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SUMMARY

Significant new trends are apparent in the training of
Foreign Service Officers. Officers entering the Service in
the 70's will have considerably different educational back-
grounds than most of their predecessors. The recruiting
policy of the Department of State in the 70's will be to seek
somewhat older persons with specialized functional skills in
preference to young graduates right out of college. Also,
the Department proposes in the 70's to make more purposeful
use of its in-service and on-the-job training programs than
in the past. The emphasis will be on (1) intensive functional
training in.the several specialties (political, econcmic/com-
mercial, administrative, consular); (2) training in the "core
skills" of diplomacy for all officers regardless of specialty,
and (3) training in management skills to supplement the tra-

ditional diplomatic skills.
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INTRODUCTION
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The subject of thiss p%per.sedhed.td ﬁerli.lnqﬁary.bécauée.of several
developments portqndidg chande i°*ll) 2he dbarKgrodnds of bersons seeking
entry into the For'@igh®BerVide0fficé? (¥50)* forpd 818 %2) the qualities
currently sought by the Department of State in its FSO's. These develop-
ments are as follows:

1. The content of international studies programs at universities has
changed markedly in recent years.

2. The attitude of students towards careers in the Foreign Service has
changed.

3. In Diplomacy for the 70's, a blueprint for management reform of the
Department of State prepared by 13 internal Task Forces in December,
1970, it is said that the Department "...has relied too long on the
generalist and has been slow to recruit and develop officers with the
wide range of special aptitudes, skills and knowledge which the new
diplomacy requires." This conviction is reflected in a new recruit-
ing philosophy, which postulates recruitment of officers by "cone,'
or functional specialty (political, economic/commercial, consular,
administrative), and which favors relatively older FSO candidates
with advanced, specialized education or experience, over the younger
person just out of college.

4. Diplomacy for the 70's and several of the implementing Management
Reform Bulletins indicate that the Department seriously intends in
future to concede a higher priority to training.

I have not attempted to treat my subject exhaustively. My sources supplied
extensive information and varied points of view, but not a full cross
section of opinion. The validity of some of my generalizations might be
questioned on this ground. The trends and issues chosen for discussion.are
those which seemed significant to me as I encountered them during my
research, but inevitably I had to be arbitrarily selective. Finally, the
style of the paper is what might be characterized as impressionistic, as
distinguished from a rigorously analytical approach.

The selective bibliography is brief. Not listed are articles and papers,
both published and unpublished, which I consulted. I alsoc conducted inter-
views with officials of the Department of State (including the Foreign
Service Institute) and the Federal Executive Institute, Charlottesville,
Virginia; administrators, faculty members and students at nine universities,
and certain private persons interested in the subject of the paper. I am
grateful to all of those interviewed, who were uniformly generous with their
‘time, energy and insights. My conversations with them provided me with the
major part of the self-education which was the chief purpose of this
research project.

Two terms used in the title of this paper require clarification. First,
the term "training" is used to include education as well as job-related
instruction (which in turn embraces formal in=-service training and on-the-
job training). Secondly, the title refers to the training of "diplomats,"
but in fact the paper dlscusses only the tralnlng of Forelgn Service Offi-

cers, a more precxselx—deflned category ofgf?fons.. Spec¢ﬁiaally, for lack
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of space ahd kadalse Dl tha dqupledifdids’Lhasewduld be introduced by
including them, officers of AID and USIA and the Foreign Affairs Special-
ists of the Foreign Service (highly specialized employees such as medical
personnel, communications technicians, security personnel, etc.) are

excluded from the scope of the paper.

PRE-ENTRY EDUCATION

The purposes of this section are to set forth what educational preparatiocn
and pre-entry training the Department seeks in FSO recruits at this time;
to outline contemporary fashions in the study of international affairs, and
to comment on current student attitudes towards the Foreign Service.

The FSO of tradition. Historically, the typical entering FSO was likely
to be in his early twenties, recently out of college with a bachelor's
degree. His was usually a broad, liberal arts education, with a major in
international relations, history or political science. He was proud to
call himself generally educated and he proposed to build a career in the
Foreign Service as a generalist. To the extent that he envisaged himself
developing a functional specialty, it would be political work.

Changing standards. The prevalence of the prototype sketched above can be
overstated, but the description fits a large proportion of FSO' s and pre-
sents what was long regarded as a model for all. There are those who still
regard it as a proper model, but the Department of State has revised its
conception of what the prospective FSO should be. In Diplomacy for the 70's,
Task Force IV briskly rejects the traditional idea that "...basic intelli-
gence, a good liberal education, and an ungquenchable interest in foreign
affairs..." are adequate qualifications for the FSO of this decade.

As intimated in the Introduction, the Department has abandoned the practice
of recruiting chiefly generalists and is recruiting by functional specialty.
It aims to bring into the Foreign Service persons who already have advanced
degrees, specialized skills and work experience. There are still many
applicants for the FSO examination from traditional educational backgrounds
in international studies, but the Department's positive recruiting drive at
this time is directed mainly to university economics departments, schools
of business administration, law schools and even non-campus sources in the
effort to attract candidates with an interest in and skills usable in the
economic, consular and administrative fields, which have always been hard
to fill and keep filled.

Recent experience reflects the effects of the new policy. Substantial
numbers of applicants taking the FSO exam in December, 1970 indicated a
preference for cones other than the political cone, and nearly one-third of
those taking the exam were off-campus. Recently-appointed FSO's are older,
averaging 25-26. Although a large minority still come from study of the
traditional subjects, entering classes are widely varied in education. There
is a noticeable increase in the proportion of economics and law graduates.
The percentage of entering officers possessing advanced degrees has risen
from 46 N «E¥ }9.66.-&3 :59. in.FY-.l9:70:. o see oo
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Meanwhile, back on the campus. An obvious question to ask at this point
is how have the §Rivethitlied reglied® to,thed B2Patththtd% new recruiting
posture? The anfwéreis &£hat thdy® hls Paed 3Rd $se1liXelly to be little
direct impact onesshelcs Palidiass Sursicala wf sedslbdlfiies, inasmuch as
the Foreign Service hires only a handful of their graduates even in the
disciplines traditionally related to foreign affairs. (The intake of new
FSO's was 107 in FY 1970; a class of 150 is projected for FY 1971, the
budget permitting. The annual intake of 300 suggested in Diplomacy for
the 70's seems a tenuous possibility with tight budgets in prospect for
the 70's.) :

Notwithstanding the minor effect of the new FSO recruiting policy on
universities generally, alarm is felt by the few institutions whose primary
purpose is to prepare young people for foreign affairs careers (whose
graduates have reportedly been doing less well on the oral exams lately),
and by some individual educators in the international affairs field. Both
feel that the Department is misguided in recruiting specialists from the
functional disciplines, rather than from an interdisciplinary program like
international relations. As they view it, this is untimely since it comes
at a time when the interdisciplinary format is steadily gaining adherents
not only in international studies but in higher education generally.

In its most categorical form, the argument against recruiting by functional
specialty might be stated as follows: The generalist concept is still best,
because only the generalist has the broad foundation on which to build the
skills of the diplomatist and because compartmentalization of FSO's into
specialized cones will produce a sense of isolation and a sterility which
will undermine the unity and effectiveness of the Foreign Service. There
is some validity in this line of argument, but at the same time it is indis=-
putable that the Service needs officers with specialized skills who will
work in their specialties most of their careers. Therefore a compromise
which takes features from both the generalist and specialist approaches
seems in order.

It is towards such a compromise that the Department appears to be feeling
its way. Thus, the narrowing effect of specialization can be mitigated, it
is hoped, by cross-cone assignments and by in-service training in the "core
skills" needed by all FSO's regardless of specialty (see section on In-
Service Training). There are those who are less certain this scenario will
succeed than the Department seems to be, but it is workable in theory and
presumably it will have vigorous backing at high levels in the Department.
Another factor that may help to counterbalance the compartmentalizing
tendency of specialization is the broader education that specialists recrui-
ted in future are likely to have received. Increasingly the various
academic disciplines and the professional schools are injecting an interdis-
ciplinary flavor and an international aspect into their curricula.

In the main, educators consulted by the author thought wise the Department's
policy of recruiting students with graduate degrees in preference to under-
graduates, if only because the former are more mature. Educators in the
field of international relations tended to believe that in most cases the
Department would do best to recruit M.A.'s rather than Ph.D.'s - in their
field at any rate. They regard the Ph.D. as essentially a research degree:
some see it as unnecessary for, and possibly a hindrance to, the would~-be
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The state of international studies. Despite the policy of recruiting by
specialty,, 3 .3ukstaptdal, praproryion of FSQes will probably continue to
come froln Rdydafiocpdls bagkgrduldd ing ihterpdtlofal studies. It is worth-
while, thefefdrd, td take & lodRsat Whats hag Be®n happening in that field.
There hav®® U&¥¢n’markel cHindds*if &Wtrituld®in®Pecent years, and the pace
of change remains rapid.

A recent special inquiry into the state of international studies (Bridges
to Understanding by Sanders and Ward) cites persuasive statistics to show
that there has been a regrettable stagnation of growth and innovation in
international studies over the past decade, in contrast to the upsurge of
interest just after World War II. The writer is in no position to dispute
the accuracy of these aggregate data, but in his own limited research at
universities he found uniformly lively international studies programs, at
both the undergraduate and graduate levels, with large enrollments.

Most such programs are traditional, in that they stress subjects such as
history, diplomacy, international law and international organization. But
almost everywhere, political science and economics receive increasing atten-
tion. Area study tends still to be an important and popular feature of the
curriculum. Generally speaking, the university aims to give the student

a liberal arts education with a concentration in international affairs,
especially at the undergraduate level. At several universities visited by
the writer, however, M.A. candidates (and even undergraduates to some extent)
are required to pursue in some depth a functional or area specialty in
addition to their general studies.

In sharp contrast to the traditional formula in international studies 1is

the now well established behavioralist, or quantitative approach. 1In this
approach the emphasis is on analyzing international phenomena scientifically-
that is systematically and in ways that permit of verification - as dis-
tinct from the less precise, so-called intuitive methods of analysis employed
by the traditionalists. The traditionalists and the behavioralists may

also be distinguished from each other by the fact that the former study
mainly institutions while the latter tend to seek understanding of interna-
tional affairs through the analysis of individual behavior.

For years there has been a running debate between the two schools. The
extreme traditionalist looks upon the behavioralists as mere methodologists
or data manipulators. The extreme behavioralist regards the traditionalists
as nothing more than impressionists, given to possibly insightful but not
properly scientific analysis. To the writer, this debate is a sign of
healthy ferment among the academicians. It seems to him, as a lay observer,
that the two schools are not so far apart as they appear to be.

Although the mix of disciplines is different (an emphasis on history, area
studies, law, economics, etc., by the traditionalists and on the social and
behavioral sciences by the behavioralists), both are interdisciplinary in
their approach. Contrary to what he was told by one exponent of the
behavioralist school, the writer perceives the difference not as a matter of
the traditionalist seeking the "what" of international affairs and the beha-
vioralist the "why," but as a matter of each side favoring a different "how"
(scientific vs. intuitive), or method, of-analysis. And even in that case,
neither method necessarily precludes recourse to the other, in the writer's
view, as circymstances may fgquirg.
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Oon the evidence of hls Lown observatlons and.tQa zlgvs §§pressed by some
of the educators he»rnte:vgewed: ‘she wrgterooonc%udes that there is at
work an 1ntegratrve grocess & whlobnﬂlli drawvwhatvls useful from the
traditionalist and behav1oraiqgﬂ3 schools-to~produce-betcer curricula for
better-educated FSO candidates. In support of this conclusion, there may
be cited the case of the Fletcher School of Law and Diplomacy and the
School for Advanced International Studies, two graduate schools long devoted
to providing broad, interdisciplinary education in foreign affairs. Both
have moved with the times by gradually strengthening their traditional
curricula in areas such as economics, quantitative analysis and the beha-
vioral sciences as the usefulness of these subjects was demonstrated.
Similar curricular changes are underway in undergraduate international
studies programs at universities which the writer visited.

The latest fashions. With the quantitative social science approach to the
study of international affairs going strong and still widely regarded as
the latest thing, students at several universities are reported to be exer-
cising their prerogative of perversity by turning away from "soulless'
science and showing renewed interest in the humanities as they bear on
international affairs. They are apparently in search of ideological content
in international studies, and their search has already had some effect on
curricula. Another interesting trend in international studies is the
effort encountered here and there to teach diplomacy - the how-it-is-done
side of international affairs - in addition to the usual theoretical and
historical aspects of the subject, using teaching techniques such as role
playing and simulation.

Intern program. Several of the author's academic contacts spontaneously
urged that the Department establish an intern program for university
graduates. What they envisage is a limited-commitment procgram of on-the-
job training that would enable the Department and prospective young FSO's
to find out whether they were made for each other. As they see it, to be
most worthwhile the program should involve a large number of students, and
an internship should be as long, perhaps, as two years.

In a way, the proposal put forward in Diplomacy for the 70°'s to hold new
officers in probationary status through Class 6 pending formal commissioning
at that level, is an intern program. However, the period of service spanned
by Classes 8-6 is long; the high average age and commensurate family respon-
sibilities of entering officers poses a problem, and there is a considerable
degree of actual or implied commitment on both sides. Therefore, a shorter
pregram for younger persons might be desirable. The Department's existing
summer intern program is too small (20 persons per summer) and the period

of internship too short (10-12 weeks) to have much impact. On the other
hand, it is probably unrealistic to expect that the budgets of the 70's will
permit the Department to do much more.

Student attitudes. It is a truism that students are cool to government

careers these days; and they are probably less interested in careers in

foreign affairs than in other branches of the government. Even at schools
which have historically supplied many FSO's, the number of students taking
the FSO exam has fallen off drastically in recent years. In spite of these
alarming features of the current scene, the writer believes the Department
will be able to recruit adequate numbers of suitably qualified officers in

the 70's without greaE difﬁl&ulﬂy st thé ﬁqﬂIUWng ré&ﬁoﬁﬁr
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1. Even though many students are "turned off,"” others are still interested

in the..FQneiqn.Seryi:-e, ]S attest@d PY e fact that some 8,000
perscmé tqdk’th e FSO .e‘xaru ig +970‘ . ss s o
L ] . [ N ] 0.. [ ] e &
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2. Even Eh d@H profés%ofg'wéfn thaﬁ'thelr'ﬁést Students show little inter-
est in the Foreign Service, there seem to be enough capable candidates
applying to meet the Department's modest recruitment needs. Moreover,
it may well be that the best students, academically speaking, should go
into research or teaching rather than foreign affairs careers. Generally
speaking, the Foreign Service seeks practitioners, not scholars.

3. In recruiting by specialty and from off-campus sources, the Department
will draw, in part at least, from groups that are presumably less
hostile to the government than are social science and humanities students.

4. It seems reasonable to suppose that the present student reluctance to
work for the government is a passing phase, and that when students
seriously compare professional careers they will find the Foreign
Service competitive in terms of both pay and challenge.

IN-SERVICE TRAINING

When one speaks of training in the Foreign Service, it is usually formal
in-service training that he has in mind. In-service training commonly
takes the form of study at the Foreign Service Institute (FSI), the
Department's own training organization, or under the Institute's direction
while detailed to other institutions such as universities or the War
Colleges.

An in-service training program is maintained, obviously, to supplement
pre-entry education and on-the-job training. The balance among these three
types of training for FSO's has varied over the years, but in-service train-
ing has grown steadily in volume and importance, both in abscolute terms

and in relation to the other two types of training. It should - and probably
will - receive still greater attention in the future for reasons set forth

by the Herter Commission in 1962 (and echoed by Diplomacy for the 70's),

as follows:

l. Pre-entry university instruction cannot provide full professional
preparation for FSO's.

2. Increasing functional specialization requires continuous updating of
an officer's specialized knowledge and skills.

3. With foreign affairs executives being drawn increasingly from specialized
backgrounds in the several functional cones, they will require broad,
in-service training in management and the arts of diplomacy.

History of in-service training. Language training on a small scale goes
back to 1826, and training for consular officers was initiated in 1907. A
Foreign Service School was created in 1924, but it was small and gave train-
ing chiefly in consular and commercial work. A more ambitious step was
establishment of the Division of Training Services in 1945, but in-service
tralnlng dld not acqulge permanent status HP the Department's administrative
structureounbnb k947 swhen the'FSI'was'lgunchqd.
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The Department has long been accused (most recently in Diplomacy for the
70's) of not assiamineee hugb enough prlonuby-he trainhng It has been

said that the Depar:ment © ‘tmadisien’is antb—gralnlng, euen anti-intellectual,
in large part becauseolts~senloroozflccals hend to 5e pragmatlc, practical,
problem-solving mén dublous about the’usefulndss Of° ¥ormal training in their
profession. A sample of FSO's surveyed by Harr (The Professional Diplomat)
in the late 1960's felt that in-service training was incidental to success in
a Foreign Service career.

There is some truth in these accusations, but it is also true that the volume
of in-service training has risen prodigiously and that the Department has
spent increasing amounts of money on it. In the writer's view, the Depart-
ment's ine-service training effort can be faulted less in terms of its size
than in the following two areas: (1) work and training assignments have

borne too little relation to each other; (2) there has been too little planned
use of work assignments as a means of providing on-the-job training. The
latter point is discussed at greater length in another section of the paper.

As noted earlier, Diplomacy for the 70's - and measures being taken to
implement its proposed reforms - augur a more purposeful approach to in-
service training by the Department in the future. This is encouraging, as
is the fact that younger officers, unlike their older brethren surveyed by
Harr, seek training opportunities and regard training as a means of advan-
cing their careers.

History and role of the FSI. From tiny beginnings, the FSI has grown
remarkably in terms of its budget, the variety of its course offerings and
the number of students it trains. The annual budget, which was just under
$600,000 in FY 1948, is now on the order of $10 million. The number of
students has increased swiftly; the annual total of about 18,000 in recent
years represents a 40 per cent rise since 1960 and is approximately double
the numbers of the mid-1950's. While nearly 60 per cent of the students at
the FSI study languages, there are extensive, well-attended course offerings
in area and professional studies as well.

Although the FSI since its founding has been buffeted by winds of controversy
over its proper role, it is now firmly established as the Department's in-
house, in-service training institution. It provides training also for many
persons from other foreign affairs agencies. It enjoys widespread respect
among educators, who give it high marks particularly for its school of
languages.

The role that the FSI is expected to play at any given time will reflect, of
course, the role that the Department plays, or visualizes for itself, in the
U.S. Government. Shifts in and uncertainty about the letter have caused nu-
merous reexaminations of and changes in the curriculum of the FSI during
its history. At the present time, it can be assumed that an effort will be
made to shape the FSI to serve the more vigorous leadership role in foreign
affairs envisaged for the Department in Diplomacy for the 70's.

Specific recommendations of the management reform Task Forces with regard

to in-service training are discussed elsewhere, but reference to at least
one of the issues with which the Task Forces concerned themselves is
appropriate here, also. This is the question whether the FSI should provide
education or training,_;ﬁg;,lqtte; Reipg dgfingd gg job-rglated instruction.
Obviously, it is not pofsilflg cofplefely] to jqgpargte the %twog but the
central purpose of th§ dro¥hifzatfoh ctp M, qulneg @ng useq as a guideline
in deve10p1ng course oYf¥etihdss*e ¢ -2 * ees es



To the extent that purpose can be divined in this period of change, it

appears that the maqxr uhpustoof the F3I progrem 15 going to be in the area

of more op bess‘;ob—terated Qr funttlcm relatedOtralnlng, and away from edu-
cational uxge %nsgructron.. The doctrrne WOuld be'that the FSI can serve

most usefully by applying the knowledge of the specialized disciplines to
foreign affairs, and should not attempt to educate FSO's in those disciplines.

Naturally there will be departures from this general rule, notably in the case
of the short, survey courses in the political field, which are likely to be
retained, and perhaps in some core skills courses as well. The existing 22-
weeks course in economics, which is better described as education than as
training, may or may not survive; its appropriateness 1n a training institu-
tion like the FSI has been questioned and is under review. Continuation of
the course would be at variance with the Department's recruiting philosophy,
which favors recruiting officers already equipped to undertake specialized
work with a minimum of in-service training. A number of educators consulted
by the writer agreed that there is a logical division of labor between the
universities and the FSI, and urged that the latter generally confine itself
to training as distinct from education.

Foreign affairs academy. Hardly a year passes that there is not introduced
in Congress a bill to create a foreign affairs academy; a bill to this effect
awaits action in the 92nd Congress. The proposals vary, but most project an
institution which would provide an education in international affairs (at
either the undergraduate or graduate level, or both) for prospective FSO's
and other government officials, and would, of course, displace the allegedly
parochial FSI with its more modest training role.

The Herter Commission in 1962 recommended creation of a graduate level
National Foreign Affairs College. The Presidentially-appoimnted Perkins
Commission of about the same time put forward a more elaborate proposal for

a National Academy of Foreign Affairs, which was incorporated intoc a Congres-
sional bill that ultimately faded away.

The Department opposed it, as it has done similar suggestions before and
since, largely on the grounds that (1) there is no single, appropriate
educational path to the varied careers to be found in foreign affairs;

(2) a diversity of regional and educational background is desirable in FSO's,
and (3) the FSI serves the essential training needs of other agencies as well
as the Department of State. Thus far, the Department's view has coincided
with prevailing Congressional sentiment on this question, and the writer is
aware of no reason to expect a change in that sentiment.

Task Force attitude towards in-service training. The work of several of the
management reform Task Forces whose reports appear in Diplomacy for the 70's,
impinged on the matter of in-service training. Broadly, they recommended that
there be more of it, that it be more efficiently administered, and that it be
more purposefully related to the needs of the new diplomacy and of the offi-
cers who will conduct the new diplomacy.

With reference to the volume of training, they recommended that the total

annual man-years of in-service training be increased fifty percent between

now and FY 1975. Further, they recommended that training programs be planned

on the assumption that upon reaching senior status an officer would have

devoted.lO..perqent.of.ha.s.camer.ttme d:o..hrarm.ng (again, a 50 per cent

1ncrea§e.o$7er :the opresent lneve.]: :tge H:an:ter :Comm1s51on suggested adoption of
¢
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the 10 percent target back in 1962, noting that the average was then five
percent) . Anotherd®%ef*8f,8enkral, *LagR Fotle; rgtordnd®aflons calls for a
direct, planned re‘:lattidnsﬁlp &etv&.e:n éx; otfileld® s 't::élnznﬁ and work assign-
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It is timely to record here a note of caution. Many of the Task Force recom-
mendations on training are unquestionably constructive and promising. However,
advances in the training program during the next few years are likely to be
limited to its improved administration and shifts of emphasis in its composi-
tion. A significant increase in the size of the in=-service training effort

in the 70's is questionable unless the budgetary outlook brightens unexpec-
tedly in the next year or two. Only modest budget increases are in prospect
for FY 1972 and FY 1973.

Task Force recommendations concerning the FSI. In brief, Diplomacy for the

- 70's proposes that the FSI be strengthened. Most, but not all, of the

specific suggestions offered would cost more money than can realistically be
expected to be available soon, but some (such as the proposed reshuffling of
the FSI's organizational pattern) can be implemented at no cost and others
could be tried at small cost on a pilot basis. Among these are the greater
use of teaching techniques such as simulation and role-playing in a problem-
solving format, and the suggested closer linkage between language study and
area study. The recommended recruitment from the academic world of a presti-
gious director for the FSI might be financially manageable, but the corollary
hiring of more outside teaching talent probably will not be.

Perhaps the most noteworthy Task Force recommendations affecting the training
of officers at the FSI are the folldwing: (1) intensified emphasis on manage-
ment training at all levels; (2) provision for instruction in the core skills;
(3) establishment of a school of functional studies, in effect replacing the
present school of professional studies, and (4) establishment of a school of
general studies to serve as the principal vehicle for instruction in the :core
skills and the development of managers/executives.

With regard, first, to the emphasis on management training, this is a theme
which pervades Diplomacy for the 70's, the argument being that the complex,
operational new diplomacy requires senior officers who possess management
ability as well as the traditional diplomatic skills. The writer encountered
wide ranging views on this subject in his research, including the skeptical
conviction, held by some FSO's as well as some educators, that too much empha-
sis on management training will divert energy away from development of the
vital skills of the diplomatist. These critics fear that the stress on
management may be putting form ahead of substance. They would say, echoing
Peter Drucker (Managing For Best Results, Harper & Row, New York, 1964), '"The
pertinent question is not how to do things right, but how to find the right
things to do..."

The report of Task Force X answers this line of criticism as follows: Manage-
ment ability is not envisaged as a substitute for diplomatic skills but as a
dimension to be added to them. Management training will serve to develop broad
competence in foreign affairs leadership, not merely to inculcate managerial
or administrative skills. The debate on this subject will no doubt continue,
but meanwhile the FSI has moved swiftly to inject more management studies into
its curriculum, from instruction in direct supervision to studies in manage-
ment theory and practloe...eut51de,:pnnfesslonal.apnsultants.;n this field
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Measures to ensure instruction for all in the core skills are more difficult to
formulate aglSphty iht'®Je$f28; ,*%h Jart Beclust’ihdde is as yet no general agree-
ment on thetddfititlior? 0l ¢bre,bkiflls. ¢Thestetth ;ndy be broadly conceived as
embracing tfal kpdwiedde safld.thoscs P 52itted fehe'Fdbility to negotiate, for
instance) an officer needs to be a diplomat and not just a functional specialist.
Some persons regard language competence as a core skill; others would include
basic skills such as the ability to write well, report accurately, analyze
perceptively, etc. Some would include such indefinable qualities as inter-
cultural sensitivity. The FSI and other concerned elements of the Department
are currently wrestling with the issue.

At first glance, the problem of identifying the core skills may seem of little
consequence. The implications are serious, however, because the core skills con-
cept and the functional cone concept are intimately related. That is, the
tendency of the cone system to produce narrow functional specialists theoreti-
cally can be counteracted by training in the core skills to broaden the
specialists. This should equip all officers, regardless of specialty, for
higher-level responsibilities. Since possession of the core skills will be,
therefore, one of the major equalizers among the cones so far as promotability
to executive rank is concerned, training in the core skills promises to be one
of the Department's more difficult and critical tasks in the training area.

The projected school of functional studies of the FSI would, as the name implies,
devote itself to training in the several functional specialties. The Task
Forces recommended that long-term functional study, particularly in the economic
and administrative fields, be farmed out to universities. (They suggested the
same procedure for in-depth area study.) The school of general studies would
have a more complicated role, one aspect of which (the core skills problem) has
already been referred to. This school was conceived by Task Force X as pro-
viding a three stage, management and core skills training experience designed to
produce, ultimately, foreign affairs executives.

The three stages would be (1) the existing six-weeks orientation course for
entering officers (now called the Basic Officers Course); (2) the existing Senior
Seminar in Foreign Policy (to be enlarged, revised in content to emphasize
management training, renamed the Foreign Affairs Executive Seminar and possibly
shortened from ten months to five), and (3) a new, three-four months Commission-
ing Course for officers passing out of their probationary period in Classes 8-6
into fully commissioned status as FSO-5's. (This concept is still under study

as of this writing.)

Not all of these suggested changes are likely to be made, but experimental
modifications have been made in the current sessions of the Basic Officers
Course and the Senior Seminar in Forelgn Policy, designed principally to
increase the emphasis on management tralnlng. The FSI staff is working on a
curriculum for the proposed Commissioning Course, stressing management training
and core skills. However, establishment of the course awaits not only agreement
on a curriculum but a final Departmental decision to adopt the recommended
"threshold" between Classes 6 and 5 and the availability (not now foreseeable so
far as the writer knows) of the substantial additional funds in the FSI budget
that the course would require.

Interagency image of the FSI. It has already been indicated that the FSI trains
large numbers of the personnel of other agencies, mainly those directly engaged
in forelgn affairs gygh,as AID, USJA,ang Defegse. From its inception, the FSI
was intepdeds to goe fot Ppldy tthe fréiding ihstftltion of the Department of State
but the gr}ngﬂpq‘l ereJ.g;n. affaj?s $rgtnihd’ingtitution of the U.S. Government.
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The FSI has never been fully utilized by other agencies. However, Diplomacy
for the 70's restates the original concept that the FsI should be an inter-
agency lnstltutlon.andourgeayGhe De a:tment boomake gt so qn fact. (Seeking
to implement this reeommendathon :t.e FGI ns-msw d!scussaqg with other
agencies ways in wh:chotheybmxghtomakeogreaterOuseoofﬁttstfaCLlltles.)

In making this recommendation, the Task Forces point out that even less today
than in the past are foreign relations the monopoly of the Department of State;
the fact that the new diplomacy involves many Departments and agencies of the
government underlines the importance of training in an interagency atmosphere
for better coordination of foreign policy and operations. This is especially
so in the case of officers at the executive level, the Task Forces say. Con-
sequently they strongly recommend an interagency format for FSI management
training of senior officers.

Training FSO's at other government institutions. Task Force IV has recommend-

ed that the Department make more use of in-service training institutions
operated by other Departments and agencies of the government. One singled
out for special mention is the Federal Executive Institute (FEI), located at
Charlottesville, Virginia, and run by the Civil Service Commission.

The central activity at the FEI is an eight-weeks executive training course
for senior federal officials (generally GS-16 and above), which is scheduled
four times yearly with 60 executives attending each session. It is a truly
interagency course in which as many as 30 agencies may be represented. FEI
officials believe that this fact, plus the emphasis the course places on
modern, behaviorally-oriented management study, makes the FEI the most effec-
tive existing institution for federal executive training.

Until now, the Department of State has sent only a handful of officers to

the FEI. Given the Department's current interest in management training;

the still limited, experimental nature of high level management training at
the FSI, and the richly interagency context of the FEI, this writer joins
Task Force IV in concluding that the Department would do well to make greater
use of the FEI facility.

ON-THE—-JOB TRAINING

It is a commorplace that one learns best what he learns by doing. This appears
to be a widely-held belief among FSO's with regard to their own profession,

and it found official expressicmas a philosophical precept of the FSI in a

1967 article by James N. Cortada and A. Guy Hope (Department of State Bulletin,
February 6, 1967). They said that "...training programs only complement pro-
fessional experience. Formal training programs only act as catalysts of offi-
cers seeking to -increase their understanding, skills and professionalism."

Several academic sources consulted in the course of preparing this paper
voiced similar sentiments. More than one observed that the profession of
diplomacy cannot be learned in the classroom. The graduate in international
relations, unlike the graduate doctor or lawyer, cannot begin to practice his
profession upon receiving his degree. His education merely equips him to
start learning the profession - on the job.
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Thus "everybody knows"” that on-the-job training is vital, yet in the past the
on-the-job tgaidddd QL F30.§ his not begn yery, sysghematic. There has been a
tendency tolalsupd Fhai In the gbre of MNid agsiPrnents an officer somehow
would learnjiwhat he} neddddsto &know%p adsym$ hijhe responsibilities. Things
did not alwads th¥r® out® fhaf®wa¥’ Bf 230rs8, 348 WMfen they did so it was not
infrequently as much a matter of luck as of planning.

Effective on-the-job training requires sufficient administrative control over
the nature and sequence of an officer's assignments, in keeping with a career
development plan, to ensure that he receives the practical training that will
develop his potential and optimize his usefulness to the Service. To this end,
the Department has long had a career development program, but the program
lacked the staffing and authority to have more than limited, sporadic influence
on the assignment process. Nor was it as closely coordinated with formal
training programs as would have been desirable. This haphazard sort of on-the-
job training will not be good enough in an era of functional specialization and
more purposeful personnel management.

Time for a change. The importance of on-the-job training is underscored by
the Department's current effort at management reform. Several of the Task
Force reports in Diplomacy for the 70's call for closer attention to this
matter, recommending improvements in the career counseling and assignment pro-
cess with more orderly career development in mind.

The very emphasis, these days, on the need for better managers in the Foreign
Service, cries out for greater attention to on-the-job training, since manage-
ment is conspicuous among those arts best learned through practice. Similarly,
the "new diplomacy," with its premium on exercising influence and making things
happen rather than simply observing and reporting events, points up the value
of on-the-job training, for the skills of the active practitioner are acquired
most readily by exercising them.

The management reform Task Forces have in effect urged greater concern for on-
the-job training in their recommendations that the PSI make increased us of
teaching techniques such as case studies and simulations. These techniques are
desirable in formal training courses, but a regular work assignment, too,
should be visualized as a series or cluster of real-life case studies usable
for training purposes.

Help on the way. There are encouraging signs that the Department will, as an
outgrowth of the management reform proposals, make more conscious, controlled
use of assignments as a training medium. The goal is that set forth by Task
Forces I and IV in Diplomacy for the 70's: a coordinated, career=-long mix of
formal in-service training on the one hand with, on the other, planned assign-
ments - both in-cone and cross-cone. The newly, centralized personnel adminis-
tration structure is designed to further this purpose by providing a Deputy
Director General (of the Foreign Service) for Career Counseling and Assignments
(PER/CA) who "...directs and coordinates, on a centralized basis, all programs
concerned with career counseling, training and assignments."

It should be noted that the Department is not without experience in administer-
ing a program which provides close coordination of training and work assign-
ments - the Junior Officer Program for officers of Classes 7 and 8. Successful
operation of this program augurs well for the effort to apply tighter planning
to the careers of all officers.
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There are two principal means available to the counseling and training staffs
of PER/CA in their J@{f@2ets ¢o fssyrfyg ¢Tfegtive On-ghgs8od® fraining for FSO's:
(1) assignment of @ffigers)to posfsons, apbrdprgPatd §8 thefir respective

career developmentpRafs: %29 HyiQigg,ghd, gofigoriggsihes por formance of super-—
visors to stimulate them consciously to utilize the job situation as a train-

ing experience for their subordinates. Centralized monitoring of supervisors
in this way is a new idea, or at any rate one previously unexploited, and was
suggested in Diplomacy for the 70's. Successful implementation of the scheme
should significantly improve the quality of on-the-job training in the Foreign
Service.

Potential pitfalls. Many things could go wrong with the on-the-job training
effort, the most likely being its gradual decline in effectiveness unless
senior officials of the Department support it actively. Hopefully the pro-
gram will prosper, but a number of problems can be foreseen. One of these

is the difficulty that will be encountered in trying to assign all officers to
one or more positions that will test and/or develop their executive potential
in the early and middle stages of their careers. It is important - and only
fair - that officers be given these opportunities to show what they can do
because the Department's policy is to seek to identify executive ability
among its officers early in their careers, and to effect a significant
separation at the FSO-3 level between those likely to end their careers at
that level and those marked for advancement to executive rank. The problem
lies in the shortage of positions which offer executive experience in the
lower and middle grades.

A second problem which may be hard to deal with is that which will affect
younger officers in the administrative and consular cones. General policy
stipulates that they shall be given cross-cone assignments (in the political
and economic cones) to broaden them and thereby enhance their chances for
ultimate promotion to the higher grades. The number of political and ecanomic
positions to which these officers can be assigned is comparatively small,
however. Moreover, for the next few years, at least, it will be difficult to
release lower and middle grade consular and administrative officers from their
cones for cross-cone assignments because there is a scarcity of such officers.

A third possible difficulty also derives from the system of functional
specialization. Although the Department is officially optimistic that most
officers will remain in the cones they initially choose, and plans to try to
keep each new officer in his cone during his early assignments, this author's
inquiries suggest that the volume of attempted "coneé jumping" (largely from
administrative/consular to political/economic)will be greater than anticipated.
This is not a new phenomenon in the Foreign Service, but if the Department's
attitude towards it is less yielding than in the past, substantial friction
between the management and the would-be jumpers could result.
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