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Mid coveer 3t 39

Results of Team Exercises on the
First Two Days in Residence :
Baary 1414 STATINTL

P
Two team exerclses were }ogduct;&; ona dealt with ®Midcarserist
- Obstacles,” and the other deslt with MAgency Problems.® The purposes
of each were stated in the Course Schadule. , '

Following is an wnedited summary of the regults of team deliberations
in each of the exercises. Basically, the teams were asked to formilate
their own statements of the problems, and then to develop their sugges-
tions for solutions, or approaches to solutions. These are reproduced
hers in note form as received from the various teams.

Midcargerist Obstacleg

Problem 13 Concentration by individuals on day-to-day duties causes them
to lose sight of overall objectives. '

Responses Office of Training should arrangs mors seminars, gusst epesker
programs, etec. to spread the word of what the Agency's overall ob-
jectives are. Second-hand information is sometimes ... (tha
remainder is misging). : S
Make certain that peopls get into the best possible job glots con-

. gdstent with thelr telents. For exampls, establish in DD/O & pro-
fessional desk officer corps and a professional operational 62ficor
gorps. Throughout the Agency meke higher glots available to the
competent senior enalynts who are not eut out to be eupervisors
but who now mist undertske management chores in order to get the

hi@e_r grades,

Problem 2: How should the career service make known to marginal employees
" their shortcomings and lack of perffmmsnce early emough in their
earcer to allow the person to adopt career alternatives? How can
end when should the Agmey begin identifying these marginal em-

ployeas? _

Response: The first line supervisor should have the guts to tell the
" persen hs is in the wrong place and actually force the person into
* ‘somsthing else. Too often he is carried alang gotting a few grade
~ promotions until he has been kept on so long that he has no chances
for mobility left., Winds up hurting the organiszation and himgolf,

Realistically carry cut personnel programs such as that operating
in TSD where the lowsst 10¢ are informedithat they have eme year
4o shepe up or they will be elinminated. Conferences between
gupervigor and employee must be held as early on as possible and
solutions proposed to slleviate the problems.
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:hnnkings Imown to individuals instead of swasping them under
8 TUZ.

Alternative ideass Establish an underachievers courso for marginal
types which would act something like remodisl courses glven
in schools, with the thought that it could possibly %save®
a paroentage of these types.

Over the years OTR has probably been exposed only to Agency

employess who are doing reagonably well in their careerg--

Midcareer Course, Advanced Intelligence Courso, Senior Seminar,

;:o. It should prove beneficial to OTR and to thoge who are
odurse.,

J. Perceived obstacle (stated in the two following ways): What staps
arebeingtakentoallownnnplayeatoadmcanpthe@
ladder (above G5-14) as a substantive specialist and not only
a8 a manager/administrator?

Promotional ceiling unless moved in managerial position,

Raspanse:
I. Steps to increase cpportunity for eubstantive speoialist
to edvance bayand the GS-14 level.

A. Creats a "two-track® system which would provide the
opportunity to rise within the eubstentive renks to the
G5-15 or G3-16 leval, even in cases vhere administrators
dimetingﬂxiauorkmightheatalmrgmda level,

B. Roduco tho sime of the current mrmagement structure to
perrit allocation of higher grades in the area of sbb-
stantive soccialista.

Posribilities:

1. Mako the deputy division chiefs (or deputy brench
chiefs in larger organisatioma) a substentive Job,
ellocated with the mderstanding that the deputy

2. Altematively, croato high-grads Pspecial aseistante
glots evailable to exceptional analysts who ara rot
inclined toward the edwinigstrative role. (Currently,
such glote ara used cither to provide lower grads
levels identified as having *memagorial potentialn
vith exposhrs to diviaden end officH lovel mempronents
or, as a "holding positiom® for higher grade ex-ponacors
vith nowhere to g».)
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If[, Questions Is it officient fon tho Aroneyio point of view to incti.
tute rendatory age €0 rotircmen(?

- Respcnse: No. Primary (rezson?)—Inofficiency crcated by hengang”
c2, Iocesplty for cn~roing Ascney. Production of InddFiduesl
affocted, Do not crestoe waves with emy new #deas,

Cthor factors/questiocn changs, _

L. Ovorall mendatory rotirement age of 60,

2. Voluntary carlier ags with no penalty-—-suggest 50 years with
25 yoars sorvicoe, £0 years with 20 years gorvico, including
9 yoars ovorssas, with 10 years minimum Agency employmend,

3. Opportunities to retum undor eontract. :

4o Nocd of differing requiremonts for various offlcera
Differcnesss DDT~-no overseas; DDO--with ovorseas. »

3. RIF 13 a factor, howover not condidered undor rotirement-—
orgenizations oliminating ecross board.

6. Lengthening probationary porioed to botter assess career
potential of individual; ono paried suggaested was 10 years,

£+ Problems Bureaucratio inertla, together with overlepping charters
creates a static situaiion, ,

Rosponses There is indeed empire protection end thors is sems
Justificatlon to the charge that we ars near-gighted in pur
chbjectivos, Howover, raorganization is in progress end rmch
of the rore mesningleass cvorlepping is disappearing. MBO -
is a form of vieblo solntion end may, if kept in perspactive,
bo a real help, Tio nerd to ereats a more ferosg-forbilizedn
caso ofliesr,..tho gencralized epocialist or the speclolizcd
gencrelist, is reeognircd, crd the development sciemtiod
vith A.B. approciation end the A.B. with scientifie epprocio-
tion, is in progress. ‘The pemel felt that vhers in tho DDT
and the DD?&Y there erxdsts more overlapping, this wea a reason-
ebly sound chack end boliemes, In coneluaicn, vhen 3% bocormos
nocessary to move or eclve, we will not sib and stew, bub
ctand wp, Light, and if absolutely necsseary, kill. Sorn
errs mush, however, ba veed in moving too erdftly s 0 o ood
programs have baca destrayed for lack of a cufflelenidy
voeal or litorats defender. :

é, Problems How cen the Apeney recover the epirlt tHetBoeney hed pz‘iO:i‘.
to tho problers encountared in the 1$70%s?

Iosponsas Grented thero may ™4 s problem emd i%'s not Juot in the
peried of the 1970's. Tha pomel assumas thoe thorn end emr
of tho problerma is morals, esprit do corps, public relablons
stomring from (a) Sehlesingor, (b) the Juna 172 DIP, end (c)
tho Mbdrgato efbormith. Tha prchlom es poon by tho peagl
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howavor, ,48 not as bleck or gloomy as the question sesms to
ruggost. Morale iem't all that bad. GCranted, wo took Holy
Tous end tho 1liks vhon we entercd this Order, and to heove a
particularly distasteful Moncychangor eater tho temple only

to Mepeneo desecrations is painful, but bo's gonme, and ecr
¢? tho chenges that have rosulted are for the bettor. Another
cdjunct to the questicn may be "Ia William Colby the right mon
for tho job?? iHth but one or two exceptlicns, 1t appears

w2 aro on track, end many of tho changes that heve been created
era going to solvs soms of the problems we are all complainiAg
ebout. It is not eimply a one-tims pollcy, however. The
chenpas will have to be continually refined. MO is a dam
good vehicle for this. As to RIF's, the pemel would be happy
to start a 1list, not a short ono, either, if the June 74
ratirements are going to ba insufficient and wo need to do

this apnin., The point is, wd have to do it continuonsly—

not allowing a orm tdobb trapped with 4 collego-aged children
at aps 55, or whatever. Far earlier in a career, determinations
mst be made. Thbotimes havo changed, also. The world im't
as filled with clarity——doubts are more prevalent. Morals

1s relevant to our times, and todsy camnot bs comparcd with
0°8. It is not that bad, and thoss who will make it botter
are us. By being responsive and insistént on our professional-
jgm end compotence. We stlll have a uniqueness.

[,,,, Porceived obstacle: Managemant by Indireoction Problem, Lack of
personnel development, career guldancs. Job assignment fro-
quently mors happenstanca then the result of eny plem. A
common feeling by individuals that they are drifting—the
rocult is too often low morale.

Recponsos Cbservations om personnel guidance, career development,
end job assignments.

A. Key factor underlying all declisions: A frank evaluation

of an individual's performance and potentiel reflected
to him in his fitness raports, particulerly to give him
en accurate idea of whoro management sees him among his
pGOrS.

B. To make the job descriptions/letters of instruction against
vhich performencs is rated meaningful, the individual
chould have & review—or drafting—responsibility, with
periecdic updating.

C. Trainine progroms often appear hephazerd.

ILLEGIB
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Notes The following cams frcm team meimbers! notes, end presumably
was in response to the previocusly stated obstacle (on p. 4),
but apparently becams physically detached from the matorial
on p. 43

It is unreal to offer en excuse that the individual "eennob
- ba gpared® from the offica. :

C. {see p. 4)

3. A plenned program of training for those showing managerial
potential; a seperate program of training to emhance the
capabilities of the individual in this speclalty.

4e Individual ought to have a means of actively seeking
chengo within, or without, his orgenization without
the stigma often attached to expressed or implied dig-
satisfaction, Seek counsel without “making waves.®”

Greater opportunity for rotational tours,

Establishmant of goals for the individual, with en
attempt to structure job assignments to provids increased
capabilities to achleve these goals, -

Got out of the pattern of heing "frozen“ into jobs.

Z Percelved obstacle: Fitness reports.

Responsas
A. Open con ep'b--The individuel being rated should ses ths cntire
repors, FPasing officerts comments will be moderated es a
recult,

B, Comnmise—A specific section should be included in the

TEPOrG ; form for a lieting of "woak® gkills or chamcﬁeriéticm

. Ca Pate the_gyyervisor—éome gystem of feeding back to the
eupervisor how ho is geen end vhat are his strengths erd
wenlmogses as secn by his subordinates.

Do Position v »ﬁth&grada—ﬂmg tne’s poors or grade level,
c2e'o positicn ehould be rovetled; es a minlmm, dom o
which third of the total ona has been rated into,

- E. Iragk opntion--Rather then force specialists into management,
ead a5 tho samn ima, lose the technical expertise, provide
premium or professional pey with the need for grade pro-
motions eléminated,

F. grobatiogﬁtenure—-?mvide for early selection out—with
~ tenura guaranteeing rotirement after probatien.

G. Poor group svaluation—sSomshows
Approvedt ; rcmopammmmm
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S/ Perceived obstacle: Inefficiency and poor cammmicationy,dus to
physical separation of buildings.

Rospenses Obvious solution (getting everybody into the sems butlding)
is pot possiblo for meny reasons. Still doesn't eolve tho
problen, sinee buildings would be too big, emd thers is etill
tha problem of interagency commmication. Taerofors, simply
raximise whatevor posnibilities there aro for cormo, (Sce
the following two perceived obstacles end responses).

Perceived obstacle: Limited opportmmities for informal oommmicatien,

-~

Desponses Informal commo a fimetion of people and offices. It's
very good some places and poo# ®lsewhere., Start by training
people to "use" informal system from their first day. Make
cuparvigors know that they are responsible for helping their
employees to grow end develop within the Agemcy.

|7 Porceived obstacles Compartmentalisation stifling commo between
cormbnentés

Respanse: Compartmentalization and commo obstacles are
by competent professiomala. Bvery supervisor must prorote
broad exposure for their paopls and themselves. Absolutely
a must for 12-1/ grades.

All this suggests that services of OTR be easily availsbls to
components €3 a meens of gotting "all interested parties®
togothor in a constructive environmont to roplacs ecormomcnts!

dry briefings.

'] Perceived cbstacle: Docisions made on actions for political ressons
- insteed of intellipence needs or tochniecal feasibility.

Responsas We made a distinction botwoen thie t¥pe of problem om
tho personal levcl and on the Agency level, In tho former
€223, W3 really era pot talking chout enything peculiex to CIA,
bt rather tha wry things ars in all humen ingtitutions,
Thors ara tires vhien the individual will have to have the
fortituly to stend on end ba comted, to bo a withess to tho
truth d2onito contrery prosourss fionm his boss, who poy hevo
politiecal renmons for wenting a certain alent givem to a ciudy
c gugeostion, oo roport. AL tho Agency lovwsl, thore aleo havo
been exd will eontinue to be ococasions vhem CIAts estimtes
oz repozts ¢o not jibs with tho popition of encther govornmont
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apency, the Congress, cr tho Propident, If wo ora going to '
doal with tho tough lsenos in tho future, there wlll ecitnl: nlsr
ko rovo eitvaticns (such o3 wo have hod with 8cvlst miselline "

Lixdines org politically mnalatc«.blo for poma irporichl p‘,_
cr gzoup, end the tendency vill ko Lo tho Amnw to eunlile
goma form of rotrituticn.  Yob, looking to the future, 7 RaTe
principal contributicn to I\waric.m aocicty ey woll b2 49
111l proporly end fearlensly 1ts role as em cobjeective ond
informed obsorver withoub a partisen ex2 to grind oo major
lssues affecting the expenditurs or saving of billiems cf
dollars—-and possibly even our survival in the nucloar eaga.
W2 also should bs prudent encush to avold mmecessary confrento-

tiom, emd wo shou™d mot pursvs martyrdem, bub rather, 1lils

w do everything wo con to gort cub lssucs end
cla matters until the moment of truth arrivea, exd wo
era forced to lay it on the lina.

/ ~ Percoived obstacles We have all been told different moenings of the

Mdearcor Course. Apperently dlfferent Directorates end
divisions use the courso for differont purposes. Waat ghould
8slection to Midecareer Course moon to us? . '

Regponsa: Again, we found curselvea making a basla distinﬁtion- botwemn

the intrinsic dividends of attending erd particlpabing in tho
couras, and the carcor imlicaticns of abtendencs., U2 erms* e |
thal tho formor brnefits, vwhich involve broadening of

gpectivo, eg woll es lerrning vhora the Ascney stonds tcﬂay,, both
in torms of its mispicn end its sbructure; ere renlly tho rocoh
Immortent, el ars eveileblso to cach o u"cnt ropordless of
cuch eonsidoraticms e promotion, oz tho liks@ iha earoc:
irmmlications ors botter kmovm to each individual, vho elcno
em pneess whoro he stends, end whoro ko is poing brreencratic-
£lly., Soma bossag do think of this course in terms of corcer
developmont, bud there is no wmiformity cn this matler by o7

‘mrng, Only thres of the eless (In o ghow of hsnf‘ia) hed oveny

baen told wby thay had been ecat o Mdearoer. M-:ag in fast,
brd baen told by their boge that thoy ghould not thin® of t-?z':t“:a
£olves es memhara of e elila by tholir golestion to Mldesreom,
Thmas, g0 long as w3 do rot doluls cvweolves into thinliing

tha mors abtcndmmes in primary, ond insteed eonrocioho i
foet that tho benefits will ba poro ing ﬁgﬁ‘iﬁl@ them eanercha,
e2d mora ralated o whed vy puh into 14 thon Co vhel wo wilD

- Comive by passive attordames, Midearcer willl ba offcobivo end

vorthuhila,
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Aremey problers

Porceived problems what can be done about the lesking of clasecificd
info to tha presa?

~ Paspemsos All lesks socm to be politically motivated. An axe to
rind, or roney involved. It is mot poseibls to control othor
cgeneles., The bost we can hope for is to sst the record streirhi
in somg cases by en vnattributable source.

Perceived problem: (stated in two ways) How does the Agency maintain
its obJectivity imder pressurs from the Offico of ths Presidcat
to conform to Adnministration policy?

How do we avoid the politiclzation of the Agaoncy? Do wo hevo
a wey to ensure that the Agency 1s never suckercd into domostio
politieal affairn?

Response: A DCI with integrity is the only answer to maintaining
ohjoctivity., This wonld then inspire the people vmder him
to point out problems. The DCI or DDCI {(at least cno) ehould
ba a professional.. If the DCI is non-pro, tha DICI ehould to
a civiliem pro, not necessarily military, emd solected by U5IB.
It would be best for the DCI to have direct access to ths
Prosident.

Somra type of CIA quarterly professional journal—a type of

intermal or wnofficial journal to reach tho individual ernlcyos.

about integritys

a. OUmgrescional attitudes.

b. ccplain to crployees cn a general level current intellig-men
aifferconees,

Uza CIA emnloyoen a3 PR mon by keeping them informsd so thry
c¢on inform othern.

¥rits a treatise of detalled description by a woll Imowa author
t5 c™lain ths irportencs of maintaining ths Inteprity of tho
Intollimenes produot in a politieal atrosphera.in professional
Joenrmeln to knouledgeatle (text miseing),

Produce a sterile version of political and economic CIA studles

end maks thom evcilable to Congress end public to get them
evera of CIA product as finished intelligomea.
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JQPercéimd ‘p:;oblem_' (atated in threo related ways)s Showld 4 PR eore
palen b directed primarily at tho Congress or the public? R

How can the Ageéley improve ita image before Gongross end thy
public, end "logitimicizma® (ale) 4%s imass in the futuro?

How would CIA improve relations with Congress? Should CIA
try to diroet some of ifs products %o Congress as a samplo
of our cutstanding work? : '

- Responaos Rasponsibility to public--Agency has no specific PR
responsibilities to “grass roots” public. To attempt such o
corpalgn would probably result only in embarassment or Fiorcot
imaga, Such things es sppasring on Moot the Press would bo
dotrimentel, Contacts should bo mado to public throvsh pro-
fossicnal, soclal, and comrumity orgenizations as woll es
rceognizing tho responsibilities of each individusl stafl
erpleyes to othors in thoe commmity cn a "one-for-ocne® basis,
Individual steff employces chould beeoms less sensitive to
porscnally dirocted dercpatory romorks, In mosh caces, thess
arc mads only in jest for Pghock valus,.t .

Bosponsibility to Conereng—It is felt that eny ettempt to
ingivenes Haite Honnioprraomnel during the remainder of the
current edministration would be of 1iftls or no valus. Tha

- quostion was ralsed as to whother the irage ‘of the Aroney In
ths cyos of Congross £3 really that bad, The best momms cf
reinteining a favorable image with Congress is via a cuperier
end product. Perhaps mors could bs dens o selactively rolcaen
documents diractly to Consress, Howover, it ghould bs realized -
that Congressts basle gonl is very politieally influencod—
to achieve ro-alection, Tho statom~nt wag medo that the o2l
of ths Asency is nob necescarily to protect ecoerots, bus to
protest gources of information end ralatod relationchips,

4 good relationship with tho press conld ba cnheneed throuch
ddentifying a linlted nutber of cympathotic néwsmen, A singlo

Aponey pareon such es Mr. Thuermsr is edequate to regulats

i

pross roleases end related sctiviities.

Conclugion--PR could bs hast defined as Professional Relaticns
raer thon Publis Relations. Curw performenco end inara in
dircctly rolated 4o tho quality of product produesd, Inereased
Internal commmileation batuzen Ascncy commoncabisis ag rmich

o ©or3 needed es is oxteomal public rolaticns to the gencral
imaricon publie,

;/ Porcolved problems Increased ¢oordination of reports with other
merrbors of tho IC makes for o watorod-dowm product. (Other
zorbers of the IC have vested interosta, euch os ealling a
Soviet SAM en AEM to Justify budgot eppropricticns,)

Responsoas Lot each group submit tholr estimate snd supporting data.
ApproveF £t Heeldasedn 00406+t CiARDORB0AB0BOBABAAIONNZE0A -3
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Rosponse (cont.) Closer combination (sic) of ths intellipemce
cormunity,

ICI assumes in reality his central positiom.

_( Percoived problems Will MBO cause a continuation of the "numbers
game® rather than bringing about en improvement in the quality
cf our product?

Responses Probably remain the same. Starting with Colby and filtoring
down, the emphasis should be on ity. Domeaty with ourpalvng,
Sotting pocd obingtives (reallstlc). MBO is Jvst a monagomn
tnchniouas can bo migused,

&6 Porecotved problems How can the Agency becoms more of a working wmit?
For instanca, the snalyst vis-a-vis the opserations he reports,
DD3&T via-a-vis DDO?

Responso: The need~to-imow principle is over-emphagized. This &9
part of tho fragmmmiation problem in the Asency. To do your
Job wo necd peopla to understand the problems from baginning
to end. Alley fears that cme's job is going to be pre-emmicd,
Ston protecting emplires by Snecial Access gocurity. Thoro
ILLEGIB 31~ Jercs Dord in Acney pernonnol,

7 Percoived problem: Is ths CIA intelligoncs preduct relevent, timsly,
end saticfastory for tho 1970's?

Pacponcas Is relevent, but chenpges must eontinue to bacoms mors so
end chrngos with noods chempgy (sie). (Prosumably, this moans
tn sy that tho preduct mes chenpe with chenging nec?s.)
Arcncy mist move o predicting the intelligoncs needs of
natlcn end not only reacting to cltuti?’a. World redols necd
t5 Drocoms a largo> part of cur mothodolory. Iotolliromes i
ten formomteld e i not Integrated to form a echoalive model
fer prefictivo purposes.

Y Percoived problens Tha Arency has been too occupied with militery
intallircney (eonmting missiles); how eem it altor this
cituaticn?

Reeponpos Croup does not heve background to know what areas are
toing (Yot missing).
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[©  Dorecived problems How cen the DPO changs in ths near ond intormade
latae fubure teo catiefy +ha rore pbtringent requlremonts beoing

plaeed vpon it

Pacpongos Tho changna themselves will be dictated by the roquircmoming
8. Iewo? pooplo.
be Sharpor focng of targ,stinﬂo
¢o Trondlor use of easa officors.
do Dottor wdorstanding of areas end political dmeries.

lr Porceived problem (stated in threo related weys): A majer conecy
' - of ghrdents, Crpltal Fill, end accdemic libaorels, g tha’ {ho
Areney vill booomo en “'1‘?:01’:1’:1 goervity amcncy. Tow con thona
coneorns o edleyed?

Vhat kind of imga s?zom " try to projoc‘t ina pu?:-lio relntiona
cormalm?

Fow emm CIA build a domastic eonstituency?

Rosponnas Gonelusicna.-All arres therca io a noecd for building o
p?ﬂi‘i‘l;‘:’! congozuchive imama of ths Acency. 12 gocla €0 o
in trovhlo vilh ths Adminictratien, tho pross, and Perh_dg;s, _

tha peonlo. Tho coagoingm clferd of Me, Colby ond others o
veo Comerons i a lovdeldo oo end ghould ba ecntinued,

Prhlic cluenblon-—a prass-roots campalm to canlain why tha
victo ol vhad its chleehiven orse.

“, 0 ““Mjm ishin tho Arzacys 1 havo gomo

STATINTL
diva gnokormen Sen tha Artaey A€ dhey bo oo molivet<d,

RN o," lm a% ene=-tll-lmom ol romposted povhos
An willing end ehlo 0 talo v ths
. R """l foo 'Uv\ faﬁﬁ'nc"'r Vi -’ﬂ-V:’i.{} -Lh.)
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