemmmﬂmm.
Irmmtmtmmmwwmmmemmsmynmmdm
mnmmm—lmm&mmmfww,pm-mt1tia
h&mtmmiammtrmmmmmmk,andbeamethereisawcp—
portunity to do & resl service for the Govermment, a patriotic gervice.

mwmmedmuwmmimmum,zwmmmwmwm
w&mmms-ﬁ@tw,w-a&l'mmmwm@'tm
mmﬂa,m&mwm&emmm,m:wgmnmgﬂemh
Wswmmsymmutmmmmm,mmt. I know that
at times 1t will be perfectly proper, just as other pecple come from other agencies to
mh&e,formo!ymtobeeervinginmhermmiea. When you enter the career
amieemmwtenmingmthingthat1simcmmthemsethwbmwm
slaves of any Agency or of any part of the Govermment, It is, however, sn expression
ofyourmtenttomhtusam.mzbenmmtaeltwit:laoneotthegrm
careers in Goveroment. You who are superviscrs of others - meny of you or most of you -
will be largely responsible for meking this plen & success. As Kirkpatrick and others
mmmumm-mmmmwim,mummmmamm
out in his very clear statement, despite some of the difficulties with these charts,
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whmhimveaﬁthm-mm'tmhmm;mm,mmm
ummktorthermt,job,mhs:mnwmaeiummﬁmm,m
mm,mummummmmmmrwamsnm. I koow how
mnu,m:mmamuﬁrmmntmmam,'mm
find en excuse for somecue else to do it. I will try to 4o better in the future. It
umwmmemmemmmmmmmmmmm
vhat ought to be put down about him. mmmmmmmmtwmm
being, that is plain torture. Bow I think we've got to lock inmto that. Mayve there are
mm%wmmmwmmtmntm”m,mmtuﬁa
"goodfelw,mmzsa.”mmtww“,mmmmchthmunbe
rwwantelebitmnpermumis. Idm'tm-lmwtmqperbon
this, but I do know that problen. But I do know that where we fall into difficulty is
bwmepeaph%memmmmmummumnma,mmm
mtwwwsmtmmm,wmmtmtw was the
bestwe@miagthmmrtcmmmm. Then they get over to that other
mmmwmmm-m,meMmmmmm. Fow
Itmmzmwm,mmthtpomtdmwmwmm,that
wmmmmmumibhmmtw‘wsm.!‘itness-mportthst15
wrmg,mheknwaitumg,amvemwmhemitismg,Justasmchss
mmmmwmmmthmmmwmmamm
mmmmlwemrehewmumﬂtmwbe. It's a bard life. I've hed
& lot of very hard cases. I'vewmammmentm. And I don't enjoy it.
Mimesthetwgheatcmamuptcme. I exm perfectly willing to see eny of them
and talk with them. anourgeymwmnmt&tmmwrﬁlmwm
m&ammm@mmwmwmmwum. It'e also
mugho@mwduiathueonmtm,mthemmhdms. I'm proud of the
training coursea. xnnhxmmm@mmtm,mm,m. You know,
Iwahtb:‘}haveatmmugcmmdw. I reelly need it, and I'd lesrn g lot.
You can't heve a cercer servies without training.
HIMwm@rmnmwsM@ﬂMW,wxMMrmtm.

The only thing wrong about this planning wes the heat, and 1t might have been worse -
mtwmmmtmthiam’ We all staysd here. Oemeral Cabell came back from
hisvuea:uon,MIm'tmw,mmmteMammMmm»MIm
alobofywhavedmeth&m«mmemmmuehmmtﬂkn&mmma
Pian. I have worked on it a bit. Imfwittmmmias‘ I have faith
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in it. I think it is a step forwvard for the Agency, amzaskywreumemimmdhely'
in putting it into effect.

Thenk you, very mch.

MR, REYNOIDS: Thank you, Mr. Dulles.

sime 16 ruming out on us and it is irperetive thet ve get to the busses &5
rapidly es possible. But before ve edjourn I want to inform ycu of two documents which
you will recelve. One is & brochure of this entire meeting, edited s0 that it can be
distributed to all persounel in the Agency, and clageified, of course, but it will give
ue en exact description of what has teken place bere. The other is the insurance
pwemwmmwmmmmmtoymbymammtsummmt the doox.

ﬂmymplmsetwnyweutcndmrmmattmtaxmanM? And
plesge remember the security necessities of such a mecting es thig.

This meeting now stands edjourned.

. « + The Meeting sdjourned at 5320 Pele + o »
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ROUTING AND RECORD SHEET

INSTRUCTIONS: Officer designations should be used in the “"TO"’ column.
and each comment numbered to correspond with the number in the “TO"! column,
before further routing. This Routing and Record Sheet should be returned to Registry.

Under each comment a line should be drawn across sheet
Each officer should initial (check mark insufficient)
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ST L ™ ))5
Assistant PDirector for Personnel DATE 18 A t 195, 25X1
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