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SENIOR MARAGEMENT SEMINAR - DIRECTOR'S MEETING
17 October 1960
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AL SRG CLASE

1. Mr. Baird indlcated that the purpose of the meeting was to
arrive at some tentative conclusions, admittedly early in the game,
concerning the value of the Seminer to the participants.

2, Hopened the discussion by stating that, as a man
coming to the Seminar almost directly from an overseas station, he
found that the coverage soc far reflected a diraect parallel with _
Probleme overseas. He also felt that the principles of management were!
the same in the cases we have studied and in the actual situations with
vhich he is familiar and that failure to observe these principles
produces the same unfortunate results. He alse cited the value of an
intellectual exercise free of the day-to-day problems of the jJob.

3. Mr. Dulles asked if I cou1d be more precise in
deecribing specific veys in which the Seminar would be of help on the
Job.
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L. M responded that the points which came immedistely to

mind vere the dangers inherent in failure to commit time to training; !M"a
hasty decisions; wesk communicetions, both upvard and dowmward; poor 1L 0 ]
timing in both planning end action, and too much attention and pressure 2. °
in the sphere of one's own office with the regulting failure to pay : 5;55
attention to the other members of the tesam. 'O.i &3 E
o ned ’
5. Mr. Dulles cited the problem of hsavy csble traffic and the m UE
resultant demends on his tims, and wondered whether anything in the OE &

Seminar hed given anyone u lead as to hov toc get people to concentrate
on essentials and reduce the smount of writing which they do. He stated,
"I'1ll almost alvays read two pages.” Mr. Baird asked to
reply to this one and I reminisced a bit sbou onel White's
ramarks in the Agency Management Course to the effect that one should
apend the Govermment's dollars as if they were one's own. m
continued with some generslities about the value of attention objects
such as organlgstion, leedership, morale, etc., stc. Mr. Dullees then
posed another of his problema to wit, extensive use of cryptonymms.
I o-1¢ thet he thought we were making progress on this. After
a8 short amount of by-play, this subject vas discontinued.

6. Mr. Baird directed a Question® Mr. Carey, asking vhether ve
should put on this course agiin and if so, whom would he, Mr. Cerey,
send. Mr. Cerey ansvered that he has learned a lot about rationalization;
that he has tremendous pride in 00, and that he now knows we have a lot
of brains elsevhere in the Agency. Mr. Carey said that if Mr. Dulles

would suthorize a nev ceil and permit him to proselyte, Mr. Carey
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would get busy right now. On the seriocus side, Mr. Carey said he

would like to come down agein himself and that the greatest value to
him so fer hes been getting to know the pecple whom he never had a
chance to meet even though he had talked with many of them on the phone.
Mr. Dulles said, in essence, that we don't need a Harverd professor to

accomplish this and then asked vhether Fh&d any ideas
about how we could get our Job done with fewer people.

7. ¥Mr, Baird called on Mr. Garrison for a few remarks and Mr.
Carrison seid that he thought the course was worthwhile, having given
hin added Xnow-hov and, particularly, insights into relstionships,
responsibilities and the way im which ve actually work. Nr. Carriscn
commented favorsbly upon the case method and complimented Profassor

as a teacher, Mr. Garrison also enthusiastically endorsed the
back of the neck” idea.

8. Mr. Dulles asked if ve weré going to get some ideas that might
lesd to & major reorganization. Mr. Baird sald that iz his opinion
Hm’t give us any answers but that it is possible

ansvers o 8 sort might come from members of the Seminar as a
result of the thinking vhich I a2 sade them do,
Colonel White endorsed this position, saying that ve might well got
{dess from the group but not directly from N because this is not
that kind of a course. Colonel White went on to mention the briefings

vhich had been given to I o the latier's reaction to
them., '

9. I ccscented that [N <=52o01s is on
making the organigation that you have work In the way that you want
1t to. [ >elteved that this pert of the course has come
through most strongly. Hence, the direct velue of the course in terms
of effect upon job parformance is difficult to estimete or describe.
However, there is a great velus in the examination of priaciples and
underlying attitudes,

10. Colonel White commented that, in his opinion, there is no
vay to reduce the mamagement art to a check-list, for just as soon as
something begins to take shape, along will come a situation that kmocks
evarything to hell. The primary aim is thinking along sound lines and
not acting in 2 "canned” fashion.

11. [ «xiorsed the velue of association with other
managers avay from the pressures of work and sald that he thought the
value of the Seminar so far lay in the stress on ability to meet
change properly; the careful study of alternatives, and the sensitivity
to proper timing. He tied these observations to the Agency by noting
that ve are constantly facing the need to change direction and esmphasis,
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end the need to react to priorities. PFinally he pointed out the value
of the concept of training in the sease of examples set by decisions
and actions,

12. I 513 that he believed he had profited from
additional insight into problems which will probebly confront him in
his new assignment. He was particularly impressed with the attention
given to the fact that thers is no pet answer to any glven situation.
He also cited as valumble the cross-fertilization ofideas vhich comes
from clogse asscelation among individuals who work in different parts
of the orgenisation.

13. I s>:2 that he wvas struck by the parallels between
the ceses and Agency situationa, particularly in terms of wnderlying
causes. He felt that all thet wvag necassary was to change the names
and the cases could easily have come out of our organiszation. Mr. Dulles
brought up the question of personnel intake philosophy and asked
vhether wve are on the right track. This point 4id not sngender any
significant discussion.

14, Mr. Baird commented that has been impressed
with the caliber of the group. In responss to Mr, Dulles' question
{facetious) regarding vhat other groups [N h-= vorked
with, Mr. Baird descrived the kinds of people vho attend the AMP at
Harvard. Mr. Dulles replied that INEENEEEEEEI=2 tcld him that he,

25X1A5a1 [ wee impressed with both the ability end the sincerity of the
| group.

- 25X1A9a
7BX1A5a1

~ 25X1A9a

15. Mr. Borel, a gradunte of the Harvayd Business School some
years ago, said that he has recognized certain changes in emphasis and
that he approves of the attention devoted to problsms of inter-perscnal
relationships. He said he felt that one of our grestest needs is that
of thinking ahead in an effort to influence the future rather than
aimply reacting to events. Mr. Borel seid he would be very happy to
send s Divisicn Chief fo the course 12 it were held again. He said
he wouid take awvay from the Seminar an understanding of the {mportance
of commmication in all directions; the on-the-job training aspect of
every decision that one makes; the valus of letting someons else make
the decision and learn thervefrom, and the value of more listening and
lesp talking.

16. cormented that he wvas intriguwed by I e formance,
particularly by tha wvay he summarizes and repsats in an effort to get
at the heart of a matter. - sc s2id that he believed the
basis of good administretion s good human relations.

17. Mr. Dulles coomented at some length on ouwr need to keep track

'~ of the things that are apt to become critical and the difficulty of
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doing this vhile wve are so deeply occupied with vhat {s already
happening. He alsc said that he believed that no mmjor recrganisation
will help us in any way and that he is {nclined sgainet any mejor
change or eliminetion of function. He cited three problems which need
attention: (1) csble routing, (2) the fact that those engaged in :
-opératicns tend to forget the intelligence aspect once an sctivity
heocmes cperational and (3) the fact that good security fs desireble
but is not achieved exclusively by withholding information thet should
be disseminated,

25X1A%9a - 15. B indicated that he found the informa) associstion
with other Agency persornel guite veluable; that the case method is
e good device and should be mmde more specifically appropriate to our
Agency, and that he believed edministration and management to be two
different subjects or siills. EHe stated that in the clandestine serviges,
menagemsnt is fer more complex than in any of the cases on vhich ve
25X1A5a1 have worked and that vhet IR s spierently advocating is fairly
, somgonplace administration involving an spproech requiring time vhich
we 4o not have.

19. Colonel White suggested the possibility of each participant's
7 vriting a oase from Mis owa experience. These cssea could then be
= used as the basis for a course like the cne we are nov engaged in.

25X1A%a 20. N 5214 thet this iden sppecled to him and if the

| - course vers more specifically teilored to our needs and the interests

: , of future students vere sufficliently coineident, the effect would
25X1A9a probably be good; mm felt thet there are inevitebly

! too many pressuves to permit say at this time that he definitely
| would be able tc send anyone to a subsequent course.

21. ¥r. Dulles suggested that a "reunton” of the participents at
some indefinite date in the future might produce some valusble
observations, eppraisals, ideas, etc. He retwmed to an earlier point,
clatming that ve have a tenflency to be "misers" with information,
holding on to what we have for so long that vhen it is possidle to
release it no one is any longer interested, being engaged wholly in new
affeirs of the moment, '

22. Mr. Baird said that he would like to have the Inspasctor
Genersl's office consider assigning an experienced man to the Office
of Training for about & yesr to dredge up material and to write cases.

23. Colonel White said in essemce that we are all administratora
but either don't know it or dom't like to adwmit it. He vondered
vhether this idea had rubbed off on any of the Seminar perticipents.

25X1A9a 'There vas a scattered chorus of yeses, sided by I "Demned
- ﬁmﬁ-n
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2k, Mr. Dulles inserted the problem of close supervision in an
effort to prevent wnfortunate incidents such as those wvhich have
heppened to other organizations in the recent pest. Some loose
discussion was hald on this poiat with Mr. Dulles emphasiring the
apparent paradox betweaen the organizationa) requirement snd the necessity
for avoiding overt involvement in the private affalrs of people. Ha
also stated, citing the {1lustration of our nev bullding, that the
human problems sre important.

25, Mr. Baird stated that a wen vho spends 60% of his time on
persormel matters is inevitably neglecting operational responsibvilities
and asked vhether we wvers ready to face thiam problem. Apparently we
arve not for there was very litile discussion on the point.

26. The meeting broke up im e flurry of scotch &s Mr. Dulles departed
in the dark of night, saveral deer having been clesyed from the runway
beforehand.
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