Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

INSPECTOR GENERAL'S SURVEY
OF THE

CIA TRAINING PROGRAM

August 1960

SECRET

1A _PNDPO2_00791RO00100 001



Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

INSPECTOR GENERAL'S SURVEY
OF THE
CIA TRAINING PROGRAM

TABLE .OF CONTENTS

o

IO PURPO%AMSCOPEOOQ.'.0..°.....Q.°.....‘0.00..OO0.00...
IIO ADMmISTRATIONOFAGENCY mINING.O‘GOO..0.0..0.00.00‘QO
A. Iﬁ@tl Authorityo.oooooooooooooooo.oooocooeoooooooooo

B. ‘scope of Present Program.oonon00000000000000000.0-00

o F oW w

C° Cost...Q..l...."..‘o.,b.‘.l...o‘l00..00.0..000‘9...‘

IIT. OFFICE .OF TRAINING:.:eeescaosssoesseoccosasoecsacseccosso 10

A. Introduction.eeecsoccocseascsscsoscecsecoscsscesconoss 10

. . B. The Intelligence SchoOlececoceccocsscsssscosasscsoosos 17
C. Operations SchoOlcoscoecosssssosossossosossssassesoce 25

25X1 1. In‘brod.uc'tiono....-.......o....a....a.o”..oo.o.. 25
20 08880000080 080000600060600008600688RP020000DHNTS 27
3o Covert Training.o..o.....u.......u..o.e...a... )"'O
l(.. Military Reserve Officer ‘rra’iningonooo-ooooou-oo ,4'9

D. 8chool of International COMMUNISM..scsececesscsssscs 53
E. Iamge and Area. sch-oollo’..‘o..‘.OQQ0.0000.IO.G.0‘ 56

l. -IntrOduCtionoooooooooooooooooccooooooocooooo-oo. 56

2, Or@nizationand ActiVitiGSonoooooooooo.ooooo-oo 58

3. The Voluntary language Training Progrolisccossess 60

Lk, The New Tutorial language Training Progrélec.... 62

5. Evaluationoo.ooooo..ooooooooooooooooo.no..ooouoo 65
| 6. Ar&l I{nOWledge Collrs‘es......0...0.0.."...00.0.. 71
- To The "Introduction to Overseas Effectiveness"

cm]rse.oo-ooootooo»oooo.ouoooooccocooooooooo- 73

SECRET

0 - CIA-RDPS3-00791R000100120001-




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

F. Jmior Officer Training Progralm..0.0.0.0...0....“.. 76

1. Establishment of the Progrol..eccecccccssccscsoes 76

2. Activities.ll'.....0....00.“...Q.OOO......Q...C 77

30 Future Of the JOT Pl'ogramoou.'ooooooooo.oo.ooooo 82

L. Training the Specialist Professionsl Officer.... 93

Iv. OT}EIRAG’ENCY TRAINING.I..‘..OO....0....0.'...0.0'..00.0’ 101
A. Non-orIlR Training...’l....0....‘..............0..'... lol

BI External Tralining‘....O...o..........D.Q.O.......... 106

C. On-the—JOb Tralining‘.......C‘......‘0...‘.0.'.0..0'0 lll

D. com‘lmications Tralining...........0.............0.0. l]-l"

1. IntroductioNecesesccscesescsscecessscecescosssss 114
2. Training Requlrementteeeoceecsecccsecsseeossossss 115
3¢ Training StrucCtUrCesseseccococcesscssocacossssos 116
)'I'. Evaluation..‘.‘0......0......'........00...0..’. 118

. E. Technical Schoolocoooouoooooooocaouooooeooooonoooooo 120

1. IntrOductionoooooocccooeooocooo.onooncoooooooooo 120
2. The Technical SChOOl-oo-ooooeoonooocooo‘oooooc.oo 120
3. Evalmtion.........o....ao.....o.o.....oﬂooﬁ..“. 123 25X1
b MBJOr ProbDLlemS..ceceececesssoreasscscsncessncssos 125
F. 129
1. IntroductloNecssesecesscocscoosesescesccoscseses 129
2. Orggniza‘tiog““.“...........o......“a.....“. 129
3. .......O.ﬂ.’.....0..‘0.000900.50 130
h. ion.o.....COOC.OOIIOOI..l.n.o..l 131 25Xl
5. Maintenance of Contact after Trainingececsessces 131
6. ACtivities..............‘.....°°0.0...0.00..0‘.o 131
7. Evalmtionl...............0.....0.......0..00.0. 132
8- Major PrOblemS--oocoooo-ooooooo-ooo.oooooooonooo 133

i1

SECRET

A-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

THE FUTURE OF TRAINING IN THE AGENCY:oeeececossccceccccoses

A,

E.

Critique Of Present Program....o..ooﬂI..O.'I......CD.
Fundamental Principles of Training.ececsccecceccsscosso
I‘Ile Apprenticeshipico......0...-.0.‘......00.I.....o.

l. General Preparatory Tralningeeccececescsccccessscee
2. Skills Training...'......0.00.0......0'.....Q....

Mid."career Trainingoooooonoooooooo-oooooeo-coooo-.oco

*seniorofficer Training....'.....0.0..0'...‘....0..00

111

SECRET

A-RDPOS-00/91ROUUUT100120001-

Page

135
135
138
140

140
142

1k7

150




25X1

25X1

25X1

Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

I. PURPOSE AND SCOPE

1. This study was initiated at the request of the DDCI to determine
the nature and extent of the Agency's training effort and to evaluate its
effectiveness in meeting the Agency's present and future needs. It should
be noted that this is an Agency-wide functional study and is not intended
to be a formal inspection of the Office of Training. Problems of organi-
zation and management, processes and procedures or administration are
not dealt with in this report unless they have significant bearing on
training objectives.

2. All formal training progrems and facilities in headquarters

were examined

specifically for this study. However information gathered in IG field

inspection trips has been incorporated where appropriate. The principal

l has been extensively reviewed during the

past two years and further consideration of that problem is not deemed
pertinent to this report.

vv 3. Evaluation of the effectiveness of Agency training was obtained
through interviews with operations officers recently returned from oversc"
seas duty, students currently eniolled in training courses, present and
former Junior Officer Trainees, supervisors of employees with technical
skills acquired through Agency training and with more than 100 senior
officers in the Clandestine Services and elsewhere in headquarters.
Evaluation also took into consideration the substantive content of train-

ing courses ln relation to the needs of an intelligence service, the
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duration of tralning periods and level of instruction, the qualifications
and . experience of instructors and the relationship of training to career
planning and develcopment.

4. The Agency's training effort also has been studied in comparison
with the programs of other government agencies particularly that of the
Foreign Service. Some industrial programs have been weighed as well to
provide some background for an evaluation of the Agency's approach to
induction, basic and advanced preparatory training.

5. 1In total the following pages present a comprehensive view of all
of the activities currently engaged in for the preparation of people to
do the work expected of fhem by the Agency. The final section of the
report attempts to project intelligence training needs into the future

and suggests a program that will achieve the desired objectives.

-2 -
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IT. ADMINISTRATION OF AGENCY TRAINING

A, Legal Authority

1. The Agency's legal authority to provide training for its
employees at public expense 1s granted by the Government Employees
Training Act (P.L. 85-507; T2 Stat. 329), enacted in 1958. By Execu-
tive Order 10,805, dated April 30, 1959, the President designated the
Agency as excepted from various specific provisions of the Act referring
chiefly to the responsibility of the U.S. Civil Service Commission for
the promotion, coordination, review, ete., of the training programs and
operations provided for by the Act. Prior to the enactment of the 1958
Act, the Agency's authority for tréining activities was section 4 of
the CIA Act of 1949 (63 Stat. 208), which section was repealed by the
1958 Act.

2. The chief provisions of the 1958 Act applying to the Agency
may be summarized as follows: Congress declared 1ts policy to be that
"self-education, self-improvement and self-training" by Government
employees "be supplemented and extended by Government-sponsored programs
fér the training of such employees in the performance of official duties
and for the development of necessary skills and knowledge and that such
Programs should be designed to lead to improved public service, dollar
savingé, and the building and retention of a permanent cadre of skilled
and efficient Government employees, well abreast of scientific, profes-
sional, technical, and management development both in and out of Govern-
ment." The Act then proceeds to direct the head of each department to

Place in effect a program for the training of employees in such
~ 3 .-
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department by, in and through Govermment facilities and non-Government
facilities, and authorizes the head of each department to pay the salary
of employees under his jurisdiction during the period of training as
well as the expenses of such training. It is directed that each such
program shall provide for the encouragement of self-training. The Act
requlres each department head to "conduct and complete a review of the
needs and requirements of such department for the training of employees
under its jurisdiction" at least once every three years. This report
constitutes such a review.

3. The source of authority for all training administered by
the Agency to persons who are not employees is section 8.B. of the
Central Intelligence Agency Act of 1949, as amended (P.L. 81-110).

B. .Scope of Present Program

1. CIA's training effort has been characterized by early
years of extremely rapid growth, followed by consolidation of programs
and the slow evolution of a general philosophy in the operating offices
on the place of training in intelligence. The achievements thus far
with respect to induction training have been substantial. Integrated
training programs are today provided to the great majority of the
Agency's new employees as a matter of policy. In 1960, for the first
time, recruitment and training of professional officers for the DD/P
and to meet about one-fourth of the similar requirements of the DD/I
and DD/S,are to be accomplished through the Junior Officer Training
Program (JOTP). Training programs for clerical and semi-professional

employees have been solidly established for much longer periods of

-l -
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time. Basic general training for these categories has been undertaken
by the Office of Training. Where speclal skills have been involved the
training most frequently has been administerkd by the component concerned
or arranged externally.

2. Training objectives and programs have varied considerably
among the Directorates of the Agency. The DD/S with its many specialized
assignments has tended towards local training programs, as for example in
- the Offices of Communications and Logistics. The DD/I in light of its

requirement for specialists in both social and physical sclences has been
oriented towards external training and to date has preferred to hire
individuals previously trained and requiring no extensive further invest-
ment on the part of the Agency. The DD/P with its generic requirement
for professional competence in the domain of Clandestine intelligence has
"had to look internally to the instrument of the JOTP, which it now fully
accepts for all new offlcer tralning, and, generally, to its own,resources.
for advanced training of Jjourneymen officers in the specialized areas of
operations.

3. Taken as a whole, CIA training does not yet reach extensively
nor systemstically into the area of advanced training of career employees.11
" To an important degree tralning 1s a derivative of organizaticnal policfu 1
in the broad field of personnel management and slnce the Agency has not
yet reached a consensus on the place of such tools as Job standards,
rotation, competitive evaluation, mid-career training, senior executlve
training and sabbatilcals, there 1s no cbvious and self-evident career

training pattern instilled in the minds of either the Agency's staff

5.

SECRET

Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

"

employees or 1ts managers./‘

4. " The absence éf a general conviction on the place .of training-;
in career development ls &lso explained by the fact that the first genera-
tion of intelligence officers acquired thelr skills and know-how on the
Job and with minimum exposure to formal training. Thelr integration into
8 tralning system has been and is apt to remain on a catch-as-catch-can
basis pending the evolution of the stronger personnel management tools
referred to above."

5. The subordination of the Office of Training to the DD/S has
also materially limited the power of the Director of Training to develop
'and to control unified Agency training policy. There has been consider-
able growth over the years in OTR responsibiiity to undertake Agency-wide!

|
coordination of training but little augmentation of its power to enforce

a common policy. Securlty, compartmentatlion, and diversity of program
have perhaps made it inevitable from the beginning that the component
.offices would retain as local prerogative training responsibilities which '
in other organizations are more customarily concentrated in a single
authority and clothed with the power of the senior command.
C. Cost

1. The .Office of Trailning has recently assembled figures on the
cost of training in CIA which are incomplete in some respects but
represent the best information available at the present time. The ,s-ub,jecf
is complex and its meassurement requires various arbilirary decisions with

respect to:

-6 -

SECRET

A RDPGR_(10 /O1RO0GO100120001-




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

&. Separation of cepital investment from operating costs in
tralining programs.

b. Allocation .of cost to training where a facility has muls
tiple uses and its persomnel have other responsibilities in addition to
tralning.

¢. Allocation of cost to training where the trainee is
moving from apprentice to Journeyman status and his efforts are increas-
ingly productive in character.

The enumeration .of major categories of CIA tralning and their

costs in FY 59 is as follows: 25X1

25X1
-7 -
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Office of Communications

__Internsl Training Program
Training

Grand Total

2. .The list omlts outlays for instructors, equi_pment , and

.facilities providing both formal courses and on-the-job training in

six offices or staffs of the DD/S, five offices of the DD/I and three

elements of the DD/P.

QS

3. .The cost of Tralning Officers is not included. One or

more individuals are assigned in each major component of the Agency,

usually part-time, to develop and process trailning requirements and

25X1
to conduct liaison with OTR. . There is an additional investment in
clerical support for most of these offlcers.

k, Pacility costs are omitted in the case of the principel

field training installation of the Office of Communications

[ ] Co-users to whom this cost has been allocated include the CIA

emergency relocation program and the engineering development activities
of OC. ‘

5. The figures include gtudent salaries in tWe case of JOT's

-who are agsigned to OTR during their first two years with the Agency.
_However, elghteen months of this two-year period, on the average, are
.spent on the Job in increasingly productive assigmments. Salaries of

all other tralnees are not included.

6. A rough indicator of total cost of student participation

An Agency training programs can. be obtalned by application.of the now

-8 ~
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suspended five per centlrequirement on staff in tralning to the annual
expenditure of the Agency on wage and salary. The five per cent rule,
while 1n effect, varied considerebly in yleld between components and
through time. A figure of three per cent is perhaps more realistic.
In the Office of Communications, to cite a specific example, estimated

salaries of employees while in training, using GS-8 as the mean, totalled

25X1
In 1959. It is estimated that the total of all expenditures -

25X1

for training in the Agency will approximatel |annually°A This

would include the cost of training facilities, training personnel and
salaries of trainees.

7. The Agency obviously has it within its power to alter
Present proportions between formal and on-the-job training so that
employee departures from duty for purposes of training will be sub-
stantially reduced and instructor, facility and student salary costs
thereby curtalled. On the other hand, the purpose of training is to
make an investment in the employee which will yield an increase in
Productivity and thereby recoup the initial investment and more. The
Agency may well look forward to training economies through consolidation
of facilities, better scheduling of employee participation and the
development of more efficlent instructors and instructional techniques.
The growing complexity of professional operations and of skills required
by intelligence make it extreﬁgly unlikely that the Agency can afford or
ﬁ;;l decide to spend less than present-day amounts on the preparation of

its employees to perform their jobs.

-9 -
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III. .OFFICE.OF TRAINING

A. Introduction

1. The antecedents of CIA's present-day training program are
readlly identified for it has been the undoubted good fortune of the
Agency to descend in continuocus line from the wartime Office of Strategic
Services. Even today there continue among the staff a substantial con-
tingent of officers who helped to establish 0SS training programs, who
were tralned in 0SS classrooms, and who have conducted and evaluated
the operations of the past to derive the content of developing intel-
ligence doctrine.

2. -Continuity in terms of the a&ministrative structure of
training understandably became extremely thin immediately after the war

. when the contracting 0SS structure was divided with operations compo-
nents in the form of the Special Services Unit passing to the control
of Army and research elements transferring to the Department of State.
The reunion of the parts tock place during 1946 and 1947 first by forma-
tion of the Central Intelligence Group, then by establishment of the CIA.
Included emong the elements was & tralning division in the Office of
Special Operations which for the next two years or so required Jjust five

rooms in Que Building for administrative purposes and numbered on paper

25X1

staff positlons.

3. The administration of training in its present-day form was
inaugurated on 3 January 1951 with the establishment of an Office of
Training and the EOD of its first and present director, Col. Matthew C.

Baird. He reported for the next four years directly to the DCI, until

‘ - 10 -
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early in 1955, at the récommendation.of the Inspector General, OTR
(along with the Offices .of Personnel and Communications, which had
also been ;?porting directly to the DCI) was brought under the Deputy
Director for Support where it is presently located.

L. The.Training Division of 0SO had been expanded in 1949
to provide for the training needs of the Office of Policy Coordina-

tion. There was a substantial requirement for paramilitary training

25X1
in this period
25X1
preempted these facilities, the Training 25X1
.Division began the search for & permenent installation and was moving
25X1
along towards the cholce of| |
at the time of its integration with the Office of Training.
‘ . 5. The Director of Training wes charged at the outset with

responsibility for the development of a Junlor officer training program
and for the planning of career development. By mid~1951 he had
launched the first JOT class which ran for fourteen weeks and con-
centrated on clandestine tradecraft including the orientation, basic
and advanced operations courses provided by the Training Division of
the DD/P. The training efforts of the support and research components
of CIA were virtually nonexistent up to this time; consequently OTR
wes extremely active in the first few months in launching an orienta-
tion progrem for all new employees of the Agency, induétion and
refresher training for clericals, and instruction in languages. Also
in July of this year the first career service plan was submitted to

the DCI. The plan, however, called for a high degree of selectivity of

‘I' - 11 -
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personnel. In consequence 5 task forcqs were established to study the
1ssues involved and approximately two more years eiapsed before a career
service in its present-day form was ina.ug_urated. 25%9

6. OTR acquired a staff of some[ | persons during 1951, then
doubled in size in each of the successive two years. In Al951& it numbered
Aabovel:l persons on duty and levelled off at this streﬁgth where 1t has
remained to the present. This rapid expansion not only reflected the
general growth pattern and training demands of the Agency, but, in
addition, 1t indicated the planning and development of .a Ppermanent,
large-scale organization able to deal with a broad range of typical
present-day governmental training requirements. In 1953 the curriculum |
was .expanded to provide courses in communism, in supervision and manage-
ment and in such administrative areas as operations support and adminis-
trative procedures. From that time forward there has been a prolifera-
tion of courses adapted to speclal needs s but no further expansion into
major new departments of instruction. . The relative youth of the Aéency s
however, may have forestalled thus far the evolution of a training
pattern and facility for mid-careerists » &n .ares which the Department of
State has been investigating actively in recent years.

T. About five years were required to.stabilize the Office of
Training in its mission and functions and in its present structure.
Until early 1953, the Office consisted .of two components with .a Deputky
Director (@ecia.l) directing covert training progrems and s Deputy |
Director (General) directing -the; overt programs .of the Agency. In 1953
Bubstantlsl unification occurred with the &eaignation of a single deputy

- 12 -
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. director, four staffs vand elght operating divisions. In 1955 proceeding
Jointly with the Inspector General and Management Staff, OIR arrived at
its present organization in four mjor schools:
Operations School _ 5
Intelligence School
School of International Communism ,
Janguage and Ares School

supported by four staffs:
Plens and Pollcy, Staff
Assessment and Evaluation Staff

Registrar (including control of external
training)

Bupport Staff
' 8. There are several aspects of CIA training history worthy of
speclal note.

a. The extreme diversity of skills and professions employed
by intelligence -- estimatéd at 1250 distinct job descriptions at the
DPresent time -- and the extent of compartmentation dictated by security
considerations undoubtedly combine to explain the large number of 121_3*2”31?
autonomous component training programs. Communications training, for
:e-zémple, with roots deep in 0SS experience, has remained the exclusive
responsibility of the Office of .Communications from the beginning. In
the DD/P relatively large scale systems have evolved im the Technical

Services Division -- audio survelllance, secret writing and photography

for example -- and in the.SR Division in covert training| |

o S13-
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. | | DD/S in turn has sponsored the development of local

training programs in Loglstics, Security and Medical Staff for example,
and DD/I has developed férmal courses including information handling
and statistics. There are a number of influences at work tending to
stabilize these programs in their present locetions among which security
considerations, limited demand, accessibility and responsiveness to
local needs may be noted.

b. A second pervasive influence affecting training'
policy has been the quality and location of physical training facilities.
Dispersion of Agency offices and buildings has been paralleled by the
dispersion and general inadequacy of OTR classrooms. Some of the
Present-day administrative pattern undoubtedly reflects the strong
desire of operating offices to economize on staff and instructor time
through sharply focussed local training.

c. Finally, it is a frequently stated objecti&e of all
government training programs to avoid duplication in an internal train-
ing system of courses and programs readily available and often of high
quality offered at universities or elsewhere. Both DD/S and DD/I have
acknowledged this principle by sending staff outside for training in
the operation of specialized equipment; €.g., International Business
Machine, and for graduate study in such fields as mathematics and
economics, The DD/P has made some use of external language training
by OIR arrangement although this for the most part has involved use of
State Department's Foreign Service Instituﬁe facilities rather than

bPrivate institutions. !Nobwilthstanding, the Agency has not, for reasons

‘l’ - 14 -
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‘ -of security, placed heavy reliance to date on outside or shared community
facilitles.
9. Mention should also be made of the effort over the past ten
years to establish training prerequisites for job assignments and to |
derive predilctable student enrollments on which to base development of
tralning facllities, recruitment of instfuctors, and scheduling of
classes. For jobs involving technical skills of one kind or ancther,
the component offices have acted responsibly and with considersble
wuniformity to stipulate training prerequisite to appointment or pro- ‘ »“;
‘motion to Journeymsn status. Beglnning as early as 1952 the Principal s
staffs and some divisions of the DD/P issued instructions which specified
brofessional intelligence training essential to the principal Jjob assign-:
' ments. The DD/I did not move as positively in this direction because of .
the expectation that most of the professional skills it required could

!

be recruited ready trained in the open market. Unfortunately, Agency ! Z‘“V
experience with job standards has produced discouraging results, to the
extent Iin some cases that regulations have been rescinded. Training
« requirements have all too consistently taken second Place to operating
‘priorities deriving from international crises, health problems, personal
Preference or prejudice. The Agency's experience, however, has not been
unique as is apparent in the following recent comment on the much older
training program of the Department of State:
"In the Department of State, it is probably still true that many
officers dislike being assigned to training. Operations officers
in the geographic bureaus try to prevent their best men from being

assigned to training and they tend to succeed in this endeavor ...
It seems likely that training in the Department of State will never

"I’ - 15 -
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be of high quality until training 1s accepted -- as it is in the
military services -- as an essential Part in the process of
developing high-quality officers.” pp 40-41, Recruitment and
Training for the Foreign Service of the United States, Staff
Study for the Committee on Foreign Relations. GPO, 1958.

10, It should be noted in conclusion that an earlier Agency-wide

meesure to deal with these questions was launched in 1956 with the

1ssuance off |"Headquarters Participation in Treining." This
regulation stipulated that it would be the policy of the Agency to
expend at least five per cent of its total man-hours of headquarters
"on-duty" staff personnel in training. While the regulation remeins

in force at the present time, a general revision of training regulations
is currently in process and the five per cent requirement has been held
in abeyance by informal action for the past twelve months. The require-
ment, nevertheless, had a major influence on component office policy
towards training and on the volume of training provided to Agency per-
sonnel. It moved the component offices and the Office of Training to
underteke orderly inventory of training courses and better Programming
of training requirements. Many offices substantially met the five per

cent requirement and all offices have given their training problems

-more careful consideration as a result. It seems certain that the

measure made a timely contribution towards the evolution of & better
coordinated, Agency-wlde training program. . On the other hand continua-
tion of an arbitrary figure for training simply perpetuates training

for the sake of compliance with & regulation. The Agency 1s now mature
enough to require the supervisors to accept the responsibility for insur-

ing that all personnel receive the training they require.

- 16 -
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B. The Intelligence School

1. The five facultlies comprising the Intelligence School include

intelligence orientation, intelligence production, clerical training,

operations support and management. There is a T/O of

instructors of whom five are on assignment from other parts of the Agency.
There is no simple rule of thumb setting the jurisdictional lines of the
School. Orientation, clerical training and management training are. Agency=
wide responsibilities. -Operations support instruction is addressed to ,
DD/S and DD/P*requirements. Intelligence production courses deal with the
needs of profeséional employees in the~DD/I. The School contributes a
major portion of the inltlael ten weeks of headquarters training of JOT's
and is exclusively responsible for the subsequent twelve weeks of train-
ing in intelligence production provided to that segment of the JOT's ‘who
are designated to go to the DD/I. Thus the School has contact with
virtually every new employee of the Agency, in many cases in advance of
his acquaintance with his working supervisors.

2. No other school in OTR is faced with more elusive problems
than those with which the Intelligence School must deal. Where training
in skills has been involved, its-staff has proceeded with confidence and
general effilciency. Iﬁ the areas of employee orientation, management
skills and intelligence production, however, there has been limited con-
sensus as to what was to be done and the OTR effort has been subject to
constant adjustment. The principal problems facing the school are dis-

cussed in detail below.

- 17 -
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3. Orientation of any audience diverse in age, grade and profes-
sion is a difficult undertaking without introducing the complication
Peculiar to CIA of security limitations on description of complex and
interesting activities. There are two obvious objectives in orienta-
tion -- to provide motivation and to impart certain general facts about
an organizetion. There are ever present dangers of superficiality and
boredom in brief treatment of orientation subjects. : There is no effective
measure of results. CIA now provides separate orientation series for its
clericals, its JOT's and for all other prefessional employees, GS~-7 and
above, entering the Agency. The principal exemptions from Agency orienta-
tion are operators recruited by the Office of Communications and employees
in very sensitive positions.

L, With the JOT bProgram now undergolng msjor expansion as the
principal supélier of professional manpower to the Agency, various ques=~
tlons have been raised about the orientation training eppropriate to a
declining EODpopulation of non-JOT's. There is desire to economize on
instructor staff and on the time of senior officials who make up the large
roster of guest lecturers employed. The Baslc Orientation Course for non-
JOT's has Just recently been reduced from four to three weeks, consisting
of one week of general orientation and two weeks on Communism. Guest
lectures have been taped and trapscribed in order to experiment with
_ heavier use of reading materials. This approach is perfectly reasonaﬁle
so long as the attendant risk is recognized and guarded against. Motiva-
tion by impersonal means is apt to be far more difficult to achieve than
by face-to-face lectures and discussions with the leaders of the Agency.

- 18 -
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Secondly, the Agency must scrupulously avold any suggestion that the non-
JOT 1s a second-class citizen to be segregated in all respects, including
training, from the JOT elite. Rather, he must be given every inducement
to upgrade the role he plays and to rise by demonstrated excellence to
top rank, particularly through opportunity to qualify for JOT training.

5. There is a further aspect of orientation,‘namely, written
communication, in which the Agency's practice departs from that of most
large organizations. For reasons of security few of the usual devices for
staff communication, including employee publicetions, newsletters, annual
reports, employee manuals and bulletin boards covering employment oppor-
tunities and other Agency business, are put to general use by CIA to
motivate and integrate its employees into the organization. There is
no way of determining what this costs the Agency in quality of service
and in employee turnover. The entire fileld merits new study including
the possibility of revision and reissue of the 1952 brochure "Your Job
in the Central Intelligence Agency."

6. In management and supervision training the principal problem
is the relatively embryonic state of development of the subject anywhere --
in government, in private business and in the universities. Handling of
beople is, first of all, an art, not a science. 1In addﬂtion, CIA with its
brief history of extremely rapid growth, youthful staff and evolving mis-
sion does not yet afford settled patterns from which to derive a management
doctrine. In this situation management training must employ instructors
who have a record of successful administration of operations and it must
reach today's managers as well as those showing potential for the future.

- 19 -
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Up to the present time the record of participation by managers in mansge-
ment training has been rather poor. The DD/P, in particular, with major
inherent problems in staff communication, has participated least, having
enrolled, for example, 42 out of 216 taking management courses in 1958
and 1959, of which only nine attended during the latter year. The Agency's
senior managers,'with some notable exceptions, simply have not been con-
vinced that they or their staffs require special management training to
perform their Jjobs efficiently. Many of those who would concede that
such training could be of benefit are dublous about the content of the
bresent instruction.

7. There is evidence enough of deficient menagement practice in| /A
the Agency, even though the Agency's over-all performance has undoubtedly d
‘ improved with increasing maturity. There would of course contlnue to be
cases of deficient practice were all managers formally trained in manage-
ment techniques and policy. The Agency, however, has yet to take a firm
rosition on the need for such tralning in’preparing its executive Personnel
to exercise their responsibilities. .The experience of the Department of
State suggests what mey lle ahead for CIA on its present course. Only in
1956 andiunder strongest pressure did the Department finally lasunch a
plen for mid-career training for its Foreign Service Officers of ranks 3,
4 and 5, to run twelve weeks and to include two weeks devoted to case
studies in executive management.

8. The problem with respect to instruction in intelligence for
the DD/I Professional intelligence officer is once again a lack of con-

sensus on what is needed. The problem is discussed in greater detall at
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a later point in this survey in connectlon with the training of economists.
The DD/I offices to date have generally denied need for such training.
.Certain courses in 1htelligence~research*technigues have been developed by
OTR but enrollments have been 1lnsignificant. Courses in effective speak-
ing, writing and conference leadership, which, in general, have limited
bearing on substantive competence, have been offered but in the face of
the very grave doubt that the deficiencies should have been tolerated dur-
ing recruitment and apprenticeship. Again 1t is difflcult to evaluate the
effectiveness of this trailning in the context of the many elements which
determine the individual's over-all performance on the job. Be this as it
mey, courses which instruct all performers, strong or weak, in preferred
techniques would appear to be on considerably safer ground than those _.
which are purely remediasl in character.

9., Training in intelligence for DD/I professionals can and must
achleve a better rationale than aid for the marginal performer. A way is
open 1f the DD/I will agree to recruitment of the bulk of his Junior
officer requirement through a truly Agency-wide JOT system and if he will
send his best qualified officers to cooperate with the Office of Trailning
on & continuing besis in the design and evaluation of the JOT course con-
tent. .As the Agency matures, mid-career and senlor officer training will
be essentlal to asgure<a breadth of vision in intelligence complementing
that which the<DD/I professional will obtain in his speci&l field through
sabbaticals and through continuing activity in outside professional assoe’

.ciations. The content of this training need not be unpalatable to DD/I

bersonnel for it has the precedence of the senior staff colleges for the
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military and there 1s an unending array of cross-disciplingry problems .on
which the intelligence researcher must be challenged to think constructively.

10. Clerical training raises a host of questlons for which there
are no silmple answers. The basic factor determining present CIA clerical
training policy is the difficult market for clerical staff. The Agency
has a large requirement for clerical support overseas and out of its own
and State Department #mperience has reached the conclusion that clerical
-employees under 21 years of age are apt to be too immature to adjust satis-
factorily to the living conditions and work pressures of overseas assign-
ments. This limitation and its high standerds in recruitment generally
throw the Agency into the competition for the highest quality personnel
on the market. There are, of course, many other complications, including
salary competition and high living costs plus difficul}’ living conditions
in the headquarters area. .The most important additiomal factor is the 55vq
Agency's large-scale employment of young women who are marriageable or,
if married, contribute a major element of the attrition rate by reason .of
childbearing. CIA recruited in excess of[:::]clerical Personnel during
1959 and could expect sccording to current experience to have the average g
clerical employee resign after only 18 months of service.

11, The initial location and screening of clerical candidates
for employment 1s performed by CIA field recruiters. .These men look in
Particular to the heads of responsible commercial training schools for
leads on desirable candidates. Applicants .are required to take United
States Employment Service Proficlency tests wherever possible, where this

is not feasible the testing may be waived until EOD on presentation of
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certification -of proficiency by a high school or commercial training
institution. Such certification unfortunately has frequently proved to
be unreliasble. The recruiters themselves present and score a test worked
~out by OTR's Assessment. and Evaluation Staff covering basic aptitudes and
personality factors. About 80 per cent éf-all candidates are rejected in
the present period for poor test scores and other deficiencies. The long
-wait for security clearance 1s a factor at this point in holding desirsble
candidates and the Office of Personnel has found it necessary from 1948
forward to bring sbout half.of its‘clerical recruits on duty. in an interim
assignment pool in advance of clearance.

12. -Up to thls point the Agency has exercised options on the
rigorousness of its testing and the decision to EOD in advance of full

' clearance.

trainers and the consumers differ on the policies involved. The trainers

It is perhaps inevitable that the recruiters, the clerical

understandably hope to start with personnel of high proficiency, instead
they frequently meet up with recruilts who fail to demonstrate their
certified qualifications. The recruiters, with intimate knowledge of

.the market and in view of the high.CIA attrition rate, question the need
.and results of the AXE testing end the, to them, unreaslistic rate of

. rejection of candidates. Both parties attest to the frequent waste of
quality personnel in inadequate assignments. An -off-the-cuff estimate _7
is that eight out of'ten:secretaries with shorthand make little or no

use of thelr skill because their executives do not dictaste their }

correspondence.
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13. The~clericél.faculty;offers instruction in typing, shorthand,
-English usage, and geography. A three-day Agency orientation is provided
for clericals cleafed for office duty. A packet of these courses is pro-
vided at induction for individuals awaiting clegrapce. - The average length
of training at this point is three weeks, the range 1s from one to five
weeks. A second packet of courses 1s provided as refresher instruction

for individuals seeking to qualify for more responsible assignments, or

25¥1

25¥1

This tralning runs

20 - 30 hours part-time.

14, In summary, cierical tralning must be welghed in the broader
context of clerical recruitment, Job assignment, utilization and attrition.
Must the Agency hire employees who require extensive training in typing
and shorthand immediately following entrance on duty? Does the AXE test-
ing applied to clerical candidates justify itself in the light of present-
day attrition rates? Are the recrulters reaching segﬁénts of the market
less subject to attrition due to marriage and childbearing? What portion
of clericai loss 1s due to waste of talent in low quality assignments?
The.evidence~oﬁ:these matters must be regularly resssessed.

It is recommended that:

The Directorscof. Personnel and Training together with representa-
tives from operating components take a fresh look at the over-all
Problem .of clerical usage and make recommendstions for a more effeck
tive system. This should be followed by an OIR reassessment of the
clericel training program.
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C. Operations School

1. Introduction

a. The Operations School has the principal responsibility in

OIR for training of professional personnel for the Clandestine Services. It

is composed of four programs including headquarters and field training

training are discussed in detail in subsequent sections of this survey. The
Overseas Training Staff has support rather than instructional responsibilities
and is concerned with the provision of training materials and the seleétion»and
training of instructors for Agency and foreign liaison Projects overseas. Its
role in providing training materiasls is described in comnection with the dis=~

cussion of training doctrine in the section dealing with [ 25X1

b. The Headquarters Training Staff is responsibie for training
in clandestine operations. The JOT, for example, after'graauation from basic
intelligence training, will receive further specialized training in operationg
from this staff. It is the principal point of contact between operating
divigions and staffs in the DD/P and the Office of Training for the development
and execution of new courses reflecting the experience and changing needs of
the DD/P. It draws heavily on the DD/P for instructors and guest lecturers @& %
and works closely with the Overseas Training Staff and DD/P Personnel in the

development and testing of training materials.
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c. Courses offered by the Headquarters Training Staff in 1960
include: R

Clandestine Services Review

Covert Action Operations 25%1
Clandestine Services Liaison Operations

Clandestine Scientific and Technical Operations
Counterintelligence Operations

Counterintelligence Familiarization

inTormation Reporting, Reports, and Requirements,
Information Reports Familiarization
| ‘Cable Writing Refresher
d. Veteran DD/P persomnel will make most of the contacts they
may have with OTR through this Staff and the courses listed above. They fre-
quently will possess practical knowledge of the subject being taught and their
Judgments of the training will be promptly and candidly stated. They object
‘ most frequently to what they consider to be the excessive length of these coursee
and thelr inflexible scheduling. The average man in a line assignment insists

that he cannot break away for longer than a week at & time for full~time training

end that, preferably, he should be offered part—time courses so that he can i
N - —

attend to his job part of-each day. There is & fairly_strong preference etate’

e e R S

for short seminars which will bring people of comparsble experience and quali~
fications together for a useful exchange of ideas.
€. Headquarters Training competes directly with priority operating

programs for the time of DD/P personnel. The DD/P has not yet made it mandatory‘
— T

that an employee have formal training in a given field before operating in that .

field. The-inevit&ble tendency ‘of the operationsal program to win out combined

S em

with the employee's scepticism about his need for training, produce‘poor

. | - 26 -
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enrollments, frequent cancellations and underemployment of instructional staff. ;
These issues are noted throughout this survey and provide the basis for some of
the principal recommendations presented in the final section. The Headquarters
Training Steff can and does modify its courses under constructive criticism

' but this is of limited ‘consequence to the extent that the operator learns on

the job and dispenses with formal training.

(3) .The mejor portion of the basic training program for the

Clandestine Services, and in particular for Junior officer trainees under the

JOTP, was transferred from headquarters | |ea.rly in 1953. This
®
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duty, however, there appear to be distinct limits to the necessary motivétion
growing out of the individual's concern for his subsequent career and his fear
of & gradual loss of touch with "reality"; Tours will be extended only through
career planning that assures eech man s reasonable next essignment in place

of the present "hunting license™ to enter the market and fend for himself.

(3) The instructor rotation rattern is not sufficiently
staggered at the present time. In consequence, the problems of recrultment,
training and continuity of brogram have been unreasonsbly concentrated in
several recent years. A minimum solution based on orderly career plenning
procedures in the-DD/P would be a three year tour with a turnover of one=third

of the teaching staff annually.

f. Training Doctrine
(1) The guestlon of what to teach has been unusually per=
plexing for a new organization in a new field of beacetime governmental activity.

The basic responsibility for what is customarily termed "training doctrine®

clearly lies with the operating offices of the Agency and not with the Office» ’)

of Training. Present OTR understanding of the concept is summarized in TAB A
of the OTR Emergéncy,-cbntingency, and War Plan, 15 February 1960, &s follows:
b
"Training Doctrine: Doctrine [;bnsists o§7'principles

and policies applicable to a subject which have beeén

developed through experience or theory, that represent

the best ‘available thought, and indicate and guide but

do not bind in practice. It is the responsibility of

the operating components to develop end forward to OTR

such doctrine as they desire taught to their personnel,”

(2) There is no fulltime staff of professional Intelligence t
officers charged with the development of CIA or Directorate treining doctrine.~£

The DD/I with its Pronounced orientation towards the scademic brofessions has
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not yet come to grips with the issue of training in intelligence for its pro= /
fessional specialists. -The DD/S shares some of the DD/I motivation by virtue

of its requirements for specialists such as lawyers and englneers which it

expects to satisfy by hiring ready trained individuals in the market, but

with respect to training infintelligence it generally reflects the attitudes

-

8

and practices of the DD/P. ‘The DD/P, finally, has not reached & stage where
4

it could justify centralized management of this segment ¥ its responsibilities,|

and instead has left the matter to its subordinate commands, in particular the ‘E

senior staffs, to execute as each has seen fit. .A considerable amount of doctriwmsl

material has been genersted in the DD/P over the years. On the other hand, there

.are large numbers of project files throughout the DD/P containing significant

operstional experience, often in subject fields for which no formel training is

yet provided, which have never been exploited for training purposes. ~Some
~N

courses | | concentrate on World War II cases, classics of their kind, -

for lack of the time and professional judgment required to develop more recent_j

cases for instructional use. No component office in the DD/P claims that it haé\«

made more than a beginning on the problem of distilling and recording the
doctrine of its operations.

(3) The ramifications of the problem are far-reaching.

-‘Operating responsibilities leave little time for experienced officers to study |

such matters. ' The DD/P, generally speaking, is still in the first generation ofi
commanders so that many men at branch chief level and gbove have had only
limited contect if any with Agency training programs and problems. - The Agency |

has yet to evolve mid-career and senior executive training which will invite

analysis of the roles of chiefs of station, and of branches, and which will
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assemble experienced individusls in the menner of the military staff“collegesi
to dissect, compare, and evaluate operating ‘experience. |
(4) Perheps the principsl source of DD/P doctrine today is \*

the operations officer. detailed to OTR as an instructor and the cbntribution‘
he mekes in revising inherited training materials to reflect his own Jjudgment
and experience. A second source is the Dn/P lecturer, a regular feature of
meny OTR courses. ‘A third source is the DD/P project entailing special training
of participants and the development of specially tailored training materials.
Against these normel and positive factors, however, must be set the testimony
available today from many quarters of offers or identification of project filesF
suitable for training purposes which heve not been exploited foi lack of time !
to do the job.

' (5) Deficiencies in the development of doctrine aré not ‘fe be 4
attributed to the Office of Training. If anything, that Office has had to exceedf
its proper limits to develop instructionel materials for its courses. The record
of OTR has been excellent in suggesting subjects for tfeatment, in eliciting the
cooperation of individusls in operating offices to develop course content and in
offeriné the ‘end product to the appropriate operating office for certification.
-The educational methods staff in OTR has contributed significantly to the -orderly
development of textual materlals. The OTR war planning activity has specified
the systematic-deveiopment and deposit of ‘course materials in safe locations
against -emergency need. - Students have been encouraged:wherqver possible to work
on live problems so that the end product will have training potentisl in the
gﬁture. In its Overseass Training Staff (Operations School), OTR has évolved &

clearinghouse and publishing ‘center with the most complete library of operations
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"doctrinal" publicetions available in the Agency. The basic mission of this
/_i — Ny %

Staff enables it to obtain current knowledge of the preparation of doctriﬁal /

materials throughout the Agency. From this it has been a short step to col~

laboration on projects, reference service and editorial assistance to DD/P

offices and to instnuctorsl |as well as to programs overseas. .

¥

Unfortunately, the present scope of the activity is not widely publicized {
because of the security limitations ontgeneral announcement and disseminatioﬁ
of training materials assoclated with sensitive projects. This aspect of thé
’ activity is in need of re=evaluation so that useful materials will not stand
idle for lack of knowledge of théir existence.
(6) It is obvious that both operating offices and training }/
command have important roles to play in the development of doctrine. A basicE{
‘ lack 'in'present-day operations is provision for the analysis of projects for
historical and doctrinal purposes. Where & project at termiration is judged to

have major doctrinal implications, one of its senior officers might well be

detailed to an OTR Training Doctrine Staff for a sufficient period to organize,

evaluate and sterilize the project files for ﬁraining,purposes. The capabilities
of the Staff should include the best information handling practices so that
bibliographies and indexes will be regulatrty developed and their existence made
known to the professional personnel of the Agency.

(7) There is a further &spect of the doctrine problem which
concerns the open-litérature on intelligence and espionage. The Agency has been

engaged for some years in the development of & definitive library of intelligence

in its Historical Intelligence Collection housed in the Office of Central

Reference/DD/11 At least one instance was discovered of an instructor | |
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who was unawere of the existence of the collection. Since completion of a

- bibliography of the collection lies some distance in the future, its Curator

and appropriate officials in OTR should collsborate on the development of an

appropriate working collection of open literature 4 Ind effective

publicizing of the existence and potential usefulness of the parent collection
at headquarters,

g. - Present State of the Training Curriculum

(1) The content and balance of the curriculum now offered

reflects the current situation in training

25¥H

<

Loy
doctrine, There is marked instability in content, schediling, and enrollment,

T N : SR

- (2) various operating offices have experimented with permissive

Job standards outlining minimum formal training Judged desirable for various basic

categorles of assignments. :Thus far, however, these bave had relatively limited

‘effect in determining who receives what training preparatory to & given assignment.

(3) | |, where the enrollment of JOT!s for basic

training is controlled, curriculum problems include: (a) insufficient time to

fit tradecraft and more specialized operetlons training into & crowded schedule,

and (b) concern that the benefits of training will be lost before the individual

has opportunity to apply them in practice, or that the content is meaningless

until he gains operating experience. Many operating officials express the

‘opinion that the burriculum still does not train in investigative «
— e T
technique] |to the degree of proficiency that should be requireg

6f any case officer. The students themselves testify that tradecraft training

, for example, is sub=-

stantially lost over the intervening two years before overseas assigmment.
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‘ (4) The junior offic¢ gradumting | [faces a sizeable

and growing list of advanced training courses as w2ll as the formidable demands
of lenguage and area training limited only by the specialization dictated by his
first a;séignment. At the present time JOT's, both in apprentice status and
permanently assigned to .op,era’cing“offices, .c.Omlﬂri'se less than 10 per cent of

the total DD/P professional personnel for whom the advanced operations -courses
have been designed. Yet given both JOT and non~JOT sources of possible demand

for training these courses have not drawn '_gnd are not drawing sufficient enroll-

-~
—

ments to sustain themselves. The typical pattern for any new course has been a

TN

mildly coerced adequate enrollment for the first presentation » then a steady
decline with intermittent cancellations when student numbers have been too smeli
to promise reasonsble classroom discussion or to Justify tying up training
. instructors and facilities. QTR officials ,ci£ed eight sit,uat.ioné of this kind in
. a memorandum on the subject in December 1958. The Chief Ihstruc'tor 18_'01' Hea.d- )
quarters Operations Training reported in-May of this year that there had been no
improvement in the intervening eighteen inonths.

(5) The explanations of 'DD/P line officers -concerning J.ow
enrollments are varied. . Consideresble scepticism is expressed about training for . (
training's sgke. The present generation of ex.ecutives has had minimim formal
training ‘and believes firmly in learning on=-the-job under experienced senior A
officers. ‘Meny believe that “the training of {:heir subordinates is now reaching . .
the saturation point and that small enrollments are inevita;ble. Qperational
priorities and current ceilings on manpower cause many branch chiefs to ingist

that they cannot release individuals for training without increase in T/O for

that purpose. There is some opinion, but no consensus, ‘tha.'tj sanctions will be

® - 37.-

SECRET

A-RDP93-00791R000100120001-7



Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

‘ required ,' such as those now being experimented with in the Foreign Service » to
solve the enrollment problem. These may include a more powerful central personne |
management to oversee personnel assignment decisions , the development and enforce= !
ment of Job standards, and a policy that makes promotion contingent on satig-
faction of training requirements. 2

~ (6) The problem derives in part from faulty communication
between the authorities concerned. .The line command will not acquire indoctrina-
tion in the values of formal training without more awareness of training programs i
and policies. - Confidence in the curriculum and reasonable -enrollments will not
appear overnight and certainly cannot be achieved by decree.  OTR has briefed

parties of line commanders on|:| activities in the past but the contacts t

o~
|

have been too brief and intermittent. In spite of all of the hazards of bureau

‘ cratic procedure, OTR should experiment with the concept of Boards of Overseers
composed of senlor grade officers from the Directorates rotated to the assignment
for relatively brief periods of three to six months » Who will meet regularly with
the training management and faculty for detailed briefings and project inves‘fig'ation
of current problems. The problem is one of leadership and it rests with the *

Director of Training and the Deputy Directors of the Agency. 25%1

h. ‘I‘he'Future of Paramilitary Training

(1) The faculties | |which are concerned with para-

militery training moved to standby status shortly following the end of the Korean
War. Emphasis changed from the training 'of active participants in parsmilitary
operations to the indoctrination of case officers in the potential of PM w0 that
they could recognize possible applications and call in the experts to perform

detailed planning and execution.
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(2) 1In 1959 the DD/P through the CA Staff conducted an intensive
review of the whole subject of unconventional warfare which led to the conclusions
that its PM capabilities surviving from the Korean War period were rapidly
disappearing and that there was need for a standby PM capsbility consisting of
professional staff, normally employed in regular'DD/P assignments, but qualified

through speciel training to compose task forces as needed to organize, train for

(3) Out of this review there has since been developed the con=
cept of a Contingency Force numbering several hundred individuals to be trained
or refreshed by formal courses and annual maneuvers, regularly certified as
physically and mentally fit for PM duty, and regulerly reinforced with new blood

by the training of select JOT volunteers in & three-months postgraduate PM course
' 25X1
1 b

(4) It is not possible at this date, following the first
maneuver held in May and preceding the first training of JOT's which begins in
August, to evaluate the ‘prospects of the progrem. . There are the usual uncertain-
ties4concerning possible -erosion of skills from lack of use, and the lik#lihodd
that the line divisions in & live situation wil] prefer to train other 'staff
for such purposes because of their command Positions and superior knowledge of
the given area and the operstional problems involved. The future of paramilitary
training and of the contingency force concept will require review at a laterldaten

It is recommended that: 25X1

(2) DIR adopt for headquarters administrative and career planning
purposes & designation | [that adequately reflects the scope
and purpose of this intelligence training center.
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. (b) DR adopt a three-year tour of duty as standard practice
for instructors and schedule replacement at the rate of one=third
of the instructor staff annually.

(¢) DIR redesignate his Overseas Training Staff to better
reflect its expanding function as a cleaxring house for training
‘doctrine; that its role as a depository and an editorial snd
coordination staff be negotiated with the Directorates and Jpub=
licized, including preparation and dissemination of bibliographies
under the various security limitaetions that may epply. 25X1

() Curator, Historical Intelligence Collection » .collaeborate
with Ghief, Operations School/OTR, to develop and publicize a
working collectien of open intelligence literature | l.
vhich will“fully reflect the existence and ‘capabllities of the
principal collection at headquarters.

(e) DIR experiment with the concept of & board of overseers
composed of senior grade professional officers as a means. to
improved communication with and indoctrination of consvmers » and
to promote the development of more effective policies on curriculum
and enrollment,

(f) The DD/P establish in his office a position of DD/P
Training and Doctrine Officer having responsibiPtty and authority
‘ for the formulation and implementation of Clandestine Service training
policy and the development of operational doctrine,

‘ e | 25X1
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L, Military Reserve Officer Training

a. Origin
(l) The training of military reservists is a basic responsi-

bility of the military services and, in general, 1s beyond the purview of this

survey. Agency employees with active military reserve officer status are required
to devote a certain amount of their own time to military study in order to main=-
tain that status and to advance within their service. The Agency is required

only to grant leave to the reservist for 15 days each year so that he may
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participate in an active duty training progrem of hls choice. The resefvist

has & wilde variety of programs to choose from and there is little doubt that

the individual and the Agency frequently derive benefit from this activitggx1
(2) 1In 1957 the Military Persomnel Division, Office of

Personnel, proposed an Agency sponsored program which would permit reservists

| to perform their 15 day active duty training | | The purpose was to -

relatecsuch training more closely to the Agency's wartime mission and the uncon=
ventional warfare courses offered by OTR would evolve into‘a'logical extension
of the already established program conducted at the weekly meetings of the
Reserve. Permission was requested of the military services in April 1958 to
use the OTR courses in UW to meet the active duty tour for reservists. The
Army and Air Force concurred but Navy and Marine Corps refused because the program
did not meet theiritraining requirements. 25X1

(3) Arrangements were made with the Office of Training to

conduct four courses;|

Bach course was of two weeks duration and for the

balance of 1958 were scheduled a total of seven times. OTR found favor with the
program partly, at least, because staff officer requirements for UW training were
at low ebb and it offeréd a means of mainteining a training capability acknowledged
to be important but which otherwise could hardly be justified. OTR stipulated,
however, that Reserve training would be subordinate to regularly scheduled opera=
tions training including tutorials and special exercises. It also was subject to

the availability of instructor personnel. The Military Reserve Officer Training

Program | \ | was launched on 2 June 1958 with the opening of the first
coursel |
25X1
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b. Current Activities

(1) Since the program started a total of [::](of more than

[ Jeligible) Army and Air Force reservists have elected to take the OTR courses

| | a5 their active duty training. One running of thel I

in February 1960 was cancelled for lack of applicants but all others have be;gx1
well attended. The last course to be scheduled for CY 1960 began 11 July;
thereafter for the balance of the year all Reserve Officer Training Courses
will be suspended because of the press of other requirements.
(2) The value of the program both to the individual reservist
‘and the Agency is difficult to appraise. Two weeks of practical field work and
demonstrations would appear to be a logical climax to the 40 weekly two=-hour
sessions of instruction in UW operations the reservist receives throughout the
rest of the year. The program must be weighed in the light of the overall con~
tribution it makes to the Agency in preparing for its responsibilities to support
the ‘armed forces in time of war. From this point of view some serious doubts emerge.
(3) It should be noted at the outset that the Agency's wartime :
role is not clearly delineated, that there is not universal agreement on the
nature and extent of the Agency's mission in time of hot war and that Uncon-
ventional Warfare is only one aspect of its mission. .To place undue emphasis on
UW is to distort the whole picture. A very sound three-year cycle of instruction
for Agency reservists was approved by the Command Group in 1956 to study major
military forces of the world. Under this program UW as a subject for study assumes
an appropriate but relatively low level position.

(%) If it is intended, as has been implied, to prepare reservists

to participate in UW operations in time of war this program is entirely inadequate.
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Unconventional Warfare is a highly specialized field requiring extensive training

in depth not merely in the four courses conducted | | but of the full

scope of clandestine and covert operations. It is a subject in which superficial
knowledge is far more dangerous than total ignorance., Furthermore the needs of
the Clandestine Service for'officers:capable‘of conducting paramilitary opera-
tions must be met through a program designed for the purpose and having more
specific objectives in view. The DD/P hes recently approved such & program in

connection withithe establishment of the Contingency Task Force.

(5) The training fecilities| | are not able to meet

the requirements of both the Contingency Task Force and the Officer Reserve
active duty program and the latter will be suspended with the completion of

the course scheduled to begin 11 July 1960. Such suspension is in keeping with
the priority status of the Contingency Task Force program and if there are plans
to re-institute the Officer Reserve program at some time in the future they have
not yet been made known. In view of the obscure objectives and questionable
contribution made by the Officer Reserve active duty training program it must

be regarded more as a convenience then a necessity énd therefore its continuation
is not Justified. L 25X1

It is recommended that:

Pl

The DTR confer with the Commanding Officers of the Army and Air
Reserve units to see if more practical reserve training, e.g.,
International Communism, could be handled by OTR for the reservists.
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‘ .D. .School of Internationsl Communism

1. Three courses are offered by the School of International
' {

Communism (SIC):

Introduction to Communisin, 80 hours full time, provides

basic instruction in Communist ideology and the International
Communist movement. It is designed to meet the needs of all
Professional employees of the Agency.

Communist Party Organization and Operations, 80 hours part

time, provides a practical working knowledge of the structure
and activitles of Communist Parties outside the Sino-Soviet
Bloc. It is avallable to all intelligence officers although
patronized most by those engaged. in clandestine operations.

Anti-Communist Operations, 80 hours part time, includes the

Planning and conduct of clandestine operations.against Communist
Parties and is offered exclusively to DD/P personnel.
2. In @gddition to these programmed courses the School conducts
&8 somewhat compressed version of all three courses for the JOT program.
.There are heavy demands made for tutorial training principally of con-
tract agents and the School has . on occasion developed tallor-made courses
to meet the requirements of individual components.
3« The faculty consists of seven instructors all of whom are
OTR careerists. All are well qualified for their assigmments and having
longer tenure then the average they profit from continuity of instruction
from class to class and are able to develop a depth of knowledge of their

subjects to an unusual degree. .Several of them are much ‘in demand as

® . -53-
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lecturers at other intelligence schools. The staff is augmented by \\\:5ﬂ

operations officers principally provided by CI Staff to give instruction! ./
in the Anti-Communist Operations course. |

4, Doctrine Presents no problem for School of International
Communism. There is a %ealth,of substantive material flowing in from
several sources of which one of the best is International Communism !
Division, CI Staff. Finished intelligence publications as well as raw
information reports are received and reviewed .and the only problem is
one of keeping abreast of current knowledge and thinking about the Com-

Minist movement. Operational doctrine on neutralizing and countering

T R TR T USSR S § I N TR AN

Communist Party activities is neither as voluminous nor as well

qiyeloped. It is, however, adequate for training purposes at th;
present level.

5. An evaluation of the effectiveness of the School's training,
solicited from consumers and tralnees alike, rates the courses extremely
high. The School is acknowledged to be superior to university courses
on International Communism (a) because of the inclusion of much classified
material usually not avallable to academic institutions and (b) because
its courses are designed for intelligence service use. Instruction is
described as concise, hard-hitting and most effective.

6. The School is of major importance to the Agency's training
effort. It gives definition and purpose to the Agency's mission by
identifying and describing the menace and motives of International Com-
munism against the free world. It contributes largely to the motivation

of intelligence officers, particularly the junior members, and should
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‘ become an essential element of the basic training required of all officers
regardless of their assignments to collection, production .or support

components.

T. The only problem of major significance to the School is the ;‘-"ﬂ

r,\,“ )

heavy drain on manpower to meet requirements for tutorial training. Such
training is unpredictable, difficult to schedule, and, for security
reasons, lmpossible to conduct on a classroom basis. On.a larger scale
thils problem affects all of OTR and some suggestions for relieving the
condition are offered in s subsequent section of this report.

It is recommended that:

The courses on International Communism be given wider
publicity and offered to the personnel of other agencies,

o 55 -

SECRET

A-RDPOS-00/91ROUUT100120001-




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

25X1
. E. Ilanguage & Area School

1. Introduction

a. Recognizing the essential role that foreign language

skills play in the pursult of the Agency's mission, Regulation

entitled "Language Development Program," lays a clear mandate on certain
key officials to develop the necessary capability. In brief, the program
calls for the determination of requirements for foreign langusge compe-
tence and prescribes action for training Agency personnel to meet those
requirements. The regulation assigns responsibility to the Deputy
Directors to .establish the requirements and to assure the continuing
attainment and retention of foreign language proficiency by staff person-
nel under their jurisdiction. The heads of Career Services and Operating
Officials are to direct or encourage their employees to engage in language
study and the Director of Treining 1s to exercise general direction of
the program. He is to provide for directed and voluntary language train-
ing in approved courses and programs, establish standards and proficiency
tests, and to administer the monetary Achievement and Maintenance Awards.
The Director of Personnel is directed to maintain a current inventory of
the language competences of staff personﬁel. The Regulation further
provides that a five-man Committee for Language Development, consisting
of one representative each of the three Deputy Directors and of the
Offices of Training and Personnel, shall recommend and periodically
review policies, procedures and other matters affecting the program,

including languagé awards.

o T

SECRET

A-RDP93-00791R000100120001-7




25X1

Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

b. .The various arrangements that have been worked out to
implement the program for formal language training may be summerized as

follaws: (a) the Office of Training, through its Ianguage and Area

.School (IAS), currently offers instruction in 18 languages; (b) use

is made of the training facllities of other Federal agencies, chiefly
those of the Foreign Service Institute (FSI), where in FY 1959, 32
Agency employees recelved langusge trainings (c) recourse 1s also had
to the language courses offered by universities and colleges and to the
tutorial instruction available at the Berlitz School and Sanz.School;
(g) the Agency's Voluntary Language Training Program, described below,
provides opportunity for off-duty hours group instruction in approxi-
mately 20 languages; (e) finally, Agency personnel stationed abroad
generally have an opportunity for further formal langusge training at
thelr posts.

c. Various factors influence the choice among these

.facilities in . each individual case. Accessibility and security considera-

tions in the avoldance of disclosure .of identities of Clandestine Services
Personnel are best secured at Agency facilities. The widest range of

languages (28 currently offered, with capablility of 40) is to be found

at Forelgn Service Institute. The most concentrated training (so-called

"2h-hour" use) is offered at the Army Language .School at Monterey and at

-The availability of the employee for only part-time

training, the cost of tuition, transportation and maintenance of the
employee and his family or, on the other hand, the cost and difficulty

of providing coverage of a new language at Language and Area School also

- 57 -
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~are taken into considerstion. Other basic factors are thé copparstive
excellence of instruction and the difficulty of the individual language.
For illusti'a.tion, while some of the 'wiest'ern languages can be learned in a
‘matter of months, two years of concentrated work under the most favorable
conditions are required for Chinese, Japanese and Korean. Freguently, - the
date of availebility of the tralnee and date-of the béginning .of a given
languaée course exérclse influence in the choice.

2. Organization & Activities

8. Language and Area School .consists of 25 staff persomnel
(19 of professional grade; six clericals) and. 2l contract.employees (native
speakers of various lang'{uages). It is organized in threg "faculties":
ILa.nguage » Area Knowledge and Research and Administrative. The Language faculty

. - comprises four "Departments':. for Germamic, Romamce, Slavic end Eastern European,

and Asian and African languages respectively. The small Ares Knowledge faculty
is divided along.geographical lines.

-b. At .the time of this survey, the School was giving.full-time or

part-time instruction,.during duty hours, in these 18 languagés:

French Russian
Spanish Polish
Italian Czech
Rumanian Serbo-Croat
German
Swedish Japanese
Norwegian Chinese
Greek Arabic
Persian
Turkish
Hunigarian

¢. Instruction in several further langusges, including Swahili,

Armenian, and Finnish, was availeble in the Agency's Voluntary Lenguage Training

®
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program. In general, the courses given by the school are comprehensive, aiming
at proficiency im reading, writing and speaking. The method of instruction
-employed is the combined use of native speakers (instructors) for speaking and
drill, and instruction in grammsr and structure of the language from the re-
spective department head, who is a linguistic scientist.and who also guides the
instructor in the best methods of teaching that particular language to English-

25X9
speaking students.

e. For the proper evaluation of these lsnguage-training figures
a sharp distinction must be drawn between the various types -of training. In
-the nature of the difficult process of learnming a foreign language, it is
only the directed full-time course that provides.the best. conditions for
progress. The directed part-time course, occupying half.of the working day
and leaving the trainee immersed in his regular job the other half of the day,
is objectionable to the linguists because it is considerably less effective

and much more time consuming. The principle of part-time traiming is accepted
- 59 -
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by Language & Area School only as a compromise in order to accommodate employees
who cannot be released from their desks full-time. Of all Government agencies,
only CIA and NSA offer part-time language courses. The voluntary trainming
program stands still further down the scale, as it consists of time donated
by the trainee outside his full work-day, nasmely one hour of group work g day
under a non-professional instructor, supplemented by five hours of individual
work & week in the language leboratory on langusge tapes or other material.

f. The tebulation on the following page presents a -concrete picture
of the total mimber of Agency staff employees who were receiving training in
various languages as-of 1 May 1960.

3. The Voluntary Langusge Training Program

a. The Agency's Voluntary Language Training Program was started
in 1957 to provide employees at Headquarters with an opportunity to receive
‘instruction in langusge study without expense outside of regular duty hours.
Under the supervision -of Language & Area School, instructors for this program
were sought from among Agency. employees (largely from the DD/P) who possessed
a high degree of competence in a given foreign language and who wishes to
conduct a group fellow-colleagues desirous-of studying that langusge. Such
instructors recelve as compensation payment at overtime rates. The average
compensation is $4.38 en hour. These volupntary . instructors were given some
coaching by School instructors in the techmiques of teaching a language.
Classes for small groups. were established as requested, being held in various
convenient places in Agency buildings either at 7:30 a.m..or at 5:15 p.m.

In the first two and a half years of the program, that is, by 1 March 1960,

-the followlng results were obtained: .a roster off | instructors was built
25X9
= 60 -
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Full-Time Part-Time Tutorial Full-Time Part-Time
Arabic 9 students 5 students 2 students 2 (1 at Col. U; 5 (2 at Georgetown;
(2 Basic courses) (Basic course) 1 at Georgetown) 3 with private tutor)
Chinese 8 students 4 students 2 students 2 (1 at FSI—Washington 1 (FSI)
(5 Basic, (Basic II) 1 at FSI—Formosa)
3 Advanced)
French 4 students 16 students 11 students T (5 at FSI, elem. 1 (priv. tutor elem.)
(Intermediate (6 Basic I, 1 at Georgetown
course) 6 Basic III, 1 at Sanz)
4 Interm. II) ,
German 8 students 24 Students 7 students 1 (1 at FSI, elem.)
(Intermediate (8 Basic I,
course) 7 Basic II,
7 Reading II,
2 Interm. Sem.)
Greek 9 students
(4 Basic I,
3 Basic II,
2 Interm. I)
Hungarian 2 students
(Workshop-Reading)
Italian 2 students 9 students
(Intermed. II)
Japanese 9 students 2 students 4 (1 Monterey elem. 2 (1 at Berlitz elem.
(5 Basic II, 3 FSI—Tokyo) 1 at Sanz elem.)
4 Intermed. II) (2 elem. 1 int.)
Norwegian . S 2 students
Persian 4 students
(Familiarization)
Polish 7 students 2 students 1 (Monterey elem.)
(4 Adv. Seminar,
3 Wkshop-Read.)
Portuguese 2 students 1 (FSI, elem.)
Romanian 3 students
(Wkshop-Read.)
Russian 54 students* 1 . 3 (1 at Georgetown, adv.
(9 RSW II** 1 at Berlitz, elem.
4 RSW III 1 Priv. T. adv.)
3 RSW Advanced
13 Basic Reading
2 Int. Seminar I
2 Int. Seminar II
5 Adv. Seminar I
5 Adv. Seminar II
3 Int. Reading (Science & Tech.) IT
5 Int. Reading (Econ. & Pol.) II
3 USSR-Int. Area & L. II)
Serbo-Croatian 3 students 1 (FSI, elem.)
(Basic Read. II)
Spanish 3 students 3 students 1 (Berlitz, elem.)
(Basic Read.)
Swedish . o 2 students A
Turkish 12 students 1 (FSI, elem.)
(7 Basic I,
4 Basic II,
i o 1 Intermed.) .
Czech B . - 1 (at FSI, elem.)
Indonesian L. AN . 1 (at FSI, elem.)
Thai . A L.
Korean - 2 (at FSI, elem.)
Icelandic S o R S 1 (Priv. Tut., elem.)
Malayan L. S L. - ) 1 (at Sanz elem.)
Totals 29 Full-Time 157 Part-Time 45 Tutorial 27 Full-Time 14 Part-Time
Recapitulation
Full-Time 56

Part-Time, including tutorials 216

* Of these 54, 9 were from DD/P area, including 6 from SR/Div.
** RSW indicates a “comprehensive” course, reading, speaking, writing.
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up, of whom I:lhad actually been used. On that date there were|:| employees
‘who were studying ten different languasges in 46 classes. By that time, approx-
imately ] employees (an. almost -equal number of men and women) had participated
in a total of 20 langusges.

~b. Participation in the program was » of course, strongly stimu--
lated by monetary awards for achievement and maintenance of proficiency in

foreign languages. This program was established similtaneously with the

25X1

voluntary language program. by L.nd provides for awards,varying

in amount from $25.00 to $600.00. according.to the level of proficiency attained
25X9

-or maintained and the degree of difficulty of the language studied.
c. A survey of the experience with the voluntary language program,
conducted by the Language & Area School early in 1960, disclosed that there25xg
‘ had been a.n‘.‘excessive amount of diffusionj too many persons.had merely taken

& language long enough to acquire a smattering of it (and to obtain an award).

25X1 In the first two years out of Who completed a trimester, [ Jwere i85X1

-the beginning grades, -in the intermediate and only in the advanced

grades. Furthermore, only. 25 per cent of the total had studied a language >5xg
other than French, German, Spanish or Russian. Out of '|:|who had. studied
one of the four Western languages (French, German, Spanish and Italian) sy Oonly
12 or 15 had received assignments where they could use their new knowledge.
Accordingly, the bases of the voluntary language program and of the wards
Program have recently been modified, in order to focus them more accurately
along lines of Agency interest.

d. Since there was believed t6 be no Agency shortage in the four

Western languages, the elementary level of these languages was eliminated

® - 6L -
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from both programs. This change reflected the view that in order to get
training at Agency expense the employee should choose a language in which

there are shortages and which bear a relation to the person's future assign-
ments or assignability. The result. of these changes is that during the 21-week
semester running from 7 March to 29 July;l960, there were only [::]students

in the voluntary program studying ten larngusges. We are of the view that

these changes were salutary, for such proliferation of language study is
impressive only when viewed quantitatively and the cost of the two programs,

in terms of money and of employee .energy (though donated voluntarily at off-
duty times) is not inconsiderable.

4, The New Tutorial Langusge Training Program

a. The Agency's recent experience with langusge training by
tutorial lessons presents. a vivid illustration of the eviliresults flowing ;7‘
from the failure of the DD/P area to establish language standards and to make !
adequate plans for the language training of the individual officer who is
about to go overseas. Given the fact that it requires approximately 250
class hours for a student of average aptitude to achieve an elementary
proficiency in one of the common languages, tutorial training, if relied .on
excessively, would require a very large tutorial staff. Reliance on com-
mercial tutoring schools, such as the Berlitz School, presents security
broblems in many cases and is extremely expensive ($5-6 per hour per student).
These and other considerations caused the Agency to shift its policy,.three
or four years ago, of relying predominantly on tutorial,training and to sub-
stitute as the standard method of training the current system of full-time

and part-time class instruction. This new policy meant that tutorial training
- 62 -
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was to be restricted to exceptional situations, e.g., (a) in languages for
which infrequent, sporadic requirements make the scheduling of regular classes
uneconomical, e.g., Duteh, Polish, etc.; or (b) cases where covert training
is required owing to security considerations that prohibit the individual
from exposing his identity to other trainees.

b. This distinction has long been disregarded to a substantial
. extent by the DD/P branch chiefs in requesting language training for their
people. Numerous requests for tutorial training have been based on the
grounds that shortness of time or pressure of other duties did not permit .
the individual to be scheduled for a regular class. In many of these cases,
the real reason for failure to place the individual in avregularly-scheduled
class was bad planning or lack of understanding on the part of the branch ]‘
chief of the importanée of language training or of the amount of time required
for proper study. The result. was that the school's small staff, already
heavily engaged in regular class instruction was subjected to an excessive
work-load and increased recourse had to be had to outside tutoring. In the
calendar year 1959, 42 individuals received tutorial. training at Berlitz or
Sanz Schools or from private tutors.

c. In order to alleviate these strains, Languasge and Area
School in February 1960, instituted a new program for inecreasing its own
tutorial strength at moderate cost by recruiting tutors from among those
wives of staff employees who are native speakers of foreign languages. By
1 July 1960, this new program had developed to the point where a roster of
about 40 such tutors, capable of tutoring in 18 different langusges, had

been developed, security clearances for some 31 had been obtained and the
- 63 -
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large number of 62 persons had received, or were then receiving, tutorial
instruction for periods of varying length. The new tutors are psid at the
average rate of $3.00 to $3.50 an hour. They receive coaching in instruction

techniques from the. staff and the level of excellence of their instruction

is stated to be at least as good as that offered.at the commercial tutoring

schools, recourse to which has been largely eliminated by the new program.
The estimated cost of the new program is $27,000 a year.

~d. Although the achievements of the new progrsm are thus sub-
stantial, an analysis recently made of the first 59 of the cases handled
under the new program disclosed that whereas four were in the category of
covert tralning and 15 were in languages for which no other training oppor-
tunity existed except in commercial schools, the remaining 40 cases were in
the four common langueges (French, German, Italian and Spanish) and of these
23 were mere .beginners in the language. There is no evidence that a few weeks
of training prior to departure abroad has any effect in the development of an
operationally useful proficiency in even the easier languages and hence, that
1little gain to the Agency can be expected in the 23 cases Just mentioned. This
result is of course traceable to the lack of mandatory standards of language
competence. These considerations provide additional support for the general
recommendations made later in this report for putting teeth into the Agency's
language training policy, but on the specific point of cutting .down.on the
abuse made in resorting to tutorial training instead of regular class
instruction,

It is recommended.that:

The DD/P instruct all supervisors to observe, in requesting language
training, the principle that training in regular classes is the normal

- 64 -
SECRET

A-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

and most effective method, and that resort to tutorial training shall
be had only in exceptional cases and where required by security con-
slderations, unavoidable pressure of time, or other valid reason.

5. Evaluation NS S A L VI ?
a. Given the Agency's foreign intelligence mission, 1ts size

and the amount of annual attrition, the flgures quoted earlier at once
ralse prima facie a doubt whether the Agency is fully discharging its
responsibilities in the.matter'of developing and maintaining its language
capabilities. A number of cases of fallure to provide necessary language
capebility in the field have been observed. Thus, in the course of our
survey of Near East.Division at the end of 1959, a serious deficiency in
language competence and only very superficial area knowledge was found at
practically all posts in that area. At a number of posts in Arab-speaking
lands, the station had not a single staff employee who spoke Arabic. In
general, these conditions also had been found to exist in that aresa at the
time of our 1957 Survey; thus no real improvement was noted in the course
of three years. It should be stated, however, that in the fall of 1959 ‘
the DD/P learned of this situation and ordered that a suitable number of |
employees be sent at once to training in Arabic. It is significant that
it required a high-level direction to achieve this improvement. 25Xt

b. An evaluation of the adequacy of the Agency's effort in

language training is severely hampered by the delay of the Deputy Directors,

particularly the DD/P,.in complying with the provisions of

for establishing their respective language requirements and a dependable
inventory of the language competence of their personnel based upon the
objective test procedures administered by the Language and Area School.
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Thus, as of the beginning of 1960, only 25 per cent of Agency personnel
claiming a language competence had taken the tests with the result that
the Agency's voluminous roster of languasge competence of Agency personnel
.consisted, in approximestely 75 per cent of the instances, solely of a
statement of the individuasl employee's self-evaluation, as submitted by
him in 1957.  Recently, however, the heads of the three principal components
have issued instructions to their employees to take the language tests and
as a result the rate of'testing has increased substantially. It should be
mentioned that in February and April, 1960, the DD/I and the DD/S, respecs
tively, concluded the preparstion of detailed Surveys of the langusge re-
quirements of the positions under their jurisdictions and that a survey of
training requirements, including language training, is presently being con-
ducted by three divisions of the DD/Ptarea. The information being produced’
in the DD/P.effort appears, however, to be relsted to the needs.and desires
of the individual employee rather than to the requirements of the position.
c. The following excerpts from a survey of language abilities
of employees in the. Agency as of 31 August 1959 illustrate the gap between i
the numbers of abilities claimed and abilities tested, respectively. The
source was the Agency Language Roster. The survey shows the number of
employees who have claimed any level of proficiency in, a language, the

number of tests taken in that language and, of those tested, the number

with intermediate or high levels of ability.
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LANGUAGE CLATMED NO. OF COMPREHENSIVE SPECIALIZED
TESTS Interm High Interm High
Read Speak Read Speak

Arabic,
modern
written

Arabic,
other
(Syriaen,
Lebanese,
Weetern,
etc.)

Chinese,
Cantonese

Chinese,
Mendarin

Japanese
Korean

Russian

(The columns in the table above should be read individually, since the same
person may appear in more than one category. In considering the foregoing
figures, it should be kept in mind that a great many of those who have claimed
-abilities, but have never submitted to tests, do in fact possess the agbilities
claimed. TLAS uses 70 per cent as a rule-of-thumb measure. It should also be
kept in mind that these figures are Agency-wide figures, not broken down to

show the numbers with reference to the individual area division presumably having
the greatest operational need of abilities in a given language.)

d. The extremely small number of employees receiving langusge
training is attributable to a number of interrelated causes:
(1) There appears to be a lack of true conviction on the
part of many division chiefs and other line officers of the importance of
language competence. .There is often a feeling that "a good job can be done , ’

without foreign langusges.” This attitude of indifference is believed to be
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a carry-over from the mentality of 0SS days and may have its original roots

in the traditional American isolationism of post World Wer I days.* Two

results flowed from this asttitude: (a) efforts to make the Agency Regulation
mandatory from the point of reqﬁiring language competence for prescribed
positions did not overcome resistance based upon the "State's Rights" theory;  (b)
the senior officers did not press with sufficient energy for adequate language

25X1 training for their subordinates.

apathy towards foreign languages: our ingbility to communicate in anything
but English stems from our traditional.isolationism of post-World War I days,
the paralyzing prejudice held by cur intelligentsia that Americans are not
gifted for languages, with the accompanying placid assumption that everyone
should understand English. He points out that while in 191k 45% of high
school students were enrolled in modern language courses, as late as 1954-55

there were barely 15 per cent, with over half of the nation'srhigh.schools
‘ not even offering a modern language. Another consequence of this attitude
b5X1 1is that while the ideal time to initiate an individual into the mysteries

of language is before adolescence, in the U.S. schools foreign languages
make their first appearance long after the child has lost full eapacity for
them. | then points out that this generally dismal picture is
relieved by certain bright spots, such as the passing of the National Defense
Education. Action (which authorized a total of $887,000,000 to be utilized for
a four-year program of development of scilence, mathematics and language train-
ing),and-the calling of a number of conferences of national leaders in many
25X1 fields for the murnnse of coming to grips with the nation's langusge defi-
ciencies. concludes his article by recommending that teaching
methods be MOTWETNTIZET, particularly by stressing the actual use of the foreign
tongue and by broadening the range of languages taught, and in other ways.
He points out that progress towards a better understanding at the grassroots
of the language problem in its relation to our international . commnication
needs is resulting from the series of "citizens consultations' held in hundreds
of U.S. communities under the sponsorship of the U.S. National Commission for
UNESCO, as a result of which parents, educators and civic leaders have spear-
~headed drives to improve language facilities at the local level.
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. (2) As with training generally the individual branch chiefs
usually have the decisive voice in determining how much language training
their people receive and, with smaller T/O's and personnel ceilings, there
is nowedays a tendency for & branch chief to be extremely reluctant to
release his man from the daily work of the unit for the prolonged absences
required for effective language training.  An incidental result is that in
many cases the case officer is released for training so late before his
departure for an overseas post, that his language training is too curtailed '
to be adequate., Thus, the major deterrent to adequate langusge training
is the fact that for all practical purposes the progrem is still controlled
from the branch level.

(3) There appears to be very little high~-level advanced

. planning concerning language requirements s €08+, provision of competence
in Chinese in anticipation of the increased Agency requirements that would
result from a recognition of Communist China by the U.S.; likewise in
connection with possible political developments in Africa beyond the immediate
future.

() Policy as to the creation of &res specialists and their
assurance of an advancement comparable to that received by a generalist has not
yet been clearly established. .Case officers, therefore, have a fear that
by becoming specialists they 1limit their own prospects for advancement. ' This
attitude results in a reluctance to become a master of the extremely difficult
languages such as Chinese, Japanese and Arabic. This condition focuses atten-

tion on the importance of clarification of the problem of area specislists.
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(5) With reference to the Russian language, a special
attitude (a sort of "schizophrenia") has resulted from the peculiar position
of SR Division which stations its personnel abroad in nonaBloc countries.
These officers acquire the host country language in order to operate and
they profess to find it sufficient even in dealing with Soviet nationals
found there, since the latter ere always trained in the local languege.

This attitude has resulted in SR Division attributing minor importence to
learning Russian, as is.evidenced by the fact that in 1959 only two Agency
employees were taking full-time Russian courses.

e. There appears to be a real question whether the Agency's
concept of language training -- as implemented by the line officials of
the DD/P area -- has kept pace‘%ith the Agency’'s general maturing. There
is a strong tendency to rest content with the present reservoir of personnel
who are competent in the more difficult languages, and to overlook the fact
that the supply of Americans having native fluency in foreign languages is
drying up. -The differentiation between a generdlist and a language-area
specialist has not been carried to its logical conclusion and implemented
in terms of career-planning and long-term study.* Evidence of coordination
between language training and the prospective long-term -deyelopments in such
areas of political explosiveness as Africa south of the Sahara is lacking.
Certainly, the Agency's needs will never be fulfilled by the considereble
number of employees Qho participate in short-term programs without ever
reaching a functional level in writing, speaking or reading. We have grave
doubts that the Agency's long~term world-wide communication needs are being

adequately prepared for.
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f. We accordingly believe that intervention at the highest Agency
level is required in order to secure effective handling .of the problem of
-ensuring that Agency language competence will attain the proper levels required
both by current needs and by probeble future developments. There appears to
be urgent need to make Agency policy statements more specific andrmorereffective.

It is recommgnded that:

(1) DCT issue instructions that Agency. Regulations be amended by
. adding new provisions (a) directing the Deputy Directors to identify the
categories of employees for whom specified degrees of ‘language proficiency .
are required and to tie these standards of proficiency into promotion
practices, and (b) directing the Deputy Directors to identify those positions,
or that proportion of positions, in each overseas station that may be filled
-only by individuals who possess, to the degree specified, the language
commonly used in.the general area of that station.

(2) DCI issue instructions that Agency Regulations be further amended
to meke language proficiency. testing, according to Agency standards, man-
datory for 'all employees who are required to have language skill.

‘ (3) DD/P direct that in all long-range operational planning the
implications with respect to possible radical change in requirements as
to the nature or extent of language capsbilities be carefully considered
and that the conclusions reached be regularly and promptly communicated
to the DTR.

(4) DD/P give clearer recognition to the necessity for developing .
in larger numbers than at the present rate linguistically qualified area
specialists.

(5) The Deputy Directors take such measures as mey be necessary to
cause all staff employees under their jurisdiction who claim language ~
competence to submit to the Office of Training tests at the earliest
practicable moment.

(6) .DD/P consider the advissbility of placing directly on the division
chiefs the responsibility for -all scheduling of language training for per-
-sonnel in the division and for monitoring the timely carrying out of the
language training thus scheduled.

6. Ares Knowledge Courses

a. Language and Area School has & small Area Training Staff, con-

sisting of three professionals and a secretary, which, with the help of guest
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speakers drawn from the Agency at large, offers short, concentrated orien-
tation courses on particular countries and geographical sareas. The courses,
called "Americens Abroad Orientations”, are intended for personnel and their
dependents who are about to go to the area or country for the first time.
They vary in length from one to four days. At the present. time, courses
on 30 different countries and areas are avallable, iﬁcluding the Middle East,
North Africa, Africa South of the Sahara and Southeast Asia. In each course,
the area's geogrephical, political, sociological and economic characteristics
are examined, the problems existing between that area and the United States
are briefly. analyzed. and guldelines for living.abroad and advice on getting
-along well with the inhabitants are given. Use 1s made of illustrative films
and various papers, maps, booklets, etc., are distributed to each participant
_ 25X9

for study.

b. During the first six months of 1960, L0 such courses, covering

a total of 30 separate countries and areas, were given to a total number of

DD/I areas. These figures répresent a considerable increase over. corre-
sponding.1959 figures. The increase resulted‘from an expansion of the number
of countries covered and from direct efforts on the part.of the Staff ‘to
incréase interest in the courses on the part of branch chiefs and training
officers. As part of this approach, courses are given upon request on even
very short notice and even to a single travelker, in order to insure that

L Y
every traveller may have an opportunity to benefit. This practice of ready
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availability has resulted in considerable duplication of courses within short
intervals, but, on the other hand, has begun to make the branch chiefs and
training officers reslize the value of these courses, which may lead to more
regular scheduling in the future. Recording.of the lectures of visiting
speakers enables the Staff to present the same lecture subsequently to single
trainees or to groups too small to Jjustify the presence of the speaker himself.

.¢. It is our impression, gained from comments heard in the course
of this survey and through attendance by a member of this staff at part of
the course on Latin Americsa, that such-orientation courses afford the prospec-

-tive traveller a valuable insight into his new area, which in turn should enable
him o accelerate his adaptation to his new surroundings.

d. In former years the Area Staff also offered more extensive
area courses, lasting ten weeks or longer, in which instruction in some depth
was offered to employees who required more comprehensive knowledge. Among
the areas covered were Africa, the Far East and the Soviet Union. These
long courses suffered, however, from lack of students and the decision was
taken to offer them in the future only upon specific request. None has been
given thus far in 1960,,except the course on the Soviet Union, which 1s now
given by the School .of International Communism, rather than by Language and
Area School.

7. The "Introduction to Overseas Effectiveness' Course

a. Early in 1959 Language and Area School developed and presented
a significant new high-leével course called "Introduction to Overseas Effective-
ness", which is designed to increase the sensitivity to other cultures on the

part of the junior officer who is facing his first overseas assignment and
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thereby to make him more effective in his official contacts. (The Americans
Abroad Orientation courses are on a lower level and are designed to explain

ths peculiarities of the specific culture of a foreign country or -ares and

thereby to facilitate the individual's personal adjustment.) This new
course offers, first, a study of the methods used in the behavioral sciences

for studying and understanding the actions and reactions of individuals, both

a8 individuals and as individuals grouped into societies,‘and, second, the

application of those methods to the practical problems of work-and life in

-other countries. The course is described as "an introduction to the art of

assessing and influencing other-culture people through an understanding.of

‘their values and behavioral pastterns.'" The course includes slso “concern

for the human factor in supervision, particularly as influenced by special
forces playlng on the indiyidusl in .a foreign environment." The major
objective of the course is the more efficient and more effective discharge
of Agency responsibilities abroad. The problems of personal adjustment

abroad are touched upon incidentslly, because of the importance of successful

personal adjustment. to the effectiveness of an individual’s work. This exper-

imental course lasts two weeks and the guest speakers include scientists,

anthropologists, sociologists and other social scientists of high rank.
b. This course was developed and introduced by the Schoocl at

the emphatic request.of COPS/DDP following & trip to the Far East in the

course of which he had observed the ingbllity of high-level Agency personnel

Ito establish communication with the people of that

country, quite apart from language difficulties. The course is considered

to be directly in line with the recommendations for training U.S. personnel
- T4 -
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that are stated in the 1958 OCB Report entitled "United States Employees
Qverseas." It has been given three times thus far and is to be given in
September to the current JOT class, with the prospect of perhaps being
permaenently incorporated into the JOTP curriculum. The course received
strong :endorsement from the group of senior DD/P'officers who were selected
to attend the second presentation of it in order to evaluate it. We accord-
ingly feel that it is a valuable, high quality contribution to the Agency's
training program. It.is :egrettable‘that'DTRb faced with the general diffi-
culty of dbtaining:adequate enrollment to.OTR's training courses, has tenta-
- tively decided not to schedule this course regularly (except to the JOT's,
as stated sbove). We think it quite likely that division chiefs and.other
‘senior supervisors would, if mede aware of the potential value of such a
course, be inclined to grant a higher priority to this course.

It is therefore recommended that:

The DD/P, as well as the DD/I and DD/S, strongly recommend to their
division chiefs, assistant directors and other senior officers that they
familiarize -themselves, through attendance thereat, with the contents of
the Introduction to Overseas Effectiveness course.

- 75 =

SECRET

Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

F. Junior Officer Training Program (JOTP)

1. Establishment of the Program

8a. A recruitment and training program for junior officers .-
was inaugurated in CIA in 1951 immediately following the establishment:
of the Office of Training. The first class of JOT's was .assembled in
July of that year. Recrultment of JOT's was assigned to the Office .of
Personnel, selection and placement were reserved to the JOTP administra-
tion, and assessment and training were delegated to the appropriate staffs
and schools of OTR. The concept of selection in depth was implemented
during the first two years by means of a policy of assigning the trainee,
after formal instruction, to on-the-job training with a line unit while
continuing his slotting on the OTR rolls. This now well established
policy was also based on recognition that the first experiences of the
JOT with supervision and work assignments are vital to his long-range
motivation and that a monitoring and recovery mechanism is essential
both for the man and the program against the hazards of the operational 25X1
scene.

b. Also in 1953, a separate campus was acquired by OTR

for JOT and other operational training| } This promoted

integration of faculty and of curriculum, afforded vastly improved train-
ing facilities, and placed the students in surroundings conducive to full
concentration on training.

c. Between July of 1951 and December of 1959 the Junior
Officer Training Program enrolled a total of 517 men and 59 women, 576

in all, at a rate of about L45 per year during the first five years and
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‘ 80 per year from 1956 to the present. In 1960 the JOTP is.expanding
once agaln to a new level of 142 Uétudents per year. As of the end of
1959 there were a total of 238 JOT graduates on duty in the component
_offices of the Agency as follows: 187 or 79 per cent with the DD/P,
42 or 18 per cent with the DD/I and nine or three per cent Wi’l':h the
DD/S. A loss of 170 JOT students or graduates was incurred over the
nine years, and the balance of 168 consisted of students still under
JOTP control and assigned elther to the first phase formal training
or to the second-phase on-the-job training in operating offices.

2. Activitles

a. Recrultment of JOT's 1s performed by the Offlice of

/| -~

A
b kg,J

the U.S. academic world, and,.in particular, work through some|:| ,,25)(@

Personnel by means of & staff of seven field recruilters who canvass

. consultants spotted in leading colleges and universities.. Selection . -'\
1s accomplished by an .elaborate filter process which includes for eacﬁk i
candidate a field interview and field administered intelligence test, R -~

screening and tentative selection by the JOTP, initiation of security

clearance s headquarters visits by the candidate for medical -exa.mina.tiq'ﬁ, ~
assessment testing and extensive interviewing, a pre-employment poly-
graph test and a final decision based on all of the evidence assembled.

b. Junior officer training commences with a block of ten
~weeks of Instruction at headq_uartérs on international communism and on
the structure and functions of the Agency. A prime objective in this
period is evaluation of the candidate's suitab&lity for case officer as

against Intelligence research or support training. Thils determination
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is made at the end of the first ten weeks of training. The JOT class is
then broken into three sections and each henceforth pursues a separate
pattern of fraining° 25X1

Co The 1960 expansion of the JOTP includes increased quotas
for the DD/I ard DD/S and 1s requiring OTR to devote increased effort to
the design of courses that will be effectivé for these latter Directorates.
The plan for 1960 1s to send students earmarked for DD/P case officer

. 25X1
training | | v

Students going to the DD/S will be given ten weeks | |

Operations Familiarizatlion and Operations Planning and Management. ~DD/I
nominees will take the six-weeks (peratlions Femillarlzatlon Course at
[::::::::]then return to headquarters for a 1l2-week course in Intel- 25X1
ligence Production.

d. At the end of approximately six months of formal traln-
ing, the JOT, while remaining on OIR rolls, 1ls assigned to 12 to 18
months of on-the-job training in an operating office. .The sponsoring
office must prepare and submit a training plan for each apprentice for
JOTP approval. Both the JOT' and his supervisor report in writing every
four months on the progress of the training. The JOTP has authority to
reaséign a student when the initial assignment fails to work out satis-
factorily.

e, Determinatiorn of the initial training assignment and of
the permanent assignment at termination of JOTP control are obviocusly of
vital importance to the success .of the system, The initiative on these

actions has rested largely with the JOTP in the past and has involved
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extensive negotiation principally at the branch level .of operating com-
mand. In the DD/P the growth of the program is now forcing the evolution
of a more formal placement system.

f. In the case of the JOT class completing formal training
in June 1960, the DD/P has directed for the first time that Panel C of
its Career Service coordinate the assignment process. Panel C has can-
vessed the operating divisions to obtain JOT requirements including firm
commitments to provide sultable on-the-job tralning and to make slots
avallable for permanent assignment at the end of the training period.
The JOTP then nominates students agaeinst the Division quotas on a two-
category basis. There will be some JOT's who by virtue of language,
special talent and preference are pecullarly sulted to a particular
area. There will be others not thus qualified who may be nominated to
several areas. Following nomination there will be interviewlng of

\
candidates with the opgrating,office exercising essentially complete
freedom to accebt or reject each individual on his.or her merits. Final
transfer of the JOT from JOTP to DD/P control is subject to ratification
by Panel C,

o Tﬁe pattern of JOT characteristics and backgrounds as
developed over the first nine years ls of interest. About 4o per cent
have fallen within the age bracket 20-24k, 50 per cent in the range
25-29, and under 10 per cent 30 years of age and over. The average age
at EOD has been 26. Approximately one-third of the trainees possess one
or mofe graduate degrees. - About one-fifth have had significant formal

training in language and area. Four-fifths have lived or travelled
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overseas for extended periods of time. Half of the male JOT's are
married. Five Ivy League schools supplied 106 of the 508 JOT's recruited
over the period 1951-1958.  Eleven schools out of 148 producing JOT
appointments accounted for 40 pPr cent of the enrollment over the first
elght years. During 1958-1959 22 per cent of the recrults came from

the Far West and South, 15 per cent from New England and 65 per cent from
the Midwest and Middle Atlantic States.

h. As ns;edfearlier, CIA has recently moved to recruit and
train a substantially increased portion of i1ts professional officer types
through the JOT system. .The revised JOT tralning quotas as approved by
the DCI on 27 February 1960 compare with previcus rates as follows:

Annual current number JOTP graduates  Graduates authorized

(Average for FY 58/59) 1960 forward
DD/P 55 90
DD/S 3 8
Do/ _é 2
Total 6L 123

The JOTP is authorized henceforth to recruit 142 JOT candidates annually,
the excess over 123 representing allowance for attrition during training.
i. The new rate of 90 JOT graduates for the DD/P is expected
to be reached in 1963. This number will suffice to cover projected annual
DD/P losses that must be made good by outside recruitment. TIn addition
to this source, however, there will be staff additions at the GS-9 level
and above by promotion, transfers into the DD/P from other parts of the
Agency, and separate recruitment for TSD, amounting in all to 60 per Year.
The projected comprehensive DD/P requirement thus amounts to 150 profes-

sional officers GS-9 and above per year. The JOT rate of eight for the
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DD/S is expected to cover from 15 - 25 per cent of the annual requirement
for professionals in that Directorate. .The DD/I rate of[__|will provide
from 25 - 40 per cent of its professional needs. 25X9

J. The expanded program spells & substantial increase in
workload for the JOT system. fSome[:::::]candidates,have been interviewedryg
annually in recent years to produce[:::]referrals to headqusarters. About
half of these have led to initistion of clearance, further assessment and
the end result off | EOD's for Junior officer tfaining. It is =
-estimated that the new quotas will require in chain sequence[:::::]fielg5xg
interviews,[:::]field referrals, and[:::]clearance;actions to net [:::]
trainees. The number of professional recruiters has already been increased
to nine to meet the added burden of requirements. A plan also is underzsx9
consideration to expand the consultant program to cover more universities
and to stimulate a greater response to recrultment needs. 25X

k. The outlock in JOT recrulting for 1960 is thought to be
generally satisfactory, particularly so in the case of candidates offering
graduate degrees. Thils attests to the apparent competitiveness of the
Agency position in the market.. The GS-7 is now the standard entrance grade
and the GS-9 is generally granted at grpduation from the JOTP two years
later. There is considerable concern, however, over the fact that 48
accepted candidates rejected the Agency's offer in 1959 due to better
opportunities elsewhere, doubts about the program or change in personal
circumstances. While this loss may simply indicate the price of doing

business in a quality market, it obviously bears watching t¢ ensure that
the Agency makes a strong appeal to talented individuals.and that it remains

competitive salary-wise in the market.
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1. The JOTP has achieved solid acceptance in the Agency by
locating students of high character and demonstrated academic performance,
then instructing and motivating them in the objectives and methods of
intelligence to the point where they readily adapt to and become produc~
tive in operating assignments. Once separated from the JOTP, the
stiffest test of all is the willingness and ability of the JOT to fend
for himself,

3. Tuture of the JOT Program

ea. Recruitment

(1) Numerous policy questioms arise in this area of
administration of the JOT system. Many of these stand out in a comparison
of the JOTP with the Forelgn Service Officer recruitment program in the
Department of State. By contrast, the JOTP administration has enjoyed
singular freedom of action while the Department has been subject to
constant public and congressional examinatlion particularly as an out-
growth of the work of the Wriston Committee. New rules and structure
may be imposed on the JOTP to achieve specific benefits but at consider-
able risk of hampering the positive leadership the program has enjoyed
.thus far. The Department¥s policies and experience should, however, be
followed closely with the intention of adopting and profiting from
measures of proven benefit,

(2) JOT recruitment does not assuredly reach all
American citizens who may possess sultable qualifications for careers in
CIA. The absence of a publicly advertised, competitive entrance test,

and the use of professional officers on recruitment tours (as now
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practiced in the case of ORR) would remove any doubt that the Agency does
not adequately protect the lnherent privilege of citlzens to learn of and
to .apply for employment with it.

(3) There is no requirement that the JOTP balance its
appointments by State or reglon of origin and schooling. While the present
patterns of recruitment do not appear to be seriously out of balance in
this respect there are aspects of the Agency's policy here which will
bear observation. - The first i1s the possible political implicstion at
some time in the future of disproportionately low representation of
officers from the South and to a lesser extent from the Far West. -The
second concerns heavy recruitment of students from Ivy League schools
and the possible influences on loyalty to associates and judgment of

individual performance which thls circumstance may be alleged to generate.
(4) The JOTP administration may be assuming excessive
responsibllity in the screening and selection of Jjunior officer candidates.
This same issue is noted below in connection with the final assessment
and assignment of JOT'é to active duty. As the JOTP assumes increasing
responsibility for determining the types of individuals who are to man
the Agency it seems obvious that the current operating experience of |
senior professional officers should be brought to bear in making the
decisicn. There are today fairly numerous consumer comments that present
JOTP selections tend to overemphasize intellectual qualities and to
underemphasize rugged and adventurous traits. A policy of panel examina-
~tion of top candidates with professional line officers included on the

panels would insure JOTP sensitivity to Agency needs at this point.
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(5) There is a second possible source of independent
Judgment of applicant qualifications in the use of outstanding public
citizens in the panel selection process, These individuals may have
the handicap of limited acquaintance with intelligence but they may also
contribute useful inslght based on long experience in government,
corporation or university adminilstretion.

b. Agency Sponsorship of JOT Military Duty

From its inception, the JOTP has sponsored military
duty for candidates who bave not fulfilled this requirement and whose
services would probably be lost to the Agency unless employment were
arranged prior to military service. A noteworthy feature of the
program has been the arrangement with the Services to detail the JOT
officer back to the Agency for the last 12 - 24 months of his active
duty status. During the first eight years there were 141l cases of
military sponsorship of which 83 or 59 per cent remained on duty at
the end of the period. The program has been expensive to the Agency
in loss of time from intelligence training and in the high attrition
suffered. The JOTP has been able to recruit the majority of its
students with military training already accomplished. A recently
introduced factor in the situation is the decision to give selected
JOT's additional formal training in paramilitary subjects. A correla-
tion of the two blocks of training may prove possible and of benefit

to the Agency.
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¢c. Intelligence Training for Specialists

The JOTP has been oriented from its beginning toward the
development of generallsts. It has sought to recruit and train junior officers
of fairly diverse background to perform basic intelligence assignments anywhere
in the world. The JOT generalist has proved himself well suited to the profes-
sional work of the DD/P and to many of the basic duties of the Offices of
Current Intelligence and Operations in the DD/I. With limited exceptlons,
the Program has not undertaken systematic recrultment and tralning in intel- «
ligence for specialists -~ lawyers, accountants, economists and scientists -~
required by the DD/S, the research offices of the DD/I and the Technical Serv-
ices Division of the DD/P. This situation poses two questions which the Agency
has yet to answer: Will the specialist profit from formal training in intel-
ligence? Should the Agency pursue a policy of developing all of its profes-
sional officers and in particular its future leadership according to a common
basic training and development pattern? The arguments on both sides of these .
questions are diverse. There is relucténce in the support and research areas
to afford the training time involved in the case of specialists. There is a
widespread opiﬁion that the principal career opportunities lie with the DD/P
and that JOT's will not voluntarily elect service with the DD/S cor DD/I. On
the other hand, the small number of JOT's who have been assigned to spe-
cialist duties in the Agency have served with distinction and, finally,
the current plan to introduce more JOT's into the DD/I and DD/S seems
certain to bring these questions into sharper focus in the near fubture.

It seems safe to say that the possibilities of a single, integrated plan

for recruitment and development of all professional officers is the course
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for the future. (The problem of training specialists for the intelligence
profession is appralsed more fully in the following section of this report
entitled "Training the Specialist Professional Officer".

d. Placement of JOT's,

(1) The JOTP exercises substantial freedom in the assess-
ment and allocation of JOT's to specialized training and in their placement
in operating offices for on-the-job training. Part of the explanation
lies with the Agency, part with the JOT's themselves.

(2) Few if any Agency cdmponents have successfully
projected manpower requirements several years into the future, elther in
terms of numbers or special qualifications. Any projected division
requirement for a given number of officers with specific language, area,
or other competence may have doubled or evaporated three years hence
depending on a host of possible developments. In consequence, operating
offices have been forced to limit their specifications to the gerneral
qualifications of character, educational perfermance, linguistic aptitude
and personality. The JOTP has employed educational and psychological
screening as aids to JOT selectlon but in the last analysis has relied
on its collective judgment based on long experience.

(3) The Program has also shown considerable tolerance
toward the preferences of the individual JOT, both at time of selection
for specialized, e.g., case officer, training and later in the selection
of a job assignment. Some men with excellent qualifications for the DD/I
and DD/S can regularly be expected to find the DD/P more attractive. Thus

it i1s not certain at this stage that the new DD/I and DD/S quotas can be
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‘ filled. There is an understandable gravitational pull to the DD/P career!
but in addition there is a subtle instructor and student climate that
rates selectlon to the DD/P as success and allocation to the other Direc-
torates as 'second rank" performance. In some instances this climate 1s
generated even in the recrultment stage. The JOTP, OTR and the Office of |
Personnel must combat these prejudices with vigor 1If they are to cater '
successfully to the basic needs of the DD/I and DD/S.

(4) The JOTP and the Directorates are overly isolated
from each other and communication on Jjunlor officer tralning policles at
the intermediate command levels 1s clearly deficient. One answer, as Wi‘th‘
recrultment, is to rotate line officers to serve on JOTP panels that make :
basic decisions so that their advice on placement policy will be assured.
The JOTP will acquire a convincing base for its Jjudgments and the line

. officials will return to their regular duties with increased awareness of
training and personnel development policies.

e. Attrition among JOT's

(1) It was noted earlier that the JOT is expected to
stand on his own two feet following graduation from JOTP sponsorship.
Howrwell he is succeeding in doing so is a matter of obvious concern to
trainers for the light it may shed on the effectiveness of selection,
instruction and motivation. The subject is of increasing interest in
the Agency; however, there is as yet no systematic program for review of |
JOT careers and identification of adjustment problems before they mature
to thé point of resignation. Both the Office of Personnel and the

Inspector General Staff conduct resignation interviewg&, and the Directors

o

SECRET

A-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7
SECRET

of Personnel and OTR and fhe JOTP see many JOT's and ex-JOT's informally
on career matters.

(2) There has been severe attrition amounting to a
total of some 20 per cent per year among JOT's in training. Of these,
the JOT's under military sponsorship have contributed a loss rate of
40 per cent,.women 17 per cent and civilian men 14 per cent. Approximately
one-half have departed to pursue other careers of greater interest to
them while the remasinder have left for reasons associasted with CIA
employment. There 1s no evidence at hand that would indicate that the
Agency's experlence is unfavorable when compared to that of other large
organizations. In view, however, of basic handiceps facing carsers in
intelligence including security restrictions, ethical issues and the
relatively low ceiling on earning power, it 1s essential that the Agency!
regularly measure its officer development experilence against that of
comparable organizations.

(3) The attrition record for JOT graduates is even
more difficult to evaluate. The evidence for the classes of 1951 through
1955 should be of interest since these individuals are by now well
advanced in status as case officers with five to seven years of experience
on-the-job. The significance of the record is qualified, however, by the
rapid evelution of recruitment and instruction policy during this initial
phase of the program and by the fact that these classes were launched in
the setting of the Korean War, the rapid early expansion of the Agency's
manpower, and in an era of buslness proéperity with varied employment

opportunity. Of the 243 individuals enrolled over the five years,
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. 1951-1955, there were 118 remaining on duty at the start of 1960. Of the
e 125 losses, approximately half occurred from duty stations following
gréduation from the JOTP.‘ Thirty-five of the student.jlosses were cases
of failure to return from military duty. 25X9

(4) At the present time JOT graduates account for
approximately six per cent of thelIlprofessionals , GS=9 and above,
in the DD/P. The patterns of JOT career adjustment may be expected to
chenge considerably as this proportion increases and as JOT careerists
begin to compete for senior grade jobs. In the DD/P there are a number
of questions here which will require forthright, coordinated answers if
JOT gradustes are not to walk the halls trying haphazardly to achileve
personal solutlons.

(5) There is no consensus thus far on what training "

‘ and experience should constitute the case officer apprenticeship. In the
absence of a pattern, the individual faces many diffic'ulties in planning
his future and gauging his progress, while his supervisor in the absence
of a doctrine tends to let immediate operational priorities .override
the longer range career considerationé involved.

(6) There are no standards setting forth minimum train-
ing and language competence which the apprentice must possess as prereqg- , “
ulsites to the given overseas assigmment. There is a proliferation of
advanced operations courses but no policy as to which are essential to

initial overseas assignment and which may wait for a subsequent tour of

duty at headquarters.

o "
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’ (7) There is nc pattern in the scheduling of overseas
duty. The prospect of overseas assignment is a significant factor in JOT
recruitment and therefore a possible source .of frustration when the junior
officer finds his initial headquarters tour stretching intc the third and
occasionally the fourth year. The present prospect is that this issue |
will grow in importance as the four-year or longer tour of duty becomes
standard Agency practice. It is conceivable that the DD/P will have to
establish a ceiling on the number of months of headquarters duty the
Junior Officer shall serve prior to assignment overseas.

(8) Another spproach to the concept of apprenticeshlp
1s to schedule some of it overseas including formal training iq language
and area., This has the appeal of realism and the drawbacks of greater
expense and difficulty in finding supervisors who are qualified and

‘ motivated to work with junlor officers and who can find the timeo under
operating pressures té provide effective guidance. The prospect of a
large influx of JOT's dinto the DD/P annually only two years hence makes
it appear desirable to experiment now with this approach.

(9) Problems in the management of JOT's with 10 or 15
years of experience as case officers lie some distance in the future.
With respect to the question of formal or refresher trailning for such |
officers, the present experimentation of the Department of State with
mid-career and senior officer training is of interest. Many officers
at this stage will be moving into chief of base and deputy chief of
station assignments for which as yet there is no formal preparation.

The question of diversification of experience through rotation is one

| e
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which faces the senlor JOT graduates,.and non-JOT's, at the present timeaw
There is insufficient evidence for generalization but in some cases the *
experience here has been discouraging. ' Some former JOT's now operate on ™
the conviction that diversification is a matter of personal initiative,
and accomplished by knowing the right person and being in the right place-
at the right time. Well qualified officers have located suitable
vacancies only to find that the concern of the employing Branch for its \
own; perhaps less well qualified individuals, has precluded appointment.é
The net result then is frustration and Possible resignation for the
individual and haphazard administretion of the broad personnel objectives
of the Directorate. The power of decislon here lies with the Branch
Chlef. The Panel system of Career mansgement as now constituted doesn't!
really get at the Problems involved. In some manner, particularly in

the case of highly qualified and expensively trained JOT's, it will be
essential that the DD/P, and in time the DD/I and DD/S, provide for a
more orderly personnel administration. The careser officer must know what
to expect and how to plan the broad outlines of his career. The Depart-
ment of State is also experimenting with this problem as a result of
severe criticism by the Wriston Committee of its previous informsl
Practices. Recent State innovations include the development of training
and experience standards for all Foreign Service Positions, the establish-
ment of an inventory system on punched cards to record individual training
status and to derive annual training requirements, the imposition of
sanctions to enforce training policy including a requirement that language

competence be a prerequisite to advancement, and, finally, the creation
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. of a Career Development and Counselling Staff of experienced Foreign
Service Officers to advise on personnel policyvand.monitor the career ’
Planning of individual officers. These measures are not yet proved
Instruments of a forward léoking‘personnel mansgement policy, nor are
they necessarily suited to the needs of CIA. They do merit close
observation and they are suggestive of the directions in which the
Agency may need to move if 1t experiences severe attfition among its

most highly qualified and carefully trained personnel.

It is recommended that:

(a) The DCI establish as Agency policy that all Jjunior
professional officers enter Agency employ through the JOTP .

(v) The DTR establish & JOT Selection Panel composed of (
line officer representation from the three Deputy Directorates
tpgether with appropriate representation from the Office of
Personnel and Training. The Chief, JOTP, should chalr the panel.

. (¢c) The DTR should give consideration to the feasibility of
the use of outstanding public citizens in the panel selection
Process recommended above.

(d) The DTR arrange for the participation on a rotational ‘'
basls of line officer representation from the three Deputy
Directorates in JOTP placement panels.

(e) The DIR together with the Director of Personnel take
steps to eliminate prejudices that have arisen which tend to
assign second class status to DD/S and DD/I careers.

(f) The DD/P establish minimum standards of training and
experience for case officer apprenticeship including general
Preparatory, bagic skills, language and advanced operational
training, and that he determine the feasibllity by experiment
of some form of overseas familiarization as a part of the
apprentice period.

(g) The DIR together with the Director of Personnel undertake
to monitor the present efforts of the Department of State to
improve personnel management and tralning in the Foreign Service
for measures that may be adopted for the Agency's benefit.

o B
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b, Training the‘Specialist-Professiongl Officer

a. The following discussion of training policy and programs in ORR
is intended to highlight the problems of the specialist professional officer
in CIA. Although not necessarily typical of all specialists, it contains the
basic elements applicable to those who prepare for a chosen vocation prior to
embarking on an intelligence career. ORR was selected because it has devoted
much time and careful consideration to the possible roles of training in the
development of economists for intelligence. The conclusions that have evolved
out of 1ts experience to date are so basié and so ciear that they merit citing
in detail. They are cbntained in a paper prepared in 1958 on the subject of
"Training for Economic Intelligence Production" and may be summarized as follows:

(l) A foundation in the conceptusl framework of econcomics;

(2) Ability to work in primary sources through commsnd of
the necessary languages;

(3) Study of the geography, economies, histories and cultures,
as well as the government and politics of target countries;

(%) Appreciation of the impact of new weapon systems on
military strategy, national security and the industrial
economies of countries concerned;

(5) Familiarity with industrial and technical problems and
developments;

(6) Indoctrination in the machinery and procedures of intelligence.
b. The fourth and sixth areas clearly fall within the responsibility
of the intelligence community to provide although it should be noted that the
requirement is for orientation, not professional competence, in the fields of
technology or strategy concerned.  The balance of the specifications relate
to the normal present-day academic preparation of economists. Treir undex -
lying purpose is indoctrination in research methodology. All of which makes
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‘ it clear that ORR will normally expect to recruit its professionals ready
trained from the open market. In fact, it is doubtful that an intelligence
organization could Jjustify or succeed if it undertook to provide such pro-
fessional preparation internally in competition with academic institutions.

c. The normsl career considerations of professional economists
continue to exert a mejor influence on ORR training policy once an economist
is recruited and entered on duty in the office., The sabbaticel at the end
of ten or more years of professional service is mentioned with increasing
frequency as the most natural and desirable bloék‘of training at mid~career,
It is a consideration for the future in ORR only because of the youth of the
Office and of its professional personnel.

d. Professional stature through full~fledged participation in
‘professional associationg is enother element of almost equal importance.

‘ ORR was required on security grounds to bar its professionals from such
participation during the first years of its existence. Beginning in 1959,
however, the Office turned to outside economist consultants to evaluate
periodically the quality of its performance. Two of their recomendations
since adopted have called for responsible participation by ORR economists
in their professional associations, and for distribution of selected sanitized
ORR studies to a roster of some 150 economists and businessmen throughout the

country. The implication is that ORR economists have been in danger of becoming |

e

dnbred as intelligence researchers. A further motivation for the change is 3
= :

the hope that overt demonstration of ‘quelity will ease the ORR ,recruitment/

problem which is discussed below in another context.
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e. Thus the profile of the Present=day professional economist in
intelligence reflects the strong gravitational pull of the academic world.
Training requirements that would mean substantisl and continuing instructionai
load for OTR have been at a minimum. Internal training for the economist in
intelligence has tended to be peripheral to his specialty or focussed on
deficiencies in performance. The freer contacts now in prospect between QRR
and the outside world indeed are likely to reinforce present patterns and to
accelerate the adaptation of academic career patterns to ORR needs.

f. This ORR pattern which appears eﬁinently sensible from the per=
spective of the economist must also, however, be examined from the point of
view of the intelligence administrator. The painful fact in the present
period is that economists are in exceeding short supply in the market,
Therefore the nstursl policy of recruitment of prepared professionals does
not worke ORR is forced to resort to emergency recruitment measures including
employment of partially trained economists. A number of conflicts then arise
over the manner in which such individuals may best be prepared for and inte=
grated into the profession of economist in intelligence, 4]

g+ Some five years ago ORR began experiencing personnel shortages
which it then undertook to make good by regularly sending professional
economists to canvassthe universities Jointly with the Agency's recruiters.
The results to date have been generally disappointing with an average of three
to five recruitments for every 100 interviews of selected botential candidates,
These recruitment teams have been at a disadvantage in the salary competition
among other things and through time have sought and secured certain compensae
tions such as authority to reimburse for EOD travel expenses when the candidate
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possessés an M. A. degree. This authority has not thus far been extended to
the other recrultment programs of the Agency including, in particular, the
JOTP, which suggests a need for greater uniformity of practice as noted in
the discussion of that program.

h. In light of these -disappointing results ORR late in 1959 developed
&.Junior economist training program which as now contemplated proposes to
recruit students in their senior year of college, bring them into the Agency
upon graduation for a year of orientation and assessment, then send the most
promising to graduate schools for advanced training (the Masters Degree) at
Agency expense. This epproach has now been authorized but is not yet
underwey.

i. The "relations,hip between this progrem and the Agency's JOT program
et the present time is ambiguous to say the least. The recently approved
Plans for expansion of the JOT program call for the delivery of 25 graduates
per year to the DD/I. Obviously some will go to ORR. Many of these men and
women will have had graduate training, some of it in the social sciences.

‘The training of the DD/I JOT?s will be characterized by increased emphasis
on intelligence research methodology and reduced emphasis on clandestine
operations.,

Je The prospect of all of this, however, is that ORR will now be
recruiting three different patterns of professionals no two of which will have
a common preparation in intelligence., The JOT will be exceptionally well -
grounded in intelligence and perhaps, though not necessarily, less well
prepared in economics and research methodology. The ORR Junior economist

will apparently have no grounding other than apprenticeship experience in -
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Intelligence researck and will not even achleve productive professional
status as an economist until some time in the third year or later. Finally,
1t is to be expected that ORR will succeed in recruiting some professionally
trained economists but these will receive little beyond orientation to compare
with the JOI's advanced preparation in intelligence. .

k. For further evidence of the desirability of exposing economists'
to JOT training, the records of JOT trained personnel rnow on duty in ORR were
examined. The evidence supplied for all eleven individuals involved showed

!
impressively favorable results. A number of these JOT's had haed full opersg.e
tions training and even some experience in DD/P assignments., It is conceivable
that some of their effectiveness in their ORR roles resulted from their fuller
appreciation of collection methodology and programs.

1. Also to be noted in passing is the conflict between JOT and ORR |
demands on the recruitment system. ORR makes heavy use of the Agency's pro- |
fessional recruiters each fall at the time they are needed and will be needed
increasingly to support the expanded JOT requirement. - There is even some
indication of competition between the two requirements for the same indivitdual.,

m. The recent Inspector General's Survey of the CIA Career Service
proposed for career management purposes to classify the economist as a
specialist outside the profession of intelligence. His calling 1s not
Peculiar to the Agency and he has the option of pursuing it elsewhere in
the government or in private life whenever he chooses to do s0e The reaction
of ORR economists and other'DD/I specialists to this proposition was emphatic
disagreement and the counterclaim that they be classified in the first place

as professional intelligence officers, secondly as economists.
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' ne Thus the issue for the DD/I is whether to develop the specia}listi
intelligence officer with or without training in intelligence? The paper
on "Training for Economic Intelligence Production" referred +to earlier pre=-
scribed only the basic orientation course (now three weeks in length) as
formal intreduction to intelligence. Nothing more. Apparently ORR expects
to rely almost exclusively 'on experience without the benefit of training
to broeden the outlook and acquaint the ORR career economist with the many
aspects of the total intelligence business thet add up to the profession of
intelligence.

o« There is an alternative to this approach and it 1igs in providing
some training in common for ‘all intelligence officers regardless of their 1
specializations. This objective underlies the JOT program and has done so
from its start although here again separatist tendencies in the component

‘ offices of the Agency have led to excessive JOTP concentration on DD/P
officer requirements,

P. An obvious additional means %o the Present end is a policy of
rotation of officers between compatible assignments in the research and
collection arms of the Agency. The DD/I offices have always been receptive
to such action, the DD/P generally opposed on grounds of security, staffing
difficulties and the lack of inducements that would bring DD/P careerists N

for tours of duty in the DD/I. No one has srgued that the DD/I officer must
rotate to the role of case officer and manage agents, On the other hand, the -
preparation of many~DD/I professionals for tours of duty as reports officers

in the DD/P is obviously excellent and well above the level of preparation

of many present=-day reports officers. ' There is little question but that the
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aresa competence of the DD/I professional would profit enormously from this
intensely practical intelligence experience. Out of the arrangement would
also come opportunity for on-the-spot interpretation of'DD/I requirements f
in the field. The DD/P reports officer serving in the DD/I could be expected
to benefilt in turn from increased awareness of the uses to which his reports
are put and of their present-day limitetions in the eyes of consumers,

de There is no intent here to advise reduction in the amount of
kinds of present~-dey ORR training for economists. Nor at this stage will ‘
agreement come ‘easily on the content of training in intelligence for’QRR'and 
-other‘DD/I specialists, The DD/I must work very closely with the Office of
Training in the future to insure that such training, particularly that pro-
vided DD/I JOT's, is of professional quality, realistic, and accomplishing
results equivalent to the successes achieved by the JOT program in the DD/P
to date.

r. The role of the economist in intelligence is likely to change
with any increase in emphasis on his training in intelligence. It may be
Preferable over time to staff ORR with s small corps of professional economists
at the Ph. D. level by lateral recruitment or contract and to support this
group with a much larger staff of professional officers well trained in
economics and in the doctrine and methodology of intelligence., The latter
would constitute a professional economist~Intelligence officer corps with
preparation and versatility that would enable them to serve effectively both
in collection and analytical roles. If the economist is not to have pro-
fessional traiﬁing in intelligence, and if the Agency cannot find a way to

recruit and hold him for career purposes, then the DD/I may be well advised
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to contract for his economic analysis with an outside organization in the

sense of the

s. Due to the youth of the organization perhaps more than for any
other reason there is yet to evolve a consensus on what constitutes the
professional intelligence officer both generalist and specilalist, In its
hﬁsence agreement is difficult to reach on how he is to be recruited and
trained. - Lack of agreement. produces the paradoxes that are now apparent in
the recruitment and training'proérams discussed above,

It is recommended that:

(1) The DD/I direct that the recruitment and initial training
of Jjunior analysts be accomplished through the JOTP; that increased
emphasis be placed by the Agency's recruitment facility on the
recrultment of JOT*s with academic backgrounds sulted to DD/I needs;
that ORR and other specialists recrultment be phased down as prg-
duction of JOT's increases and generally limited to senior analysts
at the Ph. D, level,

(2) The DD/I and the DD/P initiste a test pro for the
rotation of qualified DD/I professionals to the DD/P to serve as
reports officers with part of the tour to be spent overseas,.DD/P
reports officers in turn to rotate to the DD/I for training and |
experience in the evaluation and use of intelligence reporting.*

(3) Advanced external training for analysts be phased some=
what later in the career pattern, perhaps after the fifth year of
duty, to permit maximum play of JOTP and other intelligence prep-
aration during the apprenticeship period.

¥Note: A similar recommendation was made in the Inspector General's survey !
of the Far East Division, DD/?, dated June 1958. The lack of recognizable
progress in this important effort impels us to repeat the recommendation
here.
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IV. OTHER AGENCY TRAINING

A. Non=OTR Training

1. TFormal courses of instruction are conducted within several
of the Agency's major components to traln employees in their own special
fields. The OTR provides technical guidance and assistance in setting
up the courses, furnishes training materials, testing and other services,
monitors the instruction and maintains Training records.

2. Such training is conducted'in each of the major components
of the DD/S area. The extensive facilitiés of the Office of Communications
are discussed in a later section of this Survey. The Office of Personnel
runs & two-week Persomnel Officers course primarily intended for “those officers
serving in other components of the Agency both in headquarters and overseas.
There algo has been established & program of semiannual conferences for
senior Personnel officers.

3. Internal training in the Office of Logistics assumes greater
proportions. Many officers in the professional categories, such as
engineers, lawyers and specialists, bring their qualifications with them
when they enter Agency employment and generally must go outside the
Agency when additional training is required. The internal program has
been designed for the majority ofArank and file logistics careerists who
must learn how to handle the Agency's complex logistics requirements.

The principal training effort is the Logistics Support Course which runs i
for six weeks and is given at least twice annually. 1In this course the
trainee who is preparing for field assignment receives instruction in

procurement, supply, warehousing, real estate, transportation and other
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specialties. Other formal courses of lesser duration include a general
logistics orientation, a procurement seminar for higher level officers
and other subjects of concern to logistics officers.

k. . Training in logistical support for non-Logistics careerists
has been primarily tutorial in nature up to the present time but more
formai arrangements are evolving. The development of an indoctrination
.course on Logistics procedures for DD/P fleld personnel is being
encouraged by increasing requirements for such instruction. Efforts are
being made to introduce a sultable course in 1961.

5. The Comptroller's Office conducts formal courses in Principles
of Budget, Cost Principles, Budget Formulatlion and the speclalized tech-
niques of internal budgetary systems. Although primarily designed for
budget and finance careerists these courses are open to administrative
and operations officers as well and such &ttendance is encouraged.

6. The Office of Security also has a rather extensive formalI
training program which includes basic instruction for special agents,

training security officers to support clandestine operations, indoctrina-

25%1
tion in audio countermeasures technlques and |

251}{1

7. Within the DD/I area the Office of Operations with its
diversified activities accounts for the major part of intermnal training.
Contact Division conducts a combination of basic and refresher training

covering information gathering techniques both in general and in specific
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substantive flelds. Headquarters and reglonmal conferences are held at
regular intervals to keep field representatives in touch with current
activities. [__] runs formal courses .on propaganda analysis and report=
ing and FDD conducts foreign language reading courses designed for its
own careerists but open to others as well.

8. The Office of Central Reference has developed a formal
course of instruction in the CIA Library Indexing System for the training
of Agency documents analysts and reference llbrarians and personnel of
the military services who are concerned with the Intelligence Subject
Code. It also conducts fleld trips for lndustrial analysts to familiarize
them with .equipment, techniques and products of various US industries.

9. The Offlice of Research and Reports glves instruction 1n
economic statistics and reports writing and is in process of launching
a "baccalaureate" program which is discussed in detail in another section
of this report. Phote Intelligence Center runs a short course inm photo -
interpretation and 1s considering an external contratt for training in
photogrammetry for its staff officers. OSI is in process of evaluating
its internal training needs and probably wlll establish a formal training

25X1
‘program SOON.

10. In the Clandestine Service the two major training activities,
Technlcal School and.[:::::] have already bepn described. Other training,
is now limited to Records Integration Division courses in records keeping.
and mechanization.

25X1
11, The cost of non-0IR tralning cannot be determined. = Except

for Communications, Technical School and these training activities

- 103 -

SECRET

Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

are not budgeted and costs are not recorded. Instruction is provided by
regular staff officers, space 1s found wherever available, and adminis-
trative overhead 1s absorbed in the regular cost of doing business.

12. The need for this type of specialized training is unchal-
lenged. Objectives are clearly defined and standards.are-uniformly high.
It 1s directed at the people who need 1t and since it is under local con-
trol it is taken as required. It comes closest to having the chief
qpali£ies of the ideal training situation in which needs, requirements,
standards, methods of instruction, course content, level and duration,
and attendance are all given direction by a single authority.

13. While the evaluation of non-OTIR training is generally
favorable there is emerging a problem which requires_c&reful.gttention.
It 1s evident that there is a growing tendency to extend some of these
individual courses from the essentially specialized training of a well
defined limited group of employees into the larger ares of general train-
ing by inviting attendanée by non-careerists whose assignments are only !
remotely related to the specific subject belng taught. This trend if
unchecked will lead to an undesirable dispersion of traininguresponsibilit§
and authority and an uneconomical duplicationvéf training functions. The
Inspector General supports the concept of centralization of training
wherever the factors of economy, efficiency and effectiveness prevail.
When a limited purpose training program is enlarged to serve a general
need it should be tested agalnst certain criteria to determine whether the
responsibllity should remain with the component or be assumed by OTR.
Such criteris may be expressed as follows:

- 10k -
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. Is there a demonstrated need for tralning employees .other than
members of the sponsoring career service?
Are additional training facilities required beyond those
possessed by the component conducting the program?
Is the course content or doctrine derived from or substantislly
augmented by another career service?
Does the program requlre additional manpower either for
instruction or support?
14, Existing regulations are not explicit on this point. The -
DTR's responsibility to develop and direct tralning programs within OTR
is clear but for non-OTR training 1t is blurred by references to review,
approval and advice to Deputy Directors. In the opinion of the Inspector
General it should be the clear responsibility of the DTR to determine ™
under whose auspices such training programs should be conducted.

It 1s recommended that:

8. The DTR be specifically charged‘ with the responsibility of '

determining under whose auspices non-OTR tralning will be conducted
and,

b. Pertinent Agency regulations be amended accordingly.
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B.  External Tralning

1. Authority for "Training at Non-CIA Facllities under the

Government Employees Tpaining Act" is contained in Agency Regulation

revised 23 June 1960. .The regulation specifies that Operating

Officials shall orilginate requests for external training, that heads of
career services shall review and endorse all requests, and that the Office
of Training shall designate non-CIA facllities with the concurrence of
the Director of Security, approve or disapprove all requests, set
administrative requirements for participation in externsl courses and
budget and control funds necessary to meet the cost of such treining.

2. Under the above authorlty, CIA sent T59 of its personnel to
courses, conferences or demonstrations provided by 103 outside organiza-
tions during 1959. An additional 465 persons were enrolled in corre-
spondence courses or in local classes conducted by International Business
Machine and Radio Corporation of America in the field ¢f data processing
and communications. The cost of the year's program amounted to approxi-
mately $300,000, including travel and per diem as well as registration
fees,

3. Of the 759 persons attending external training programs, L99
participated in full-time courses, 260 in part-time courses. Approximately
cne~-half of the enrollments involved absences of one week or less from
regular dutiles. |

4, A breakdown of the non-CIA organizations providing training
shows that 34 per cent consisted of American universities, 3% per -cent

were governmental, of which half were civilian, half military, 24 per cent
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were private commercial or professional orgenizatilons, six per cent were
tutorial in nature, and the balance, two per cent, were foreign govern-
ments and universities.

5. The following is a resume of the principal external training
programs. External language training was provided to 96 Agency personnel
of whom 39 were enrolled full-time, 57 part-time, in language courses
averaging e semester in duration and often representing installments
fowards long-term langusge training objectives. The general problem of
langusge training is examined in detail elsewhere in this survey. For
‘the present,. it may be noted that the range of languages included here is
by no means limited to the so-called exotic varieties. The training in
world languages as & rule reflected special operating requirements, or
conflicts in scheduling between the OTR language curriculum and the
individual's assignment and travel plans.

6. A total of 100 individuals attended various weapons and |
missile orientation courses sponsored by the Armed Services. This require-
ment has been noted in the section of this survey which deals with the
training of professional officers in the DD/I. Both. economists and
scientists have a pervasive need to appreciate the implications of the
new weaponry, something which cannot be adequately accomplished by read-
ing nor obtained from unclassified sources.

7. A third example of external training sharply focussed on a
specific Agency need is correspondence course training in electronics for
personnel of the Office of Communications. There were 143 new enrollments
in 1959 and an overall total of 570 OC personnel participating in such

training at the end of June 1960.The program reflects both the rapidly changing
- 107 -
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. character of this complex field and the desire to enlarge the career
.opportunities of journeymen communicators (GS-7-9) who characteristically
bring high school educations and military training to the Jjob.

8 ihe external training for professional personnel in CIA is
extremely diverse in. character. In part it reflects refresher needs s dn
part individuel deficlencies, but over-all probably reflects an effort to
adapt a baslc preparation in a profession to the peculiar interests and
emphases of the Agency. As discussed in the section of the survey dealing
with‘DD/I'professional careers and training rgquirements, i1t seems entirely -
possible that external training for professionals in the form of sebbaticals
will expand considerably as the Agency ages and a substantial portion of
its personnel moves to mid-career status with senlorities of ten and twenty
years of experience.

‘ 9. The Agency's external training in skills is intensely practi-,
cal. It reflects such situations as the acquisition of complex equipment
and the necessity of training personnel to operate and maintain it. The
record shows that this training ranged through courses in diesel motors,
heliarc welding, photolithography, packaging and carloading, and fire
inspection. - The second principal cluster of skills courses concerned
business subjects such as patents, contracts, accounting, budgeting and
fiscal procedure, executive and management training, and cost reduction

in office personnel management.

10. Present-day policy on external mansgement training appears |
to be forward looking in character and to provide for a sampling of the

Principal external offerings in order to keep Agency personnel abreast of
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‘ this new and rapidly changing subject. Agency participants are required
to have completed OTR management training as .a qualification for enroll-
ment.

11. Participation in cénferences.and;Seminars may be both g
reward for and stimulus to improved performance in Agency assignments.
The relatively small numbers .of individuals attending any given program
simultaneously would appear to reflect sober management reservations
-about Junketing and the preferable alternative of seeing that the trainee
relays his information to his assoclates through staff meetings, trip
reports and other sultable devices.

12. It 1s unlikely that there can ever be complete agreement
about the line to be drawn between external training-cle&r}y addressed
to Agency needs and that which enhances the individusl's powers in &

‘ speclalty for which he was hired and in which he has a moral obligation
to maintain proficiency on his own initiative. A prime test in Justify-
ing both external and internal training policy is the rate of attrition
among individuals in whom the Agency has invested expensive training.

A substantial resignatlon rate 1s noted elsewhere in the discussions of‘
JOT training and the training of economists for ORR. .The school of
thought that places principal emphasis on on-the-job training is inclined
to be extremely sceptical about subsidized training in an employee's
chosen professional fileld. The feeling 1s that it tends to forgive the
individual his personral obligation and yilelds a low return in terms of
Job motivation and attrition. This group would place greater emphasis on

the individual's motivation and responsibility by delaying such investment
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until there was reasonablé demonstration of career intentions and in the
area of sabbatical training would ask the indiyidual to bear a substantial
portion of the cost himself.

13, Better evidence 1s required on which to base a Judgment of
the present balance and effectiveness of the external training program,
As .one step towards tighter administration of the progrem it is suggested
that the Office of Personnel assemble the training records .of resignees
for a perlod of twelve months and that appropriate representatives of OTR
-examine this evidence to determine whether there is a reasonable rate of
return from external tralning investments and whether modifications are
desireble in the guidelines to approving officlals concerning minimum
length of service in the Agency prior to external training, ceiling on
amount and frequency of external training to be invested in the glven
staff member, and length of service to which the individual should be
obligated following such training.

It 1s recommended that:

DTR review the training records of employees in professional
categories who resigned from the Agency during FY l960,,or longer
1f necessary, to determine if a more definitive policy governing
external tralning is required.
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‘ C. On-The=Job Training

1. In the total process of acquiring knowiedge necessary to perform /£\
assigned tacks effectively, on-the=job training plays a major role. It goes
on constantly in every place and at every level and it takes many forms.
Advice, guidance and directlion given and received by superior and subordinate :
alike, experience derived fiom daily work activity, the interchange of opinion, ?
thoughts, ideas and observations, all contribute to the process of learning /
while working. In fact it may be seid that the formalized training courses
such as those éonducted by OTR merely supplement on=the=job training, éj

2. In this respect the burden of training falls upon the supef%isors
in 811 echelons of the éommand structure. It is not only the mechanics or
the techniques of the Jjob that the employee must master, but Lis growth and
development thet also is involved. While this responsibiiity is generally

. acknowledged by most supervisors it is not observed uniformly or consistently
and presents one of the major management problems of the Agency,

3. One of the benefits derived from the adoption in 1956 of the
five per cent training requirement was the stimulus given the on=thebjob‘
program. Wherever such training was organized into a reeognizable course with
proper objectives, specified periods of time and quallfied direction, it was
accepted as the equivalent of formal OTR courses and credited against the
requirement accordingly. As s result more time and sitention was given this | ;)
activity by responsible officers and a general improvement in wn=the=job { '
training was achieved. -The OTR was able to better perform its assigned func=

tlons of review and approval.
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4. Although the five per cent requirement has been rescinded all y

S

cther elements of responsibility for on-the-job training remain. The Deputy

. Directors and Operating officials are charged by with ensuring that

their employees are properly trained, including organized on-the-job training.
The DIR still is responsible for developing effective programs and the general

supervision of the training effort. With respect to on-the-job training the !

responsibility of the DIR is almost impossible to perform satisfactorily. 5
5. On-the-job training is not fully organized throughout the Agency
and 1t 1s impractical to attempt to impose a formalized program much beyond |
what has already been done. ' A number of components have well designed courses
of instruction but these are generally limited to orientation or simple skills
related to internal procedures. Here the DTR can provide the usual support
and is able to evaluate the results. The bulk of on-the-job training does
not lend itself to organization and it would be patently unfair to hold DTR
responsible for any measure of supervision. Furthermore, it is, in our view,
improper to divide the responsibility between the. appropriate commanders and
the head of a supporting service.
6. Deputy Directors are quite properly charged with ensuring that
employees are adequately trained and it is equally proper for them to look
. to their senior subordinates to perform this task. For effective performance,
however, the responsibility must not be reassigned below this level. All Agency
components, including the area divisions of the Clandestine Service, have
designated someone as a training officer. In smaller components he may have |
other duties to perform; in others he may have assistance. His functions vary

from place to place but in the majority he performs duties of a roubine nature.
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‘ ‘His stature also varies but in general it is far too low to enable him to !

effectively handle the training respons:l_,bilit’ies of the component head.

T. . The solution to this problefﬁ‘lies first in the acceptance of i
training as a function of command; second, the establishment of the training .
.responsibility at the highest .level of component commsnd. st a minimum; third,;
the eliminatlon of the split responsibility that now rests obscurely. on. the
-DTR. This cen be accomplished within present Agency personnel ceilings al-
though some increase in grade level mey be required.

It 1s recommended that:

a&. The DCI authorize the establishment of senior grade positions
for selected Training Officers at the Assistant Director or DD/P
Division Chief level with Job qualificetions designed to ensure the
effective performance of proper training fumctions.

~

25X1
b. The DIR initiate an amendment to which more clearly '
describes his responsibility to render only advice, guidance and support -
‘ .to the on-the-Jjob training effort. -
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D. Communications Training

1. Introduction

a. The Office of Commmications (0C) is responsible ¥or the develop
ment of staff competence in the fields of radic operation, cryptogiaphy, and
maintenance of communications equipment. To meet these responsibilities it
must train a replacement flow of communiecators, retrain and refresh its entire
corps periodically in changing techniques and equipment, and ensure that its
engineers and senlor managers achieve a level of competence that fully supports
the communications requirements of the Agency. -

b. Research and development throughout the field of communications
is in an extremely dynamic state in the present period, asccordingly there is a
continuing cyecle of improvement in equipment, training of personnel in its
operation and maintenance, followed by its phasing intoc operations. Obso-
lescence status does not necessarily follow for older equipment, ﬂbwever, since
the range of CIA requirements runs the spectrum from nearly automatic, hi%%x1
volume central message systems to a one-man manual coperations. The ultimate

imperative of the system is to have an individual ready and in place to provide

a communications link with a | wvhen normal facil-

ities are interrupted by political crisis.

c. These far-ranging responsibilities have caused OC to evolve
a highly disciplined skills school and an external training program ranging
from correspondence courses open to all ranks of communicators, to training‘
in residence[:::::]fbr senior personnel whose further training will benefit

25X1
the Office.
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. 2. Training Requirements 25X9

a. A corps of approximately[::jlnen is required to man the radio,
cryptography and equipment maintenance assignments of OC at headquarters and
overseas. About[:::]Of this number are cryptographers (CTC) fairly evenl;;5X9

divided between headquarters and overseas. Another[::]-odd men are radio

operators (CTR) and here the staffing is predominantly overseas so that about

25X1 [ | of the personnel are on foreign duty at all times. The balance

of the corps falls in the GS-~9 ~11 grade range and is occupied with super=-
visory, technicel maintenance and instructor duties. Responsibility for the
training of these and of all other personnel in OC is assigned to the Tele-
communications Training and Techniques Staff (OCJT).

b. The character and volume of training administered by OC-T in

. 1959 is summarized in the following table: 25X9

OC personnel trained in OTR courses
OC personnel trained by non-0TR components
Total non-Communications training
OC personnel in external and parh~time training
OC personnel in correspondence training(6/1/60)
Total
Communications trainings

Cryptographic non-0C personnel
OC personnel
Total

Operations 0C personnel

Technicgl non~-0C personnel
OC personnel
Total

Covert non-0C personnel
OC Orientation non-0C personnel

OC personnel
Total

. Grand Total
- 115 =
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. 3. Training Structure

a. Headquarters training in communidations is an exclusive responsi-

bility of the Office of Communications and is provided at its own facility known

as the training facility

was inaugureted in 1951. Considerations of 0SS precedence, security, highly
specialized instructor quelifications end unique equipment dictated the decision

25X1 that communications training remain with OC rather than fall to the Office of

the control of the OC Engingering Staff. In the event of an emergency OC

o
training would probably require location elsevhere. Cé;é&(\ }~<;’ (;}1~A411

- 25X1
i b. The training corps at [::]con31sts of instructors and?éll\l
[ Q support personnel. These compose four training faculties manned as follows 2 59
. 25X9 .Cryptographic instruction instructors recruited from Signal
: Center
3 Technical instruction instructors recruited from Engineer-
’ , ing Staff
: Operations instruction instructors recruited from Operations
, Division via 0OC-T
Special training instructors recruited from Special
Projects Staff
c. The typical CTR (radic operator) recruit is a high school
graduate who has completed military service including training and experience
i 25X1
; in communications. He enters OC as 2 GS-6 and is sent immedistely to 1]
25X1 , . L
| | course in radio operations and cryptography. The basic training
25X 1 includes i L Comprehensive Radio Operator Course intermeshed with
| |cryptographic training end terminating with a.[:::::::::].live
25X1

problem exercise as a final test of proficiency. At the end of this period,
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the graduate 1s promoted to GS=T7 and returned to headquarters preparstory to

assignment overseas.

d. The CTC (cryptographer) receives]| | formal:training

[:::::] He is given no training in radio or equipment maintenance. At the end
of this period he is assigned to the Signal Center at headquarters in the status
of apprentice where he will receive on-the=job training and experience for
about one year before assignment overseas. The CTC 1is the less skilled eassign~
ment and his pay sciéle Iags sbout one grade behind that of the CTR in the

. ‘ 25X1

GS=7 =10 pay range.

e. The OC pattern of assignment provides for initiasl field

and headquarters. The radioc operator will spend most of his time in the field
with fairly brief headquarters visits sandwiched in for training. Eight months
prior to the end of each overseas tour the CTR is given an assessment test to
evaluate his proficiency and identify weaknesses for which reffesher training
will be prescribed. A passing grade in the assessment test is now a mandatory
requirement for promotion to the journeyman level - GS-8. An average of three
and one-half weeks of refresher training is being given at [:::Ft the present
time to returnees. This amount has fallen steadily since inauguration of the
testing system in 1957 and speaks for the discipline and high efficiency of

the program.

25X1
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4,  Evaluation
8+ The Office of Communications has not lacked nor failed to
respond to pressure from its customers to increase the capacity and efficiency

of its service. Its work in the research and development of new equipment is

in fact largely responsible for the new program known as in which the

DD/I and DD/P are collaborating to bring information reports transmission
out of the 19th century and on to & basis that will surpass present-day
cables in speed, accuracy and security. '

b. The growth of automation is having an increasingly significant
impact on the personnel and training policies of 0C. Pilot training is plenned
this year for the blending of the cryptogrepher and the radio operator into a
new type of communicator to be assigned to the operation of the latest, nearly
automatic equipment. He will not supersede these specialists for many kinds of
Jobs but he will be adapted at less cost in training to an increasingly
‘important area of communications operations.

c. The accomplishments in the field of refresher training are
highly creditabl;;to OC as reflected in the decreasing length of training
required by experienced persomnel. It also speaks well of the quality of field
supervision where the principal opportunities lie to encourage self-improvement
by review and enrollment in correspondence courses,

d. The present-day cryptographer and radio operator persommnel are
very much cut-off from the rest of the Agency. The OTR courses in intelligence
orientation and operations familiarization are required only of those employees

making the Jump to GS-1l., The intelligence orientation requirement was eliminated
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in the early fifties for OC communicator recruits. In the present very tight
pramotion situation most communicators face long periodsoof service at present
grades. An opportunity exists to stiffen the motivation of men in such circum=

stances through continuing awareness of the Agency's structure and objectives

and, in particular, by keeping them well informed of new developments in the

technology of communications,

e. Little evidence was devéloped concerning possible deficiencies
in the content of technicel training, There is some protest among the rank
and file about the emphasis on theoretical aspects of electronics in their
training of radio operators but no evidence that it does not yield & valid
return particularly from the more capasble students. OC has been conscious
of the problem of instructor efficiency and has obtained assistance fram the
educational methods specialist in OTR in improving its performance. Through
good administration of a homogeneous staff the OC school has been relatively
free of the problem of unpredietable enrollments and course cancellations
which have plagued OIR at headquarters. OC would appear to boast the best
record in the Agency in setting standards of proficiency, then seeing that
gvery employee receives the training necessary to meet and maintain these
standards. Our only recommendation is that the communications school remain

unchanged from its present form, status and successful method of operationa
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E. Technical School

1l. Introduction

a. Training Clandestine Service personnel in technical tradecraft
skills is a majJor responsibility of Technical Services Division (TSD), DD/P.
The Technical .School, staffed and administered by TSD, has been established
for this purpose.

b. Within the organizetional structure of TSD, the Chief. of Train-
ing is a member of the Plans and Training Group, the senior staff element of”
.the Division. The Chief of Training serves as an advisor to Chief, TSD, in
training matters, as the focal point of contact with DIR}, and as administrator

of the Technical School. //‘7/ .

2. The Technical School (A/)

(1) Technical School is orgenized. es an integrated. component

a. -Organization

to provide technical training in the Headquerters area. It is physically
. located in R&S Bullding where its facilities consist of four rooms equipped
with technical gear, a general classroom, small conference room,. training aids
room, vault and office space for the Chief and Administrative Assistants. ...«
Spaﬁe is generally. adequate for the present size of classes and methods of
instruction but there is no room for significant expansion without dispossess-
ing other tenants of the building. The training equipment inventory is valued
at approximately $100,000.

(2) The faculty consists of a Chief Instructor, five senior
and seven assistant instructors. In additlion there are two other employees
serving as Registrar and secretary.
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(3) Eight regularly scheduled courses and one semiannual

seminar -are conducted by Technical School.  These cover the range of TDS's

technical operationgl support functions as follows: 25X1

25X1

(4) The first three of these plus the

are regarded by Technical .School as basic to the needs of all case officers.

The balence are intended to serve selected officers required to acquire more

They. are scheduled frequently enough so that there is no significant problem
in dealing with tutorial requirements. 25X 1
b. Instruetors

(1) Most of the instructors are drawn from the Technical
Aids (operational support) area of fSD,and with only one exception they
have had overseas experience. Each has & primary skill and already has
or is in process of developing secondary skills at a level that will enable
him to instruct in any course. This provides an unusual degree of flexi-

-bility in the movement of instructors wherever they are needed and in the

rescheduling of courses on shorﬁlgftice.
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.(2) -All instructors are requifed to takelthe Operations
Familiarization Course &t [ land the Instructional Techniques Course
at OTR headquartérs in preparation for their assignments. .This in addition
to their basié skills qualifications and overseas operational experience
provides the Technical School with & high level of instructor compeggﬁge.

¢. .Activities

,(l) .The total attendance for -all Technical School training

during CY 1959 was |

(2) In addition to the scheduled and tutorial training
functions regularly performed Chief, TSD Training, and the instructors of
‘the Technical School are frequently called upon for briefings in various
aspects of technical tradecraft. While no accurate record is maintained
of the manhours devoted to this activity it does assume significant pro-
portions. .Instructors also participate in training courses conducted by
OTIR and gilve lectures, briefings and demonstrations in certain military
training programs.

25X1
d. Relationship with OTR

" (1) The Chief of Training, TSD, keeps in close touch

with OIR and properly coordinates his activities with the DIB} as required
i

by Technical School .courses are reviewed. by the OTR Educational
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Specialist and all instructors are required to take the OTR Instructional
Techniques course. In this way DTRR gives technical supervision to the TSD
training effort according to his assigned responsibility.
(2) In the treining and briefing of contract agents and
- representatives of foreign intelligence services Chief of Training coor-
-dinates with Chief, Covert Training, OTR, or with the operating division
.as appropriate. Technical School instructors are provided to perform their
services either in Covert Training installations or in safe sites controlled
by TSD.
3. Evaluation
a. Opinions gathered from Clendestine Service supervisory and
~operating personnel concerning the effectiveness of Technical School training
were genersally. very favorable. Course content, quality of instruction, school
- facilities and management were acknowledged to be uniformly superior. The
flexibility displeyed by Technlcal School in meeting unusuel demands and the
cooperative spirit with which unscheduled requirements were accepted received
special commendation.

b. There was divided opinion on the degree to which case officers
should be trained in technical skills. Such opinion was influenced by prox-
imity to TSD overseas bases. where the services of specialists can be obtained
on short notice. Branch chiefs, for example, whose stations are located in
the more remote areas, preferred to have their case officers trained in greater
depth and to be more self-sufficient in-technical tradecraft. In those areas
where TSD technicians are readily available, indoctrination in TSD .capabilities

is held to.be more appropriate to the needs of the station. Technical School
- 123 -
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has met this problem in a most practical way be designing its eourses to
develop an acceptable level of skill in the shortest time possible. It is
basic training intended to enable the case officer to perform effectively
with a minimum of support but not intended to make him an expert in any. of
the technical fields. | <

c. The ultimete test of training is the proficiency demonstrated’
by the trainee in actual operating situations. Technical School has been
lergely unsuccessful in obtalning critical comments or appraisals of the
effectiveness of its training either from the field or headquarters. Field
reporting does not include comment on such subJjects as the technical competence
or lack thereof of case officers -- and headquarters apparently has not been
concerned with such evaluations. In any event the Chief of Training has had

to be content with a negative response that in the absence of criticism the
. efforts of Technical School are found to be satisfaetory.

d. A eomparison of the present state of.tecﬁnical training
provided by TSD with conditions found in the 1956 IG survey of TSS shows
that substantial improvement has taken place. Training as a major responsi-
bility has been accorded proper status in the organizational structure and
is receiving effective support ffom Chief, TSD, and his senior staff officers.
The whole effort has been upgraded, facilities improved, and a sound program
developed. Meaningful training standards for TSD personnel are being applied
and phased requirements for minimum training in several fields have been
established.  In all TSD training is being handled with notable competence

and effectiveness.

‘ - 12k -
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‘ 4, Major Problems

~a. Probably the principal problem with which Chief of Training,
1~

TSD, must contend is the inadequacy of guidance and direction from the DD/P.:

As was fourid in Operations School and elsewhere, the initiative for 'the

T —
development of training standards aqqmggctrine has been passed to the trainers

e

y default. The Chief of Training has found it necesgsary to,establish-traini\‘

ing standards for case officers based upon his own personal experiences and k
the experiences of others in TSD. He outlined the courses and determined
the content. and level aspplying such limited criteria as the length of time
-he could hope to have students made availeble for training and their ability
. to absorb technical subjJects based on past performences. The course outlines .
were then presented to the DD/P Training Officer for reviev and approval.which g
was . customarily granted without question. The DD/P has not stipulated the
basic training required for all operating persomnel nor has he esteblished
minimum standarde of proficiency in technical skills to be acquired and main-
- tained by case officers.

b. A related problem and one which has a direct bearing on opera-
ticnal support provided by TSD concerns the depth. of case officer training in
certain technical subjects. TSD maintains a staff of technicians in hesd-
quarters and in-its overseas bases to furnish direct technical operational
support to Clandestine Service field installations. A good deal of TDY travel
is involved and TSD is plagued with the usual difficulties inherent in this
type of service in trying to meet the demands of the operators. It appears -
logical to assume that requirements for support service could be reduced by

increasing the capability of the case officer to do more for himself.
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. . It is recommended that:

The DD/P study the extent to which it.is feasible to develop a
greater capsbility in technical tradecraft in operations officers,
establish minimum standards of technical treining. as basic to the
required preparetion of all operations officers and issue policy
accordingly for the guldance of the Technical School, TSD.

f. In eny consideration of the total problem of treining
employees for clandestine operations the question inevitably -arises of the '
divided Jurisdiction between TSD and OTR. Technical skills are as much &
part of operationdl tradecraft as are recruiting, elicitation or the handling
of agents and 1t is logical to assume that all such training should be under\
centralized control. .Technical trsining has been the responsibility of TSD
since its Inception and although beset by inadequacies in its earlier stages
it has now developed into & well organized, effective program. No major |
problems attributsble to the separation of functions.have been found. . The
transfer of Technical: School .to OTR would not improve the quality of in-
-struction and the slight edventage of economy of administration would be.
offset by management difficulties in obtaining the services of qualified
technicians, a problem that has plegued TSD even when the source of such
‘talent is under its direct conmtrol. At some time in the future it may be

desirable to consolidate all operational training under a single program

in OIR but for the present we recommend no change.
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V. THE FUTURE OF TRAINING IN THE AGENCY

A. Criltique of Present Program

1. Summarizing the data presented in the preceding sections ofA
thls report we find 1n many respects a very encouraging plcture of accom-
plishment and, even more .encouraging, a determined effort in many places
toward greater achievements in the effective preparation of Agency
employees for intelligence work. Notable progress has been made over
the past few years particularly in the vital area of operational train-‘
ing for which no comparable effort exists outside the Agency. The
magnitude of training activities is substantial though certainly not
excessive. The results are generally acknowledged to justify the money
and manpower Invested by the Agency in this essential program.

2. From a more critical polint of view certain significant
weaknesses emerge which tend to blur the picture and retard the develop-
ment of a more effective program. Perhaps the most significant of these
is the lack of acceptance on .the part of many command officers of their’
responsibility for the tralnlng of thelr subordinates. Treaining 1s a
function of command the responsibllity for which cannot be transferred
1o supporting or service elements.{ The OTR and other training units
can ‘provide centralized facilities, expert services and good administra-
tion but only the command echelons can set standards and levels of skill '
and competence and require theilr subordinates to meet them. In the
Clandestine Service, most particularly, this has not been done. Uniform
standards for operations officers (both headquarters and field) have not

been established nor has officially approved doctrine been prescribed for
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use 1n tralning courses. Training stiil is permissive and ié subject
frequently to the whims of individuals and lower echelon supervisors.
Only those officers entering the Clandestine Service through the JOTP,
are sure to have fulfilled the operational training required and that
1s accomplished before they come under the administrative control of
the DD/P.

3. Another significant weakness 1s the inadequaecy of com-
munication between using components and trailning units. Both OTR and
Technical School, TSD, for example, have made repeated efforts to
obtaln evaluations of course content, quality and levels of instruction
and appralsals of effectiveness but with little success. C:itical com- -
ﬁents solicited by the inspection team were freely glven but upon
further exploration it was found that such criticisms were seldom
Passed on to the training elements., Reporting from the field on the -
degree of competence displayed by officers of all categories is prac-
tically non-existent.

4, A third major weakness 1s the fallure to closely relate
training to career planning and management. The absence of long range
career planning was observed in the IG's study of the Agency's Career
Service Program and the knowledge gained in the course of this study
serves to underscore the need for such planning. Without it a sound
trailning program cannot be developed. Trailning is costly and the

Agency can afford the investment only if it can be assured of an

Ez'\

adequate return.

- 136 -

SECRET

0 - CIA-RDP93-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

5. Finally, although there i1s a multitude of individual courses |
.on most subjects required by the intelligence profession, they have not
been molded into an integrated cohesive program that willl ensure the
. proper preparation of Agency officers as they progress throughout thelr
careers. The JOT program is & start in this direction but must be carried
to its loglcal conclusion if it 1s to become the means of supplying the
able competent officers the Agency so badly needs. The recommendations
made in the preceding sections of this report.especially those pertain-
ing to the JOT program will go far to strengthen the Agency's training

effort.
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‘ .B. TFundamental Principles of Training

1. As we have already noted there i1s no question about the
Director's authority to expend federal funds for the training of Agency
employees in the fleld of intelligence and we also have found that in
the absence of any alternative it 1s necessary for such treining to be
conducted internally. Before proceeding to outline a training program
projecting into the future certaln fundamental principles of training
should be examined.

2, Men learn by experience to which formel training is only
an adjunct. Theoretically 1t would be possible to take a young man of
average aptitudes and accomplishments and throughcs complex series of
eﬁposures to work experilences ultimately produce a seasoned, trained
intelligence officer. By means of a well organized training program’

. it can be done far better and in much shorter time. It requires,
however, a coordinated effort on the part of command echelons to
develop an integrated program and an adequately staffed and equipped
vehicle for its implementation.

3. Training for the intelligence profession is analogous in |
some respects to that of other professions in its requirement for
initial broad general preparation to be followed by advanced training
in specialized fields. The young man who enters West Point, for example,
spends four years acquiring the rudiments of Army military science to
be graduated as a most Jjunior officer into a specific branch of the
service. Similarly physician and lawyer devote a major portion of their ]

!

time to the broader aspects of thelr professions before speclalization,

® |
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And so it should be in the intelligence profession. . The Agency's
training program should adopt the principle of a comprehensive general
education in all facets of intelligence work for all its professional
employees before speclfic permanent assignments are made,

4. Learning is a contlnuous process whether it be in the
form of knowledge geined through work experienge or through formal
trailning courses. Since.learning is a matter of progression and growth
it followslloglcaelly that the tralning program should be designed to
accommodate this principle. Trailning should be phased to meet the
needs of career development with an orderly progression through the
various stages of the individual's service in the Agency.

5. Training also must have clearly defined objectives .and
such objectlives should be formed in terms of the work for which the
individuel is being prepared, Standards of training should be related
t0 the standards of performance the individual is expected to meet.

No men should be assigned & job he is not prepared to perform and the
.satisfactory attainment of a trailning objective should be a requlred

qualification for assigmment.
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C. The Apprenticeship

1. General Preparatory Training

a., At thils stage in the Agency's development there are two °
influencing factors which bear upon the future of training. The present
professional staff has to a large degree taken existing training courses
applicable to 1ts functions or at least has acquired experience equiva-
lent to such courses, and the JOT Program 1s evolving into the principal
source of new employees in the professional ranks. .As the proportion of
JOT's rises and the training needs of the prepent staff are satisfied
through existing courses the requireménts for basic training for non-
JOT's will vanish. Hence the opportunity is pfesenf to modify our present
approach and establish a comprehensive Integrated program which willl serve
for the years to come.

b, In designing such a program a distinction must be drawn
‘between staff employees and all others. The staff employee category
includes the great bulk of professional officers in headquarters and
those overseas who man the Agency's regular installations. Included in
the "all other" categories would be deep cover staff agents, contract and
career agents and any other employees whose training would have to be con-
ducted by covert or clandestine means. The program we are concerned with
is devoted to the staff employee category.

c. Adhering to the fundamental principles of training the
first stepbwould appear to be the organizing of a comprehensive, general
Preparatory training course in intelligence work for all new professional

employees. This course should cover all aspectes of the intelligence
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‘ Process including collection, production and support. .Although specific
skills training should not be injected at this early stage, the course
should be more than a mere orientation. It should be a thorough indoc-
trination in the intelligence profession and would resemble the current
10-weeks phase of the JOTP. .More time should be devoted to support
activities than the two days now allotted in the JOT course and perhaps
the overseas effectlveness course could be deferred to a later stage but
the remaining subject matter should be retained. In addition general | )
skllls applicable to most of the Agency's functions should be in@iuded
such as observation, elicitation, deduction, interpretation and report-
ing. These would contribute to evaluation as well as training.

d. Completion of the initial phase of general preparatory
training will not qualify the trainee to immediately engege in productive
work. Ideélly for a well rounded education in intelligence a succession
of work experlences in the three Deputy Directorates should'%gke place at
this point. .Unfortunately the number of trainees involved would make this
extremely difficult to administer and would impose an intolerable burden
on the management of operating and support components called upon to
Provide such on-the-job training, It is possible however to devise a
Program of simulated work experience which would incorporate the pertinent N
functions of the intelligence process within a reasomable Period of time.

e. This fundamental course should lay the foundation for
advanced and specialized training but it should be sufficiently self-
contalned to stand by itself as a qﬁalifying factor for a career in CIA.

Completion of this phase should permit a coarse screening, a "wash out"
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stage, which will identify and eliminate the obviously unfit., When this
stage has been reached a tentative determination may be made of the
vocation the individual should pursue throughout the major portion of
hls career. The duration of this elementary phase is dlfficult to fix
without making a detalled analysls of subject matter and course content
which 1s beyond the purview of this study but the present JOT experience
would indicate that a maximum of six months would provide an adequate
‘period of time for a well rounded course.

£+ At this polnt the Junior officer has received a thorough,
indoctrination in intelligence work and has .been exposed to the workings
of the various subdivislons of the Agency. He should now be ready toé
acquire the skills he will use for the major portion of hils career. Thosé
to be asslgned to the élandestine Service willl go on to learn the trade-
craft of egiionage; others to learn intelllgence research and analysis
and the productioﬁ of finished intelligence; and{Biillubthers to take up
the various functions .of support. The duration of advanced training will
vary according to the requirements and standards of the work to be per-
formed but not until the entire training perlod has .been satisfactorily
completed should the trainee be released for permanent assigmment. Less
than satisfactory performance in basic treailning should be cause for
termination automatically.

"2+, Skills Training

a. For the support services of the DD/S,area skills training
Ppresents no unique problems. As we have noted earlier the major support

components already have good training programs conducted internally and
- 1k2 -
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augmented by the generous application of external training facilitiles.
Furthermore many trainees destined for support work will bring with them
certaiﬁ.basic.skills.already acquired before entering on duty with the
Agency.

b. There is one area in which ﬁore can be done. The selec-
tion and training of general support officers, for which there is a growing
demand, should be started at an earlier stage. This 1s more a matter of
development than formalized training although there is ample room for a
combination of both. The general support officer must have an intimate
knowledge of all support services and also a comprehensive understanding
of the intelligence activities he is to support, He must be a broad guage
individual with & capacity for absorbing the intricacles of the many faceted
support func£ions and the ability to administer them effectively. He is
e most important cog ln the Agency's hachinery who sometimes 1ls not
accorded the recognition he deserves. It takes a good‘deal of time to
produce an able geﬁeral support officer and there is a need for an
organized program to develop the standards and requirements and provide
the means to reach the objectives.

¢. In the DD/I ares advanced training problems also are
relatively simple to resolve. The fundamental skills required are in
research, collation, analysis and interpretation, and the preparation of
finished intelligence reports. Certain courses already provided by OTR
serve these purposes although some reservations as to quality and level of
instruction were found among consumers. It was also noted however that

the OTR tralning effort did not receive a full measure of support from
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the DD/I area particularly in establish;qg’standards related to Jjob gquE

requirements, the development of doctrine\and in providing the services
of qualified instructors. Needless to say full cooperation on both
sides is necessary if effective results are to be obtained.

d. The diversification of functions in the DD/I area
will produce requirements for advanced training beyond those specified
above. The information gathering functions of the Office of Operationms,
for example, would require additional training in the basic skills
involved as would the information storage and retrieval functions of OCR.

e. The complexity of Clandestine Service activities creates
additional problems in the pace and scope of adwanced training and the
trainee must be prepared to undertake a lengthy apprenticeship. Since
espionage is fundamental to all clandestine operations it follows logically
that all operations officers should have a thorough grounding in opera-
tional tradecraft, technical skills, and the manegement of operations.
Advanced training for the ‘Clandestine Service officer should include all
these things and perhgps lay the foundation for further future development
but should not extend beyond this polnt at this stage.

f. Overseas operational experience is an . essential element
of the education of an operations officer and it should be acquired at the
earliest possible time. There is much disagreement on the proper timing
of the 1nitial tour of field duty for the Jjunlor officer but the consensus
favors an early start. There seems to be little to gain from a lengthy
headquarters assignment particularly when training already has coveredfﬁg; |

much of the activity and we would advocate that the field tour begin not
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ample time for preparation for travel and an indoctrination in the
activities of the fileld statlon of assignment. k:/

g. During this initial tour the junior officer must be |
maintalned in & tralning status. He is still an apprentice and his pur-
pose 1in being overseas is to learn at first hand about clandestine opera-
tions. The station of assigmnment should be large enough to accommodate &
few tralnees without seriously upsetting the staffing patterns and should i
be provided with a general outline of the nature of on-the-job training
the Junior officer should recelve. .The mentor system is suggested.

h. Upon return from the overseas assignment the Junior
officer should be ready for specilalized training in depth in a selected
functional field or in a geographic area. The trainee has»acquired 8
firm foundation of training and experience; he has been.exposed (perhaps
for the first time) to a forelgn environment and culture; he has had time
to mature, and to be able to decide for himself what the future holds for
him; and, since he has been under constant observation during this entire
period, the Agency is able to judge his potential and capabilities and
can exercise sound\judgment as to his further development. Not until he
reaches this point in his education should the junior officer undertake
to engage in one of the several speclalties which comprise the major
operational functions of the Clandestine Service. If he is to continue
as an FI officer he should have intensive language and area tralning. If

covert action 1s to be his special field his training will inglude

psychological warfare, or paramilitary operations. 2oxl
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Similarly speclalized training should be prescribed for officers destinéd
for labor operations, counterintelligence, scientific and technical and
other major operational fields. The duration of specialized trdaining i
cannot be fixed; it will vary from a few months for a functional specialty
to two years or more for difficult language training. It should be inten-
sive and complete.and have as its obJective the best possible preparation
of a, professional intelligence officers

i, Summarized briefly the pattern that emerges for the train-
ing of Clandestine Service officers is this: (a) &a general preparatory
phase of indoctrination in all aspects of intelligence work, (b) an
advanced phase for the acquisition of fundamental skills, (c) a period - e

of on-the-Jjob training in hesdquarters and overseas, and, (d) the

speclalized training phase of intensive study in depth. .The general

pattern will be the same for DD/I and DD/S officers except for the period
of oversess experience. The time element will be for CS .officers at least
2l to 48 months, allowing a tour overseas, plus the variable period of

specilalty training; for DD/I and DD/S, not in excess of six months.
’ijkdr&i yoo e b Ao
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D. Mid=career Training §?7f§i{ fiﬁ%i‘ -

1., The need for scme form of triining‘at the middle career level is
acknowledged by trainers and consumers alike but there is little agreement on
the nature, extent or even timing of such a course. Mldw-career training
generally throughout govermment and industry is accepted as & part of ‘an
overall program of the proper preparation of people to perform effectively in
their assigned functions. The Forelgn Service Institute, for example, offers

a course for Foreign Service Officers at the FSO 3, L4, and 5 levels which is

designed to "encourage the development of a bread and integrated professional

philosophy that will enable the officer to function with é more acute aware-
ness and a deeper understanding of the essential character and role of his
proféssion." (It should be noted that the 12 week course includes two weeks
devoted to executive management.) While this purpose may not be completely
appropriate to the Agency, it does contain some of the essential character-
istics applicable to any progrem of training at mid-career.

2. Before advancing suggestions for the purpose and nature of such
training a definition of mid=-career should be agreed upon. -The middle point
of a man's career will, of course, vary with the individuel and will be
influenced by circumstances both favorable and unfavoreble. An age and grade
projection of what may be considered an average eareer would iteke this form:

GS Grade 9 1 12 13 i 15

Age 25 30 35 L0 L5 50
In actual practice intervals between promotions In the lower grades may be
shorter and longer in the upper grades. While this projection admittedly is

rather arbitrary, it seems reasonable to assume that the young man of 25
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entering the service should aspire to grade GS-15 by the time he reaches 50 years
of age. If he does not his chances -of attaining that grade thereafter diminish
rapidly. We realize that 25 years of service 1s not regarded by meny as a full
lifetime career and that GS=15 is not the full limit of grade levels available.
The projection may be extended through GS=18 and age 65 without materially
altering the relationship of age and grade. The number of supergrade positions
always will be limited and since we are seeking something having application

to the majority of officers we believe it more practical to use the projection
shown above.

3+ The middie point in grade falls between GS=12 and 13, in age between
35 and 40, and in length of service between 10 and 15 years. - This point appears
to be most appropriate for a number of reasons. At the GS~13 level an officer
usually is expected to assume major supervisory responsibilities for which he
should e thoroughly prepared. One of the deficienciles noted in the current
training effort is the inadequacy of proper preparation of employees assigned
menagerial responsibilities. Grade GS-13 also is in meny areas of the Agengy
a crucial point; it is & "bresk~through" level which distinguishes between
Journeymen and senior officers. It is in effect the gatéway to more senior
positions and one of the more difficult to penetrate.

4. The age bracket of 35 tc 40 also is very significant. It is the stage
at which the individual becomes more mature, he is more aware of the full extent
of his responsibilities both at work and at home and his concern with his future
is greatly sharpened. It is no coincidence that the average age of professional
officers in grade GS=-12 and over who leave the Agency for some other occupation

is 39.4. It is frequently a turning point in a man's life.
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5. In terms of years of service this middle point is most appropriate
also. The officer has ser;;d his epprenticeship and at least seven to twelve
productive years in his specialty. He probably knows all there is to know
about his Job but has had little opportunity to participate in or learn ebout
other activities. The danger of atrophy is greatest at this point.

6. A mid-career training program designed with these factors in mind
should have as its purpose: (a) to prepare officers to assume broader
responsibilities particularly in the field of commend} (b) to refresh and
rekindle theilr motivetion in the Interest of the government and the intelliw
gence service, and (c) to broaden their outlook of the Agency's mission through
8 better understanding of the interrelationships of 1lts meny parts.

T. We anticipate some initial difficulties in the development and
scheduling of a mid-career program but as employees? promotion and growth
rate stabllizes there should be a falrly uniform progression of officers
through this mid~career stage which will provide stendard, almost routine
attendance for a regularly scheduled course. The seminar form of approxi«
mately 12 weeks 1s favored by most and would sppear to be eppropriate to the

purpose.

It is recommended that:

The DCI authorize and direct the establishment of a mid-career \
training course for officers st the GS=12 and =13 level in order
to prepare them for broader responsibilities particularly in the

- field of command, to refresh their motivation in the intelligence
service and to broaden thelr undersbanding of the interrelationship
of Agency functicnms.
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. E. Senior Officer Training

l. One of the readily identifiable préblem areas in the Agency today
is the pronounced shortage of senior level officers ‘thoroughly experienced in
all aspects of the intelligence profession capable of understanding and ef=
fectively dealing with complex Agencyewide and inter=agency problems. The l
Agency finds itself in this circumstance partly through its historical evolu=
tion in which some components descended in unbroken line from World Wer II
organizations; partly because the organizatiomal structure has fostered the
growth of three semi-autonomous sub=divisionsj partly because a sound securiiy'
concept of compartmentation has been permitted to develop into & policy
approaching "apartheid"; and partly because the pressure of operational and
functional demends placed on the Agency since its inception have compelled /
the direction of its great energy to the rapid development of people to do
specific Jobs well and defer to some later date the development of people
who can do all jobs well. There also enters here some element of the prodigal |
use of talent because it is plentiful, the substitution of numbers of people
to make up for lack of broad individual competence and the resorting to
group judgments in place of executive skill.

2. Preparing individuals to assume and effectively discharge the
responsibilities of senior management is more a problem of development than
formalized training althqugh the latter has a definite place in the scheme
of things. As we pointed out in the Inspector General's report on the Career
Service Program, the absence of an organized method of career development has
seriously hampered the proper preparation of officers for key positions and

scme sound long range planning must be instituted to meet this need. We

‘ - 150 -

SECRET

Annraved For Bele e 2005 () - A-RDPS3-00791R000100120001-7




Approved For Release 2006/11/20 : CIA-RDP93-00791R000100120001-7

SECRET

still are hopeful that such an effort will be successful in the near future.
For the present, however, there is an immedisate needvto do everything possible
to improve the effectiveness of today‘s‘staff of senior officers and those to
be selected in the next few years to come. For this purpose we suggest a
senior officer training program.

3. The objective of a senior officer program may be briefly stated
in these terms: +to develop more officers capsble of formulating and evaluating
comprehenéively policy concerned with intelligence in the U. S. Govermment.
This objective 1s sufficiently broed to encompass all aspects of the intelli=
gence profession, the internal management of Agency affairs and the inter=
relationships of the Agency with the intelligence community end the policy
making elements of the government.

Lk, The 2evel at which this program is aimed should not be lower
than GS=~15 although a case can be made to include selected individuals at
the GS~14 level. It should be regarded as the preparatory phase for officers
entering the final stages of their careers with the Agency and therefore provide
e rounding out of their earlier experiences and training.

5. The greatest benefit of this program is to be derived from the\
interchange of opinions and ideas through the exploration of the entire
spectrum of Agency and community problems. For this purpose a combination
of seminars and case studies with a minimum of orientational lecturing would
be the most productive. A mixed enrolliment of DD/P, DD/I, and DD/S officers
could profit by exposure to each other®s problems. A budget officer, for
example, might make a solid contribution to a discussion of counterintelligence
operations, a case officer might speak with conviction on information storage
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and retrieval, and an analyst may offer valuable ideas on logistical matters.
Executive management should be stressed at this lével but no subject, opera=
tional or administrative, should be neglected.
6. A senior officer program to be most effective must be allotted
& period of time adequate to the full development of its objective. A
similar program, though on a somewhat broader scale, conducted by the Foreign
Service Institute rims for nine months. We do nvt contemplate so extensive a .
program to meet Agency needs at the present time. As the program evolves in
the future it may be found desirable to invite attendance by senior officers
of other intelligence agencies in which event a longer course might be phistified.
For the initial effort at least and until experience can be gained we believe
& course of about four months would be most effective. j
T+ In magnitude, taking into account the problems of administration
and technical methods of handling such a program,” it is suggested that enroll=-
ment be limited to not more than 40 officers at one time. The program should
be conducted at least twice annually although it is believed possible to run
two courses concurrently if necessary. A reasonable goal would appear to be

the participation of 80 to 100 officers each year.¥

*Note: At the present rate of promotion about 50 officers will enter the
GS=15 level each year. It is anticipated that promotions will stabilize
at this rate for the foreseeable future. This will permit ultimately
scheduling the senior officer program semiannually with an attendance of
about 25 at each session. For the first few years, however, the effort
must be made to accommodate a large part of the present staff as well as
the newly elevated officers.
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8. The question of location must also be considered. - Ideally, from
the academic point of view, an atmosphere relaxed and free from the tensions

of normel Agency activities would provide the best surroundings for undisturbed

25%1
concentration and thought. This would point to as the most approw=

Priate site but practical considerations seem to impose insurmounteble obstacles.
Separation from femily for an extended period of time, while tolerated by the

JOT, would be strongly resented by the senior officers. Unlike the military

services Agency facilities at do not provide for students"dependég%%

25%1

and it would be economically unfeasible for the Agency]

even if the local market could meet the demand. It appegrs.therefgégl
that there is no alternative at present to conducting the progrem at head=-
quarters with the attendant disadvantages of proximity at home offices and

the ever present danger of interruptions and distraction by continuilng-contacts
with working colleagues and associstes.

9. The success of the program cen be essured only by highest level
direction end proper planning. Officers who are to participate must be released
from regular duties for the full duration of the course and required replace=
ments arranged for well in advance so that their functions cen be carried on
in their absence. It is our opinion that all officers should be required to
participate upon reaching the GS=15 level but_if this proves to be impractical, ‘
at least for the present, then selection should be based on merit, accomplish-
ment and potential. Appointment should be regarded as a reward for achievement
and an acknowledgement of superior ability opening the way to the highest

levels of executive management.
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10. Other than the salaries of the participants no extraordinary cost
is contemplated for this program. It shouid be administered by the DTR who |
will be expected to provide supporting services. In the initial formulation
of the program the services of technical experts will be needed but instructors
as such can be dispensed with. Seminar and discussion leaders can be drawn
from the Agency at large or, better still, from among the partiéipating officers
themselves. None of the customery testing and evaluation practices are called
for. It may be desirable to enlist and pay for some expert outside talent to
handle such subjects as advanced management but the cost for such services
would be modest when compared with the cost of full=time instiuctors.

11. On a number of occasions in the past suggestions have been made '

to establish an Intelligence Staff College along the lines of similar military:
institutions. Some such proposals have been reviewed in the process of this
study and much thought has been given the matter. There is much to be said

in favor of some form of staff college for intelligence officers but it is
believed that the Agency is not yet ready for such an ﬁndertaking. A senior E
officers® program as outlineq herein may well lead to the ultimate establishe
ment of a broader and higher level school but to meet the Agency's most urgent

need this program should be developed without delay.

It is recommended that:

The DCT authorize and direct that a senior officer program be
established to develop more officers capable of formulating and
evaluating comprehensively policy concerned with intelligence in
the U. S. Government generally in keeping with the outline deseribed
above.
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To summarize our views on the future of training in this Agency we advocate
first, that the JOT system of recruitment, selection and training be adapted to
meet all junior officer requirements throughout the Ageney (about 250 annually
at present);'secondly, that an organized program of required training be
instituted phased to coincide with and supplement professional career develop-
ment and growth., The pattern we envision is one of annual classes of Junior
officers having the essential qualifications of background and motivation for
intelligence work following an orderly progression of general preparation by
means of comprehensive indoctrination and training in the basic skills of the
profession; then the period of specislized training to prepare for the productive
years to follow. The pattern is filled out by a mid-career training phase for
selected officers ready to assume broader responsibilities and finally by & form
of "terminael training" to develop the Agency's executives.

This pattern 1f followed will meet the bulk of the Agency's personnel require~
ments and will substantially raise the level of professional competence in every
field. It 1s necessarily based on certain assumptions. It is assumed for exsmple
that commend echelons will accept fully their responsibility for the proper prep-
aration of the employees of their commsnds to do the Jobs expected of them; that
they will establish rigorous training and job standards and insist that they be
met; that they will produce the authoritative doctrine essential to their training
needs; and.that they will require the necessary long range personnel planning so
essential to any training program. It is also assumed that the Director of
Training and heads of training elements will continue to strive for greater
competence in instructors, better training techniques and facilities and more

skillful administration.
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In conclusion we would like to reiterate that the success of the Agency

depends in large measure on the success of its training and development program.

In the intelligence field there is no room for failure.
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