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7 OFFICE OF THE DIRECTOR
. e N Action Memorandum No.
v i Date

21 August 1964

10 :
Deputy Pirector/Support

ATT . Director of Training

SUBJECT
Management Training
REFERENCE:

1. The recent supervisors’ reorientation periods have evoked
considerable questions as to management training. 1 therefore believe it
is incumbent upon us to work out & program for management training with
ppecific courses, internal or external, recommended at various levels;
for sxample, one for gection chiefs, one for branch chiefs, one for division
chiefs, etc. Further, 1 believe we should have 2 basic mpcrvisors‘
course for all individuals when they first enter into a supervisory position,
and I would include as & mandatory requirement that this be for new
employees being brought into pupervisory positions.

2. Could you prepare for me a program for management train- .
ing with indications as to how this will be fitted {nto the program of OTR.

discuss them with a ressonably open mind. Before you commence the
preparation of any report, perhaps we should digcuss the matter.

(signed) Lyman B. Kirkpatrick - |
Lyman B. Kirkpatrick '
Executive Director

SUSPENSE DATE:
LBK:drm SECRET .
Distribution: O&1 - Addressee; R; 1-ExDir ExclmmrlG %Eaur: ;utamam

downgrading and
geclassification
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If this poses manpower and money problems for you, 1 would be happy &
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W FOR: mwt!n piractor-Comptrolier :
THROUGH 1 beputy Birector for Support
SUBJECT : A Program for Ranagement Tralning

REFERENCES : Actlon Remorandum No. A-h12, ‘Management Training''s
20/5 Memorandum 6h-hi35, Same Subject

1. Paragreph 13 contains & recommendatlion for your approval, sub-
mitted In response to the actlon requested 1n referenced memoranda.

2. We are sssuming that the main objective of management training
is increased efficiency and effectiveness in the Agency's performance
of its mission. Although the exposure of Individuais on @ voluntary
pasis to various types of management training may contribute to Improved
Indlvidual performance, to0 often the students are not able to apply what
they have learned to their actusl working sltuation. About [ _|AgencYooy
managers and supervisors have been orlented, familiarized, Or otherwlise 1
trained In the last ten years, but management problems still persist.
(see Attachment 1) .

3. A study of all the kinds of management trainlng currently being
practiced has jed us to the conclusion that the concepts and teaching :
methods embodied In the so-called ‘Wanagerial grid" offer the best prospscts
for a materjal improvement of the Agency's menagement process (ses Attach»
ment 1) = "The fanagerisl grid"), if used on @ planned, systematic basis.

. We therefors feel that the flirst step in a plenned program of
wanagement tralning should be the administration of Phases § and 11 of

the Grid method to ssleacted offices of the Agency, with svaluation of
resul ts before roceeding further. Attachment 111 1s the rough proposal
submitted by —Jfor o5x1
the conduct and appralsal of a pilot project for an office with about

one hundred le In managerial and supervisery jobs. The objectives
1isted by are highly appropriate for management tralning in our
kind of organization.

5. A single pllot project could be accomplished by mmd
the present Nanagenent tTraining Faculty of OTR, but the re suchgg%]
a project weuld not be known for a year and a half after its beginning.

/f{? ;j}? . !’5!/ ﬁ‘s
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and even then might have 1ittle impact on other parts of the Agency.
A bolder and to us @ much wore desirable effort would call for four
pilot projscts at the seme time {a foreign divislon of BB/P, plus one
office each from the pD/1, the BB/S, and the §8/58Y),, even though this
effort would requirs more staff and 2 substantial sum of money.

6. YThe second alement in our §=part progrém calls for two Senior

t Seminars each yesr with the objective of bringing to senior
officers & desper understanding of managerjal behavior. Although the
Seminars are currently studylng the ‘Managerlal §rid" with Mr. q
other subject matter is not necessarily precluded from futurs sessions,
If worthwhile programs can pe identifled. These $eminars should be
staged, however, by outside consultants. 1t I8 doubtful that more than
two Seminars & year can be supported at this time; the number could be
increased If need arises.

7. The third part of the program consists of & tgypervision Course’
for G$~5 through §3-10 and @ INanagement Course" for §5-11 through 65-14,
thess courses being one week In length and substantially similar to thoss
currently offered by OTR. Thelr objective would be to Introduce basic
knowiedge of the subject. to afford soms practice in basic skills, and

to encoursge right attltudes towsrd work and workers. TYhese courses

can be offersd up to twelve times & year, which should more than take
care of all parsons woving Into supervisory positions for the Tirst time.

8. The fourth part of our program conslists of external courses
offered by universities, management speclal lsts, and government organi=
zations. Thess would be used to mest the dewonstrated need of indi~
vidusls for special lzed instruction beyond what OTR can provide.

g. it is planned to mest the needs of midcareerists for management
training by swphasis on sctual Agency problems In the Midcaresr Executive

 pevelopment Course, and by @ prerequisite baslc courss.

10. The sbove described four-part program Is & modest one compared,
for example, with that of the Federal Aviation Agency or the intsrnal
Revenus Service. it is essentially & stepping up of the present oTR
management training, with the addition of the Fitot Program. it cannot
cope with the total number of managers In the Agency who have had no

¢t training (see Attachwent iV on Nusbers to be Trained), but

we bellove that any expansion of this training should be postponed until
the Pilot Program has been assessed.

11. in susmary, our panagement training plan calls for three
stabllixed continuing slemonts which sre alresdy budgeted for and which
can be handled with no {ncreass In staff or facilities (sec Attachment
¥ on Funds). :

Qe
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k sanlor Seminacrz {G3~15 and above} per ysar,
de consultants, for a maxlmum of [ |persons; 25X1

b. Twslve one-week courses per year apportioned as required
between Saals. fuparvislon (88 5-10) and Hansdement (a5 11-14);
conducted by OTR for & maximum of LOD people; one or the other
to be mandstory for all persons entering supervisory positions
for the first time.

c. Satarnsl sraining in specialized aspects of management
where nesd can be demonstrated.

12. The fourth element of eur plan, and the most significant for
Increasing mansgerial effectivensss, consists of training one or more
offices in Phases | and 11 of the fenagerial §rid program:

a. Eleas.cotlon: @ single pliot praject, as outlined in
Attachment t11. This could be handled by the present Management
Troining Faculty of OTR in sddition to its other programs. The
money {about has not besn budgeted and would have to be
provided from some appropriate sourcs.

. jSucand gatlont four concurrent pliot projects {one from
each Deputy Directorats). Vo handle this, 6TR would need an
sllocation of four positions In order to provide the Menagement
Tralning Faculty with two sdditional senlor instructers, an
administrator and 8 clerk-typist. The cost of this option Is
estimated to fall between| —asad lLl 35X

13. Bscommsndation: thet you
s. approve the training plan outlined In paragraph 113

b. approve in principle the propossl for four pilet projects
{second option), subject to a solution of the staffing and financisl
problems.

7

MATYNEV BAIRD
pirector of Training

Attachments: As Stated Above
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) *Approﬁ\)ed For R se 2002/08/21 : CIA-RDPSOBO1676@200040028-8

CONCURRENCK:

/s/. L. K, White g ROV 954

i
Ppeputy Director for Suppert bate

The recomwendation contained In parsgraph 13 Is approved.

(signed), Lyman B. Kizlpaes - 10 NOV 1364

Smcnﬂva Director-Comptrol ler Date
DISTRIBUTION: -

original = PYR {w/basic) /

] = Executive Negistry (w/basic) \ SR
2 - Deputy Director for Support (w/basic)
3 ~ 0ffice of Training (w/basic)
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ATTACHNENT |

t. Buring the pariod Narch=June 1964, the Management Trelning Faculty
of OYR dlvided Its classes (nto tedms of 6 or 7, snd asked them to 'decide
as a team what major managerisl problems are preventing the Agency (ss you
know 1t) from belng fully offective.'! The objective was tO learn 1f the
teaching was related to mansgement problems g3 paroalyed by the students.

The sample s small, and snswers may reflect clessroom discussions.
Noverthaless, 8 certain pattern sppeared which may be significant. This
exercise svoked much interest end serious thought from the students at
all levels. in general, they tended to ses the problems as sltuated
aboys thelr own evel.

The chart on the rext pags doas not glve actual responses, but groups
the team answers in general categories. The mumbers show the times that
teams made responses fitting Into m category.

1. tn snswer to the question posed by the Deputy Director for Support,
these student responses may or nay not have & relatlonship to the effective
ness of Agsncy menagers generally, but they do suggest areas of weaknass,
many of which have besn documented by students through the narration of
actue] cases.

OTR supervision and management courses can halp individuals to become
better supervisoers and managers, we have resson to belleve. But training
cannot provide sure~firs correction of weaknesses. The sttitude of the
traines's boss is @ critical factor; what |s learned in class cannot be
appliad on the job If the boss |s uninformed or unable to set an example.
Students at all levels tell the {astructors: *} wish my boss would take
thi‘ Cﬂim-" '

OTR courses cbviously cannot provide students with answers to broad
Agency problems In the sreas of formal organization snd personne! mansgement.
sut ons of the ressons we favor the Managerlal Grid spproach is that It
offers hope of finding solutjons to menager lal problems which sre beyond
an lndlividualls espacity to solve.

U . -
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141, chart of Yeam responses according to level:

85 11-1h
B teens

. CAY 10N
inrt!a!; latersl;
between individusls;

L BS

R000200040028-8

b. personnsl policies
and procadures
(assignment, fltness
reports, promotion,

| etc. -

:
a. buresucratic iiis
{over~compartmanted;
warfare between units;
Inflaxibllity; resist
changs, etc.

and procedures
{overlapping; planning;

b. forms! organisation

face conflict, make
decisions; leadership;
powsr struggles; lack
of management skills,
1N

lem 3 m :
reluctance to delegate,
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1. The '"WManagerial Grid" approsch to management training is favored
by the Managsment Training Faculty of QTR for the following reasons:

6. It aims at improving the effectivensss of an entire organi~
zation, rather then selected individuals;

b. 1t incorporates the best of recent resssrch on msnagemant
practices and sffective tesching methods;

¢. It gets the students more intersested and Involved than any
other method known to us;

d. It presents specific snswers to such problems as how to
handle confllct;

s. The later phases of the Grid program Include svaluation of
results, and focus on actua! problams and solutions within the
students' orgmmizetion;

£. With some preparation, it cen bs teught by OTR instructors
or even by Agency officlials to thelr subordinates.

2. A forthcoming Issue of thw will contain
s description by Prefessor Blake of his application of this approsch to a
large Industrial plant, with an svaluation of the results by two Nervard

professors. The changes that took placs In the orgenizetion sre Impressive;
they Includs not only more favorshle attitudes end work behavior, but such
measurable items as Incressed profit and reduction In number of nplayns.

wag
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-~ TROPOVAS FOR A PILOY PROJECT IN MANAGENENT AND ORi
g Lo o2 et o b g T 'y 4 3 o "y ¢ et
EVELOPMENT SUANITTER BY LEARERSHIP BEVELOPMENT ASSOCIATY:

§. INTROBUCTION

This propossl outlines & total program In management and organization
development, Including group training sessions (Phase | = Managerlal &rid)
and continuing team and orgenization development sctivities conducted in
“family groups.” (Groups comprised of a supsrvisor snd his immedists sub~
ordinates and sngaged In developing team and organization skills, as well as
increased personal offectivensss.)

This latter stopé is referred to as Phass i1,
1. oBJECTIVES

The basic purpose of this effort Is to expose one operating unit to a total
program In management and organization development. The specific gosls Include:

a. increasing the managsrial skiils of all supervisors and managers
in the pilot unit with heavy emphasls on decision making, problem solving,
and loadership capabliities.

b. Impreving the capacity and competency of operating staff tesms to
function with optimm tffectlwa.

¢. Analyzing orgenizational effectiveness within the unit, identifying
pracedents snd traditions which stand in the way of effective sction and
exacuting plans for Improved performance, fndividually and organizetionally.

d. Paving the wey for improved interdepartmentsal relations between the
unit participating in the pllot study and other ualts. (Actual Intergroup
activities, however, will not be & part of this Inltiasl program, but will
begin to emergs In later stages of it.)

s. Evalusting the effectivenass of this total organization Improvement
approach to determine Its applicabtiity in other units of the Agency.

11, THE PROGRAN PLAN
a. Selection of the Pilot Unit.

The program will be conducted within & pilot ualt, characteristics of
which are describsd below:

. The unit should include people to provide an
opportunity to study not only lopment and effectiveness,
but also the Impact of the program on a reasonably large unit.

Approved For Release 2002/08/21 : CIA-RDP80B01676R000200040028-8 o
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2. The unit should be fairly autonomous, {.s. under the super-
vislion of a menager or director who has reasonably clesrveut respons i=
bility for a specific sagment of Agency activities. Although the unit
may be sither a "line" or support unlt, 1t should be one whose actlvities
have a direct bearing on the performance of other units and on the total
organization.

3. The effort should occur in a unit whers the top managsr of that
unit Is committed to mansgement development and organization Improvement.

b. Progrem Qutlins
The total program will include the following elements:
i. Brlefing of staff and trainers
2. TYraining of trainers |
3. Phase | (The five-day Managerial &rid lsboratory seminar)

b, Formetion of an evalustion coamittes to establish criteria to
be used for measuring the effectiveness of the tots! program.

5. Organization anslysis. (Recent tschniques of organization
analysis will provide for a great deal of fesdback In ldentifying both
attitudes and performance characteristics of Indlviduals and tesms
within the pliot unit. Soms of the specific elements which will be
evaluated and snslyzed in depth Include: plenning techniques, com
munications, declslon-making processes, and organization climets.
This disgnostic effort will form, In part, the basls for Phase i1
development and training sctivities.

6. Phase 11 (On=the*]ob management snd team training)

The pliot unit will be comprised of a veriety of staff groups,
task forces, committees, stc. engeged In striving towsrd ths gosls of
the unit. Phase i will provide training for individuals who are called
upon to work In specific groups to accomp)ish their Individusl and
organizations] goals. In most instances these groups witl be comprised
of & supervisor and his lmmedlate subordinetes. MHowsver, In some cesas
spacial task groups, or cosmittees, may also be sxposed to Phase 1
development. Specific elements of Phase 1} include:

(a) Analysis and improvement of personsl, mansgerial skiils

(db) Analysis of tesm, or group, effectiveness in problems:
solving, decision-making #nd action programs, )

: e ey, ez
T ¢
3 S
q ! PR B
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{c) Planning for Improved managerial and group effectiveness

{d) Clarification of functions, roles, snd relationships

(6) Pevelopment of team goals and the establ Ishment of clearer

standards and expactatlons where required, and Improved controls

and coordination, 83 nesded.,

(f) The establishment {or clarification) of Individual per-

formance gosls and review processes for improving the effectivensss

of both Individuals and the total team,

(A1 of the above ltems are suggested focal Issues. These may

vary somewhat depending upon the needs of the specific team and
‘tho organizationsl puspose which }s involved.)

7. Perlodic roview sessions with top staff.

Ona of the basic purposes of the progm is to provide an opportunlty

to study and evaluste the offectiveness of menagement training and

organizational development approsches on &n operating unit. Therefore,

it |s suggested that top Agency staff mest with the head of the pilot

unit, members of the trelning organizetion and members of the consulting

team to evaluate progress snd to provide ’QM‘““ for con~

tinulng improvement. ‘. | strongly urges

that this continuing feedback with top management be ma ntalned through~ 3@%3]
out the program with the key people involved meeting at least once every

thres months to review progrém performance.

8. Monitoring, Consultation, Planning and Fasdback

monitoring services will be provided

The t the program continuing
by 40 as to work clogsly with the
ting staff of the p ot unit and W training snd other support groups 25X1

that will be involved in the total organization improvesent effort.

1V, PROGRAM COSTS

opera~

25X1

The following costs may vary depending upon the number of participants, the

amount of training conducted by Agency staff, and other similar variables.

However,

the key slements in the total cost Include (based on & pilot group of |:|mantgars):

1. 8riefing of staff and trainers

2. Tralning of tralners {this Involves attendance of one person
from the Agsncy &t & trainer development program conducted by Dr.
1

LY

Follow up training of
a—rrlalso Included:

staff on the slte of training activiti

25X1

25X1

o
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3. Phese | (The five-day Manegerial rid Laborstory Seminar
as previously conducted) [ - 2 aar :

&oto: This figure includes the cost of all materlals which go iInto
making up the notebook, &3 well as wall charts and newsprint materisls.
Books, notebooks and other special materials sre not included~-see balow.)

4, Phase t sdditions “notebooks, and
miscellanecus materials.

5, Evaluation Committee

|suﬂ' meubers will participate with Agency training staff snd
Agency management in designing an evaluation program and administering
that program over a 12 to 18 month period,)

6. Organization Analysis

| staff will analyze dats collected through the wedium or the organl-
zetTon cul turs essassment and through reporting sesslons ia Phass 1 Seminars
and asaist In the tabulstion and Interpretation of this deta, as well as
feeding it back to managoment.

7. Phase §} =~

This Includes a brisfing of the Pliot unit top management staff who will
bs conducting Phase 1} meatings and sessions, briefing of the training and
support staff, and & complete set of materials for all sessioms. {note:
This Includes sppraimately 60 pages of copyrighted session outlines, which
have been pretested in other Managerial situations, but which will be re-
designed In coopsration with Agency staff to flt the Agency's nesds and

problems.) |
8. Perlodic Review Sessfons with top staff , 25X1
At least & timas during the Pilot Program (12 to 18 months) | steff 25X1
members will meet with top Agency staff to feed back the results of both
Phase | and Phase 11 activities, to assist In the interpretation of organi=- 25X1

zation dats and to ald In planaing for future programming.

Total _ , - !
As part of this total effort, [ ptaff members will monitor, c ro 25X 1

" plan and feed back data to trainers, support staff, piiot unit management
and top menagement personnel. [ |steff members will be present and assfst

e

i» e '. :,, : gii.;"j A
Approved For Release 2002/08/21 : CIA-RDP80B01676R000200040028:8 X L e




. Approved For Release 2002/08/21 : CIA-RDPSOBO1676%)0200040028-8

..
e o
t-S#-~

in the conduct of the flirst two Phase } sessions and at initial Phess §i

sessions for top management of the Pilot Unit for no less then three weeks.

(2 Phase | sessions and Phese 1 sessions) in addition staff will 25X1
monltor all the totel program and wlil be physically pre at sesslions

no less than ons day per monthe-on the average--during first twelve

months of the program'‘s operation. Puring visitatlons m.suff members 25X
will be avallable to the Agency training snd management steff to assist

in the design of supportive training -curunm to provide consulta~

tion In related aress. The rescurces of |  25X1
will be available te the Agency tralning staff by phone and personal con-

sultation In ' ver desired to assist In the development of case
materials, training design, sveluation procedures, related training and

development plans and sctivities.

atote: Thess are direct costs and do not include out-of-pockst Expenses for
travel, weals and lodging, which may result directly from the activities listed
sbove. it should aise be noted thet many of the costs shown sbove are non-recursing
axpenses which will mot be present in future programs, and If at the end of a brief

trial period 1t Is declded by Agency managament that mors peopls should be exposed
, rial Grid Phase | Program, this can be donm at & cost of approx imately

Ranage
[:[:;f person, including books and il meterials. Vhus, future Phase § can be
1ished with a relatively small Incresse in the tots] budget.
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In reply refer to
Aciion Memorandum No.

DT 150>

A-412

Date 21 August 1964

70 ~+ Deputy Director/Suppori{=y

ATT : Director of Training

SUBJECT : Management Trainihg ‘ .

REFERENCE:

1. The recent supervisors' reorienféttiohiperiods have evoked
considerable questions as to management training. I therefore believe it
is incumbent upon us to work out a program for management training with
specific courses, internal or external, recommended at various levels;

for example, one for section chiefs, one for branch chiefs, one for division

chiefs, etc. Further, I believe we should have a basic supervisors'
course for all individuals when they first enter into a supervisory position,

 and I would include as a mandatory requirement that this be for new
employees being brought into supervisory positions.

2. Could you prepare for me a program for management train-
" ing with indications as to how this will be fitted into the program of OTR..
If this poses manpoﬁiier and money problems for you, 1 would be happy to
discuss them with a reasonably open mind. Before you commence the
. preparation of any report, perhaps we should discuss the matter.
: L - s

Selepadle

‘Lyman B, KITRKPatriTr
Executive Director

SUSPENSE DATE:. « N
. ] Bt
| Exshuted ir;..ﬂ. za:;riam
GEanrT dggicsins an
V:‘Jg:{j:f&: g‘ - testsieiEn
o (OLASSIFIOATION)
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17 AUG 1954
- MEMORANDUM FOR: Director of Training
_. SUBJECT :* Management Training
REFERENCE : ,Memovdtd 28 Feb 64 to DD/S fr C/TR/IS/MT, subj:

"Review of Agency Mzanagement Training"
gency g

1. Ihave read your memorandum of 28 February 1964 carefully and find
the essence very interesting.

2. Ishould like to develop something in a format which we can forward
to the Deputy Director of Central Intelligence, possibly with information copies
to the other Deputy Directors, which would put into sharp focus certain impoxtant
points about our management training, The following are the kinds of questions.
that I should like to see presented succinctly:

a. What is the scope and magnitude of CIA's managerial job including
the approximate levels and numbers of managers who exercise authority
that has an appreciable effect upon Agency operations ?

b, What is known concerning the effectiveness of our managers and, if
sufficiently known, what are their areas of weakness which can be corrected
by training?

c. What should be our objectives in management training in our type
of intelligence organization?

d. Can a program be devised which will materially improve our
management process?

Without getting into too much history, your staf_frn problem, etc., Ithink that
this is the kind of information top management should have and focus upon, I

think that this information can be depicted in such a way'as to pinpoint those
components which apparently have little or no interest in management training,

3. Would you please see what you can do along these lines someume in the
near fumre. : :

- L. K. White
Deputy Director
for Support
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