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FORWARDED

FROM: EXTENSION | NO.
S4/CD 3245
6 December 1972
TO: (Officer designation, room number, and DATE
building) OFFICER'S | COMMENTS (Mumber each comment to show from whom
INITIALS to whom. Draw a line across column after each comment.)

q&p&d this on
my desk at 16L5 today and hopes
for an OTR response by noon

tomorrow (7 Dec T72) so that he
can meet his deadline to D/Pers.

I have advided him I have no major
difficulty with the paper, but
it does have within it the seeds
of seme pretty significant
impact on OTR., Also told him,
based on past discussion of this
subject, that the list of
applications suggested for
training coverage (Att B) may
not stand the test of critieal
scrutiny.

Paras. L= of his memo are the
guts for our purposes, In gen-
eral, he says CSC regards GS=ll
and lower as the supsrvisory
level, GS=12/15 the midmanagers,
GS-16 and higher the executives.
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SR FOR:  Executlve irector-Couptroller

SHTIIGH :  eputy itrector for Bupport

i BOT :  Applicadility of gxpenided Federal “snecoment Traininy
tee CTA

RYFRRENCE . &dmimistrator's Alert, Tivil fervics Copmission, Gtd

Zavw 'T¥

1. The Sovermment le wiriving to jwprove mensgemant in the Federal
ODervice ny impreving the erfectivoness of managsrs. hip was svident in
lant weak's IAG meeting of Persounezl Directors when the Civil Cervice
remsission provided a detailed vetefing of the Sovermaenrt'a new Sapage-
sent treining prograz (mentioved in reference), The Faeeutive Directnr
of the CSC highlilghted the patiopsl impertense attached io this yrozran
vy egrrsenting on the President's degire o ingrove mansserisl effective-
cess in the Tedernl ferviea, In this regard, he mentioued the current
emphasis placed wpon ixnlamentation of tae FPaieral Suldelines on fzeculive
neyelopment and eited the appointzant of ¥r. 48k es the nev Director.
3B - @ person viose interest in eftective aanagement, wmenagesent by
spiectives, and productivity is well Bpewa. CIA will have an opportunily
soon to corsnt on specific aspacts of the Comxissisn propesal. Inm tha
seanptize. the roperal thrust snd applicabliity of the proposal o this
Apency are sufficiently £irs to werrant a reviaw of euwrrent mansgenent
teaining spprosches iz order 43 ingure they ars in pubstautiel BOEOTE .

2. Prior to devisizg an expanded wensgement and exesutive training
syaten, the U5C exemined Lhe Fadaral training scene and stadied the stizl-
netes of managerinl elfectiveness. 1t found the vast majority of Pedersl

axecutives aod manasers have pesshad tueir present positions vis the Bupar-

visor or apesisglist route. Litkje sansgenent trainisg is z3

T

immediately pricr te beconing TAnAcars {deseribed ix L5C g%

15 Grades 04 12-15). sud only sbout two snd one balf days of trainiez 18

e 7

snoally viven t¢ ipeumbent Tanagers, The CEL atseovered that improvenentd

355 needed 1 wout ereas of menagewmest: [rogran developnent , Liplesenie~
+ieom and evalustion, resourcs manacenent, somsunieations spdilse, ete, A
ey point of the IAS presentation is ihe Camaiasion's welief that traicias
15 sarticularly needed nt the transitional points of an officor’s devslop-
ment . aenely, swpervisor to neuager, sanager to 2 Righer level of menpasor,
aud mangzer %o sxscutive. For s summery of tha aallesnt features and
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otisetives of the Commission's nansgement and executive tralniag propo-
sul, see Tad A, 7This tsd also contalns a listing of the moot essontial
sttributes gharacteristie of effective performance by executives snd

A demanagers, end 1t susmerizer principal sress of needed improvesent.

2, The Commission’s proposal is probebly the most important state-
rent on wansgement training vithiam the dsecade. It provides a valuable
mide for oxsmiming current Agerey plans and sctions to Iimprove personal
manayenment By the more sffective utilisation of traiaing rescurces for
nerasonal development. A resding of CEC objectives and raconmendstions
Jiscloses the Agency i independently pursuing u course correlating cloaely
with Federal recomeniations. The Commisaion's emphasis upon menagesent
srafnizg at the transitiocnsl steges, vhen esployees beeome mapagers, higher
level mmungzers or executives, dovetalls with the Agency's inerosesed re-
ifsBee WoonR ecre courses at differemt carser levels. The dlversity and
expellence of the Ageney's skills, component, exterzsl, and foreign lan-
image training prograss easily mest Federsl objectives for the comtimging
adusation of officers in mesnagerisl roles. ¥With respeet to the Jovern-
aant's overslil objettive to fwprove managzement by improving menagers,
tratining proposals mow belnz studiesd or lmplemented in the Agemcy should
significently strangthen the conmeotion between trsinipg and persosal de-
velopeent and provide a eloser correlstion between semior Joks and the
training that ineumdents should have t0 hold tham.

L, Although Azaacy odjectives and efforts alresdy egusl or sxeeed
the Federal proposal, thesw Lo s spparest gxp in o waoagevewt awd
evspative traininz progran demerviung further sattention: nasely; the seed
for a sagrehmaive snd izteusive manegesant treining ceurse for officers
hednz greonsd for Draned level o exocutive positicms. The desirabdility
st seeh m gourse iz supported by the Tisdings of the UBC in its stady of
requiresments for menagerisl effectiveness. Tt woald alse comstitute an
appropriate respoase to the Federal Ouidelines on Executive Devalopment
thet urge the sffective use of training resources in order to betler pre-
naze officers in Orades GF 13-15 for futura positions of executive respon—
sibility.

5, The Office of Traiming and the Office of Personnel heve advanecel
zizilsr sugpestions for s pév tcurse that would festure mansgsmect prinel-
ples snd applicstions yarticulerly releveant for officers at or nesr the
bransh chiel level. Altheugh the proposals of cur offlicers were inde-
sendently eonceived, spesifie differances are of less consequence than
siziimrities in the oblectivas and purposes to be served; and I perceive
po significant provlese in reconeiling our rezpective interests, A re-
eanitulation of hoth sugpestions follovws:

2. Is:elition to resommending the iscerporation of certain
alements of smagenent training in seme of the core courses and ad-
voeating lesdershin conferences for exeeutives, ths Directer of
Tegtrine indirated there s merit in exploring the need for o
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mpagenent traicing course desizned specificslly far branch eldels.
Hp se¥nowiedged the diff{ealty of developlng a course partinent to
the operations of nll Ageney Yraaches Tat sxpressedl his Dellefl ther:
is logie im the fdesn, since the branch is a Xey ormanirational unit
end i the leval at whick szeeutives begin to emerze. T rosognised
the potestisl of such & course for executive Sevelopmems. The
tirestor of Training proposed that the Soard of Visiters axanine the
question whether responsibilities for wenaging & drazch can be wmore
e?Teotively snd quickly learnsd through a trainiag course or through
reliswse on precedent and om~the-Job experience.

k. In order tc implemeat the Federal Cuidelines on Exesutive
Savelopment, 1 recomsenied sonsiderwtion of & mimagewent spplications
course for cendidstes sslected for executive developmert. The idea
wai sontelned ig the BD propossl, Torwarded to you end the Deputies,
and 1% was referred to in omr report to the CSC ss a possible meana
of training pre-sxscutive candidates. As visualized at that tine, it
would congint of s seriss of managewent situstious and appifestions,
confronting executlives and U5-15 officers {(i.e., brauch or divislon
chiefs). The proposal was based upon the conviction that these levels
sre whers » wide range of mansgerisl responsibilities ars canterel.
Although many jre-executives have bad some menagement trainiag, the
serior and executive threskholds are eritical times %o aequire a sub-
stantial understaniing of mensgement principles and applieatioms.
Some coverage of management principles probably would be sppropriate,
tat principal esphasis should be pleced upon management roles and
situations a8 they are experiemced and applied on the jJob. Presuzadly,
top mansgensnt officials and Agency speeisliets would de ealled upon
to participste in or leal the discussion workshops, and generous use
would be made of ease studles and known prodlems. (The term “mesage-
mewt applications cowrse’ as used harein, highlights the conaept of
jot~relatedness. )

£, Although it might be afvantageous to use the Noard of Visitors
in deternising specific fentures of & course applicadle to bronch chiefs
and eandidates for executive development, I beliewe 1t wordld he helpfal to
follew your suzgestion that the Deputies initially consider the elenenis
of a eourse st the Mrageh chief level. Thueir genersl reaction and perscnal
suszestions could guide subsegquent sctions Ly OTR, 0P, the Board of Visitors
and apy others soncerned. To facilitate consideration by the Deputies, 1
have sttached, iz Ted B, a list of possidle topics that could serve st =
starter list for afditions snd delstions by the Deputies.

Hxrry B, Fisher
Hirector of Personnel

Attt 7
43 Stated
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SUMMARY OF CSC PROPOSAL FOR EXECUTIVE AND MANAGEMENT TRAINING

Entry level training for new managers,

8.

'b.

3300 employees moving annuelly from supervisory or specialty
positions to manager Jobs.

Curriculum to focus on program mansgement and managerial role.
Presumably, traditional introduction to management, involving
theories, functions and styles, would be provided in a learning
situation probably utilizing simulation exercises.

Course timing and duration: eight weeks; to be taken within six
months after asppointment.

Training for menagers appointed to higher level managerisl positions.

a.

"b.

c‘

2700 managers moving annually to higher level menagerial posi-
tions. '

Since trainees in this group are already experienced managers,
emphasis would be on contimued training and education. Specific
course content not yet determined; would be programmed to further
sharpen managerial skills and techniques,. especially in areas of
needed improvement as shown in CSC's survey.

Course timing and duration: +three weeks.

Entry level executive training.

8.

b.

C.

720 managers moving annually into executive positions.

Course content would be oriented towards progrem msnagement con-
cepts and attributes relative to policy formulation and execution.
Training would assist officers to lessen their preoccupation with
their previous manesgerial jobs and identify with a higher order

of program management and policy issues. Commission studies of
essential executive attributes indicate the necessity of provid-
ing an integrated learning structure to avoid consideration of
management subjects as isolated units. The Commission advocates
a methodology of executive training that would insure maximum
participation in practical work situations with minimum time de-
voted to informational inputs or outputs. The CSC proposal would
stress relevancy of training experience to learner needs; use of
learners as training resources and acceptance of responsibility
of learning by the learners. Practical orientation would be accom-
plished through simulations and gaming as much as possible to
achieve involvement, motivation for learning and reproduction of
real office situations.

Course timing and duration: eight weeks; to be taken within twelve
months after appointment.
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k. Continuing education for balance of incumbent menagers and executives.

a. 50 to 60,000 incumbents whose positions do not change within a
given year. 3

r

b. Course content would deal with substentive program management,
e.g., agriculture; functional management, e.g., data processing;
manggement tools and techniques, e.g., manpower forecasting; in-
house training, e.g., Agency operating procedures; and personsl
and interpersonal skills.

¢. Course timing and duration: wminimum of one week; to be taken
annually.
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SUMMARY OF FACTORS CONTRIBUTING TO MANAGERAL FFFECTIVENESS *

I. Most Essential Attributes:

Executives Mid-Mansagers
1. Delegates authority; accepts 1. Correctly defines problems
consequences 2. Recognizes when a problem exists
2. Recognizes when a problem exists 3. Determines advantages and dis-
3. Inspires loyalty/confidence advantages or alternative actions
L, Selects snd uses information in L, Selects and uses information in
decision-making decision-making
5. Determines sdvantages and dis- 5. Effectively uses manpower
advantages of alternative sctions 6. Acts decisively
6. Effectively uses manpower T. Orally communicates effectively
T. Correctly defines problems 8. Effectively works with superiors
8. Acts decisively
II. Attributes in Need of Improvement:
Executives Mid-Managers
l. Listens effectively 1. Effectively trains and develops
2. Estaeblishes effective work teams subordinates
3. Effectively develops and trains 2. Analyzes complex problems or issues
subordinates 3. Channels creativity of subordinates
k. Measures progress toward object- 4, Can express ideas in writing
ives 5. Can personally spply management
5. Analyzes complex problems and 6. Establish effective working teams
lssues T. Has knowledge of mansgement science
6. Establishes objectives - techniques to make judgments
T. Adjusts to new situations 8. Effectively uses manpower resources
8. Recognizes potential impact of

change on Agency's public

¥ A sample of 52 top government executives, GS-18 and above, were asked,

in interviews, to rank the relative importance of a long list of managerial
factors developed from literature and research. Six hundred executives in
Grades GS5-17 and GS-16 were asked to make the same rankings for mid-managers
reporting to them (28L responded).
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LIST OF POSSIBLE SITUATIONAL TOPICS
IN MANAGEMENT APPLICATIONS COURSE

How to write objectives, implement them, and monitor them (with partlcular
reference to outputs that are more qualitative than quantitative).

How to establish and monitor performance standards for evaluating orgeniza-
tiongl effectiveness and productivity.

How to prepare a budget.
How to prepare a Progrem Call.

How to solve problems and use selected information in mak1ng;dec151ono
(including reference to the theory of dec131on—mak1ng)

How to effectively use one's time as s manager {doing versus managing).

How to function effectively in a group (negotiating; acceptability within
the group).

How to perceive variable impacts of management decisions emong different
elements of sn organization.
)

How to lessen one's preoccupation with mid-manager roles and assure a new
and broader swareness of overall responsibilities as an executive.

How to employ the systems approach to management, in preference to handling
individual cases (interactive and integrative).

How to perceive and deal with conflict (organlzatlonal stereotypes, compart-
mentetion; coordination, etc. ).

How to challenge and recognize the achievement of employees (satisfiers/
dissatisfiers; sensitivity to employee attitudes; stimulation of employee
creativity). Discussion should include reference to psychological studies
pertaining to the relationships among motivation, effort, rewards and per-
formance.

How to identify promising employees and executive prospects.

How to plan and implement personsl executive developmental programs in
relation to future requirements.

How to more effectively communicate organizational objectives and actions
to subordinetes throughout lower echelons.
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How to evaluate the performance of employees; how to stimulate their pro-
ductivity and responsiveness to organizational objectives; and how to
coach them on ways to improve their performance,

How to improve equal opportunity programs within Operating Offices and Career
Services.

How to handle disciplinary cases and problems of unsatisfactory performance;
alcoholism and dangerous drugs. ‘

How to utilize reports and computer informstion in achieving managerisl ob-~
Jectives (variance reporting; management by exception; obtaining feedback;
post-suditing).

How to establish change and realign positions, grade structures, and tables
or organization.

How to effectively utilize personal controls, such as average grade, CSGA,
and FRA's in managing.

How to better guage relative program priorities and relate future program
" needs to available money and human resources,

How to more effectively match people and jobs (job enrichment; avoid over-
hiring of skills, misutilization, underutilization).

How to apply OD concepts and techniques to the managémént of an office.
How to listen more effectively. |

How to engage in long-range planning and find the timé to do it.

How to improve leadership skills.

How to identify, early, employees with executive potential,
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