045

‘ . '.791/7hwv
ST CONFIDENTIAL 8 T
S Approved For Releas®s2002/05/01 : CIA-RDP83B(Q0823R000600260024-8

25X1A

TZ March 1972

MEMORANDUM FOR: Deputy Director for Support
SUBJECT _: The "Youth Study"

A REPORT ON AGENCY YOUNG PROFESSIONALS
PREPARED BY A WORKING COMMITTEE OF THE
HUMAN RESOURCES STUDY GROUP, February
1972

- REFERENCE

e

l. In accordance with our earlier discussions, the
Human Resources Study Group met on 8 March to consider the
referenced report. It is the consensus of this Group that
the report, which has not yet been officially released,
does indeed merit further study and consideration of pos-~
sible action implications. The Study Group has taken on
‘ this task and hopes to generate some recommendations in the
' _ - near future.

2. The problems to which the study points are scarcely
unique. They are already receiving intensive review by
many Agency components and the search for solutions is being
made at many levels. Whether or not the Study Group can
offer unique proposals to deal with them remains to be seen.

3. Meanwhile, however, the report does offer unique
and definitive evidence on one point, namely, the guestion
of whether or not a "youth issue" exists in the Agency. For
this reason, I feel that the report as it stands makes a
timely and useful data input to management. I urge that it
be brought to the attention of the Executive Director -
Comptroller at this time, with the understanding that the
Human Resources Study Group is continuing its deliberations
and hopes to forward action recommendations at a later date.

25X1A

Chairman, ) Human Resources Study Group
!

L
Enclosure
Referenced Report
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A REPORT ON AGENCY YOUNG PROFESSIONALS
PREPARED BY A WORKING COMMITTEE OF
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Over the past year we have witnessed unprecedented specu-
lation in fhe Agéncy, particularly at senior levels, 6ver thé
possibility of a "youth" or "generation" problem. In response
to this~éoncern, an ég ggé committee of the Human Resources
Study Group* undertook, at the request of the Executive Director-
Comptroller, a study of young professionals in the Agency. This
report summarizes‘and.discusses the basic findings of the con-
mitteé and.draws gome conclusions on. the question, "ITs thére'a
youth problem?" The Study Group intends to review the findings
further and consider specific research and action implications.

| PROCEDURE |

For purposes of the study, "youth" were defined as employ;
eeé in Gradeé 9 through 12, between ages 25 and 35, and with at
least two years‘of Agency service. These criﬁeria were chosen
because they seemed to encompass junior officers most closely
identified with a "new and different" point of view. From this
population a representative sample of 40 officers, 10 per
Directorate representing 31 different offices and divisions,
was interviewed. The interviews lasted approximately 1.5

hours and followed a semi-structured format (see Appendices

*
Human Resources Study Group
— organized by D/MS at the direction of the DDS in October 1970
-~ charged with the task of studying needs and recommending re-
search in the human resources area. Composed of representa-
tives of OMS, oOP, 0S, OTR, chaired by C/PSS/0MS, and auge
mented for purposes of this study by a representative of
cach Deputy Director.
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forraétﬁal format used). IntervieWees were given the rationale
for the survey and the Human Resources Study Groﬁb's role in it.
To provide additional perspective, a sample of 18 managers,
average dgrade GS—14 énd avérage tenufe 15 yearé, was interviewed
with the same format. While'specific~views of the managers are
not described in this report, they were weighed in our assess-
ment of:the views of Ehe young officers. ‘Respondents were moét‘r
éooperative and showed considerable interest in the'Survey,
CONCLUS IONS |
Our survey of young 6fficers has led us to thé general con-
clusion that this segment of Agency personnel does not hold
views which set it apart from older and higher graded officers;
Moreover, most of the managers interviewed did not_perceive a
generation gap between themselves and young officers. In fact,
one is impressed with the similarity in both the priority and
strength of the gpecific concerns articﬁlatéd by the présent
sample and those articulated by 550 middle~level officers sur-
veyed two years ago in the IG Attitude Study (A Survey of Job-
Related Attitudes of Five~- and Ten~-Year Agency Employees, |
January, 1970). |
We found little evidence for an erosion in professional
and career achievement motivation among ?oung officers. To the
extent that greater drives toward self-actualization and greater
‘zommi tment to alleviating'domestic ills exist among this group,
they do not appear to conflict with Agency employment. The young
officers typically had no doubts about the meaning and relevance

of their Agency employment and did not question the value of the.
Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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Agency's contribution to American roiety. Most liked their
jobs, and while finding much to criticize in their immediate
situations, most gave the.Agency high marks for the way it is
run, The issues most frequehtly raised were far more person-—
alized and may be expressed by such.phrases as lack of career
planning, headroom, promotions, desifable headguarters and over-
seas assignments, beiﬁg kept informed,_and getting someone to
take an interes£ in their futures.

In the view of the above, additional'Agency—wide surveying
restricted to the age/grade grouping interviewed here appears
to be unnecessary. ' |

RESULTS AND DISCUSSION

The concerns of youth popularized in the media did not
surface in the present survey. What concerned these officers
most in the job enVironmentris discussed in the following
paragraphs. Appendiceé A through D, prepared by the foﬁr
Directorate représentatives, are summaries of the interviews
held within each Directoraté. They bring into focus the dif-
ferent emphases across Directorates. | |

Career Development and Personnel Management

The present éurVey found career development and personnel
management responsible for the greatest émount of dissatisfaction
within the Agency, a finding also obtained in the IG survey
referenced above. Young.bfficers faulted the Agency for its
lack of an effective carcer development program. Prevailing

sentiments included: you have to foster your own career; there
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is no one watching out for you; and there is no one to whom
you can turn for counseling and guidance on such basics as how
to pursue careers, hbw to locate good jobs, wbét éonstitutes a
normal career progression pattern énd where you fit. A£ the
very least, these young officers advocated more candor from
management concerning'career and promotion matters.
Other.Suggestions.in the career deﬁélopment area in—_
cluded a desire for programmed rotational assignments, wide
dissemination of job vacancy informétion, creation of the role
of ombudsman for personnel management matters with access td
the highest levels, and a system for changing jobs within the
Agency without jeopardizing job security.v

Communication

Respondents frequently criticized communication in the
Agency. They pointed not so much to a lack of substantive
communication required to get their job doné as to a lack of
communication of developments, thinking, and events at
organizational levels above and parallel to their own. Being in
the "know", having a feel for what's going on upstairs, and
where things are moving, apparently has considerable value for
fostering and sustaining a éense of belonging and commitment
in these young officers. Most felt that{the informal communica-~
tions network is what really counts and that one's personal
contacts and force of persénality are the major determinants of
success. No doubt the less aggfessive and more bureaucratically
naive officers, when criticizing the inadquacy of communications,

were responding to the difficulty experienced in establishing
Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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the all-important set of informal personal contacts.

Promotion Policy and Prospccts

Most respondents were satisfied with their own promotions
+to dafe but viewed the prospects of future advancement with
pessimism. For some the theme of promotion was the most
salient issue of all, and underiiqéihearly all expressions of
concern over career development; supervision, and long range
job commitment. The feeliné was expressed that promotion policy7
was a matter of "mystery". Others thought that it consisted 6f}
unfair festraints.and hurdlés, such as fixed time in-grade,_a
set pattern of job experiences matching those{of incumbents,
academic degrees rather than demonstréted ability, and non-

competitive promotions within career services.

Supervision

A consistent although by no meéns unanimous picture emerged
on the issue of supcervision. Respondents tended to be particularly
critical of their immediate gsupervision. Their criticiém very
often indicted the system by which managers are initially selected
rather than the manager per se. The respondents strongly ériti~
. cized the practice of making good analysts, techniciansg, case
officers and specialists into supervisors without evaluating
theif supervisory talents and potential.® The interviewees
asserted that the good supervisor should possess human relations
skills and that these were not hecessarily correlated with sub%
stantive ability. Respondents stressed the need for greater
exposure of managers to management training courses. A sizeable

_
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minority either did not comment on' the quality of thoir super-—
vision or commented favorably on it.

Agency Mission and Public Image

Intérviewees were asked for their views regarding the
Agency's public image. They generally responded that the
Agency appeared to héve an unfavorable image but did not re-
gard this as a problem. Some ‘young officers even felt that
the Agency was overly sensitive to  the question'of imagé-and
indicated they would consider any large scale‘public relations
éfforts to be inappropriate. These respondents did not appéar
to be inhibited eithei on or off the job by the Agency's image.
| On the question of the Agency's mission, goals, and ob-
jectives, a clear consensus emergéd. The interviewees, almost
withqut exception, iegarded the goals and objectives of the
Agency reasonable in the context of U.S. national security
.needs‘ Even where the interviewee_claimed limited knowledge
of the scope of the Agency's acti#ities and mission or where
he assumed the worst he had heard about the Agency to be true
("CIA uses torture and aésassination") the issue was not a
matter of particular concern. Many indicated that they wbuld
welcome éniightenment on the Agency generally since their out-
look-now did not extend beyond their immediate office.

" Additional  Themes

Themes receiving less mention than those presented above,
but ones which were judged to be of potential significance

are listed below:

Approved For Release 2002/05/01 : CIA—E(_I_:)PS3800823R000600260024-8

AN RTT T "™ T Y% 1N re o e



NrNAN L A LS LARN b L L3

Apbroved For Release»2002/05/01 : CIA-RDP83B00823R0006Q#260024-8

1) Very rarely did the interviewees complain of excessive
workload, but some did claim chronic under-employment.
A few complained that components sought over-qualified,
over—-educated empioyees primarily for prestige reasons.

2) Some junior officers expréssed strong concern over the
lack of policy Statements from the White House and the
State Department to guide their Qpefational activities.
In the absense of sﬁch'guidance they found themselves
and their seniors filling the policy vacuum, while
questioning the appropriateness of this.

3) Discrimination against women in matters of career
develmeent énd promotion was cited by some of the young
women interviewed,

4) A source of disillusionment of some young professionals
was the incongruity between what they had been led to
expect .on the job from both training and personnel
officers and what they actually found. They faulted
those who portrayed the work and work setting in an
overly idealized manner.

5) In two instances analysts felt pressured to produce
intelligence consonant with a pre-determined point of
view. This compromise of professional integrity was
severely resented.

6) Some analysts claimed that they often received no feed-
back on the value of their cfforts either to the

Intelligence Community or to the policy-makers. However,
Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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‘the mzajority felt that they had received adequate
recognition for their efforts.

7) A few interviewees criticized the inadequacy of chanriels

for handling grievances and-compléints discreetly.
| ISSUES AND IMPLICATIONS

Any additional investigation of the issues identified in
this study should be conducted at thé_Directorate level and if
possible at lower organizational levéls as well, There the re-
sults could be dealt with more constructively andlditectly.

Such systematic surveying should not be restricted to any one
~age or grade range but should include entire work groups and
involve line’ménagemént directly. As indicated earlier, the
Human Résoufces Study Group will be considering other reseérch
needs and implications f&r possible action suggested by the
findings.

Some of the respondents (ages 25-35) did not consider them-
selves_"youth"'and believed that there were significant differences
in both values and outiook between themselves and Agency‘employees
in their early 20's. We have no information on whether thé
youngest préfessional segment of the Agency population does in-
deed repfesent a different point of view. A study similar to
‘the present one might well be uhdertakeﬁ to provide further
information about this group.

The respondents were not routinely asked whether they planned
to leave the Agency for other employment. A few, however, did

indicate a desire for different employment. When specifically

Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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asked, a few ﬁore confided thaﬁ they would probably leave when
the job market improved. Overall, it does not appear that there
will be significant personnel losses from this segment of the
-Agency population when outside pfospects brigﬁtén. There re-—
‘mains, héwever, the important question'of the quality of those
who are leaving. We would like to see research undertaken to
determine the validity of the frequent claim that we are'losing
our best pcoplé. Follow-up interviews with those who have left
the Agency might provide valuable new perspectives on why people

leave,.

~Q.n
Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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e T April 1972

MEMORANDUM FOR: John W, Coffey, DDS

SUBJECT : Youth Survey -- DDS

1. I have delayed providing ny observations as the DDS repre-
sentative on the Youth Study Group until a determination had been mede
on the significsnce and utilization of our collected findings. While
I was at FSI's Foreign Affairs Executive Seminar, events moved with
surprising alacrity. Therefore I congider the time appropriate to pass
along my own findings and reactions.

2. My findings are based on & small sample -- interviews with
ten professionals and two "semi-professionals" (commumicetors in oc),
plus five supervisors. All Offices of the DDS ere represented. I have
also consldered attitudes of DDS professionals drawn from informal con-
tects during training courses, end my tour es & program officer in CTP

(1966-67).

3. Our understanding is that Mr. Colby intends to discuss the
initial Working Committee Report with the Deputy Directors., Meanwhile
our Comuittee is preparing recommendations based on our collective Ffind-
ings.

L.  The enclosure "DDS Composite Tnterview Results" is a summary
of the interviews on the questionnaire form we used for guidance. This
is Appendix C in the Report submitted to Mr. Colby. The second enclosure
is my narrative summation, based on explicit responses to the question-
naire and additional interview discussions.

5. I do hope our Committee is able to Provide some positive in-
puts for careful consideration. The project has been a very veluasble
contribution to inecreasing my own qualifications as a member of the
Menagement Advisory Group.

25X1A

Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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Based on intervicws with 10 DDS professionals,

I. Invite interviewee to comment on his job, his carcexr, and the
Agency generally., Record key points made in the spaces pro-
vided under II. '

IT. Secure a response to the following topical areas if they have
not been adequately covered as a result of I above.

1. PRESENT JOB
= Interesting, Meaningful?
~ Recognition received

Majority of interviewees were "specialists" - technically skilled
in fields that narrow flexibility of career development., All
seem pleased with specialty of choice - although in two instances,
present job lacked challenge (too little work, poor supervision).
Thus overall, sample suggests interesting jobs with adequate
recognition. : -

2. AGENCY MISSION
= Ability to identify with -
and be committed to Agency
goals and objectives

In no instance was this a problem. Interviewer in each case
raised issue from both vantage points - own identity, and that
of friends knowing what you do. But neither issue of mission
nor image scemed to arouse reaction from anyone queried. Re-
spondents not critically concerned with U.S. Foreign Policy
formulation and execution or with world affairs in general.
"Mission" often understood in the parochial sense of one's
office mission. ' '

3. AGENCY IMAGE
No problems whatsoever. See answer to question 2.

4. PROMOTION POLICY & PROSPECTS:
GRADE, SALARY, BENEFITS

Half of interviewces had progressed more rapidly up promotion
ladder than even they had anticipated. All were content to date,
but most anticipated problems a grade or two distant. Variecty

of concerns -~ "office hump" (policy of requiring period in grade
regardless of slotting), top heavy grade structure of Agency
overall, lack of carcer development schemes, artificial barrioer
of lack of college degree. But this fact did not scem to pPro-
duce noticcable frustration or dissatisfaction with present status

Approved For Release 2002/05/01 : CIA-RDP83B00823R000600260024-8
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Working conditions not dcemed major arca of concern. None saw
theirs as insufferable, and most intervicwees had rotated enough
to take good and bad situations in stri-le.

6. SUPERVISION (IMMEDIATE)
- Treatment by and.
Competence of Supervisor

~In all but one instance, supervisor considered professionally
competent. But competence as supervisor varied - from three who
said their present supervisor was "best ever" to two describing
supexvisor as hard worker but unwilling or unable to delegate
real responsibility. Some raise more philosophical question of
whether Agency may miss boat by insisting often that promotions
eventually depend upon supervisory/administrative positions when
individuals with special skills would be much more effective
sticking to exploiting these skills. (Does raise questions about
developing more effective management training -~ although issue o
may be founded on other bases, such as supervisor's concern for
own job security.) ‘ C

7. COMMUNICATIONS .
- Up-Down-Lateral
- Substantive ~ Non-Substantive

Most interviewees felt need for better communications. This was
true both of these whose concept of "communications" was purely
office-oriented (despite my proddings) and those considering
broader intra-Agency commo. Concessions made to "need-to~know",
and some cited that informal channels (via friends) gave effective
overview. But ~ more common was concern over lack of management/
professional commo and no staff meetings. TLack of overview summed
up best by one who commented what an eye-opener the "Trends and
Highlights" course had been.

8. CAREER DEVELOPMENT/Personnel Mgnmt.
—~ Job Mobility
- Quality & Relevance of Trng.
- Performance Evaluation

Those who had had more than one job generally were pleased with
their progression of jobs - each offering either more responsibility
or morc variety and new skills. But in no case was there the
suggestion of planned carcer development - similarly, good train-
ing or poor, the provision of training did not seem to follow

a tailored program of carcer development. Appraisal of training
itself real mixed bag. There was general accord that performance
evaluation had been fair - reflecting positive view of immediate
supcrvisors.

9. WAY AGLNCY IS RUN -~ BE SPECIFILC

It Rprovedtk ol Réledle S63sIN CIA-RDFEIR0SEMROB0600 60024 B u rcancratic,
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more responsive to the individual and less concentrated on
'mission.'" Thosc with most diverse expericnce in Agency scemed
less bothered by "burcaucracy" - did note a paternalism that
results in Agency keeping incompetents in responsible posts. Non
commented critically on compartmentation. Positive note was how
many fell that Agency truly becoming more "people-conscious".

10. MISCELLANEOUS

General comments were usually amplifications on specific categori
One interesting suggestion - more precise retirement policy (by
inference, at carlier age than present) would result in better
career development with supervisors more willing to train those
destined to succeed them. Too often, older professionals afraid
to delegate responsibility or train juniors for fear that the
junior might prove more competent. Rather loose retirement
scheme puts little pressure on supervisors - many have job securi
reinforced by aforementioned paternalism.

ITI. Concluding Questions:
— What do you see as the major concerns, problems, and issues
facing young officers in the Agency today.

First qualification should be note that few in "youth sample"

saw selves as youth. Consequently several reflected on "today's
youth" as being too spoiled and idealistic - thus problem for
virtually any employer! From standpoint of what Agency should do
comments focused on communications. Young officer should be bett:
oriented towards realistic image of Agency mission and his career
expectations within that framework...in other words, bring young
officer down to earth as guickly as possible. Then-maintain 2=-vras
¢channels of communication between management and young profession-
als-a part of this should be efforts at meaningful career develcp-
ment planning. " '
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MEMORAHDUL FOR THE RECORD
SUBJECT:  Youth Survey -~ DD3

L. Interview Soumle ~- How nenrecentebive? .

At leost nne profe 51oacl frvm each M3 office (oxcept the

Oifice of the DS th~Lll) was Intervieved. I believe there was s
sulficient pattern in the views of the « young professionals end nonegers
to congider this ssmple r 2presentetive of non-CT young profeesionsls in
the Directorate, (”hc CT factor is digcusseq in cnc’ciOﬁ Icur, Career

: Dﬁvblﬁp%ﬁn{ ) T say "representotive” » but then must qualify for the
OLVLOUE TO&E O that the comple is such a emell one. Therefore the con-
clucions are submitted Li imidly 2nd ten uatively:

LY

Two generalizations provide the context for my concluvsions,

) First, the semmle ic not repregentetive of "youth," as DY~
ceived by the interv1evrc" themselves ond as considered in cenerel
usage, (TFor the soke of comparﬂson, I'm defining "vouth" snmng Agency

pr0¢c.“"onm*h gz under 25, pogsessing ot least the baceslourcstie Cegree,
4 probebly ctorting thelr first full-time 3-b. Ly "youti" 'rp egsions
Bfu dravm from informol diccussions with recent IODs during orientation

troining.) Light of the ten intervieuwces were 30 or over, end zeven

huU fLVG or more yesrs in the Agency. I contrast the attitudes of
Yyouth" (es I definca then) and these young prorfescionals as conceptual-
Ly compareble to the "first-tour" grmy man vs, the soldier who has re-

" enlisted, and in so doing peychologically reinforced his sense of com-

nitient to nrrenlzablcn and occupatlun.

The sceond peneralization is the "specialist" foctor - all
sre committed to their present type of worlk and, with one exception, to
their cereer cervice, The cxception 1s a.rccords moncgement officer
vy fellt thet this should be o a4 separste cereer service, as records man-
aaon(vt skilile cre utilised by 011l components. He steted thot he now
Talls botwoeen the two corcer chunnel in his office - edministrotor and
tcunnxcul specialist,

2. Ageney Mizeion end Tnare

Ho intervicewee had AllfLienlty identifying with ﬁ”cncy misslon
orv dmsge. Moot hod o Limited view of the geops of our miscion and

Approved For Release 2002/05/01 : CIA-RDP838008_23R000600260024-8
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petivities., One y~uny profecsionsl ond one manager commented on thelr
amozenent in this vepord ofter the former took the DOG "Irends ond
Wehlichts” course snd the letter the Mia-Coercer Brecutive Developument
course (ofter 1L yeors in the hgency). Public criticisnm of the Ageney
as on orgonizotion or for its role in Ind>-Chino, Cubu, cte. did not
bother ony intervicwee. Indeed, the reoctizn of two wos that we vere
too responzive to public opinion, ond chould be more vctive opcrotional-
ly. I conclude thet the DDS comple is ot criticelly concerned with
U.S. forcign policy formuletion and execution, or with world affairs

in general, '

3. Present Jobs end Surervision

Seven intervicwees were enthusiactic about their present jobs
and recognition rcceived. Two were dissatisficd for lack of chazllenge,
the third for heevy work lood. ALlL arc conbent with +their job specilolby --
dissatislaction reflects more upon poor sunervision and distribution of
work. The seme generalization cen be made of the nmanagement sample, with
one chenging carcer service to advance himself in his job specialty (eata
proc-ssing). Those criticsl of their supervisors oclmowledged the latter's

compebence in their specialty -- eriticisn wis directed at their menagerial

cffectivencss. The came conclusion cen be drawn from the mandgement
sample. These obscrvations waderscore my characterization of the DDS as
8 directorate of technicel snceiszlists. The one exception would be OIR,
vhich Grows so heevily on rotetees from other directorates for ingtrue-
tion and stofl functions.

Y, Career Davelopment cnd Promotions

T noted in the Tirst section that the interviewces viewed
career development in terme o thelr present office, and in terms of
continued improvement in epplication of their present skills., Hall of
my senple either locks o baoccslaureste or ecovned theirs after beginaning
Agency employment. Two others have speciolties (scientific lingulst,
elechronic encineer) with limited applicction, I contrast this sanple
with the “generslist" concept expounded for CTs in the mid-195Cs, The
generalist concept never reached the dinensions hoped for, elther numeric-
olly ox in a developmentel sensc. But L would hypothesize that the
significent influ: of CTs into the DDS begiming in the 1660s -~ CTs
vith & brooder cducabional bose end exponded view of the Apency through
their treining progrom - will generote pressurves for careers sranning
several dircctorate offices.  Whree DS renarors . commented thet even
those coming into theiv office via dircet hire were betier educated than
EODs of their gencration nd “later" (ill-defined).

These camaents ore Lo introduce the concept of “career develop-
ment! w- o non-exictent phenomensn in the DO, enogement ond young
professionol interviewees vho hove held tuo o more positions described
fheir wotabions as wowelly veleone but "hibeor-miss" propositions. DS
offices do cncouroce robetion, but no one could identify o pattern of
carcer development in their movements, B

-
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Most of ny canple had been promoted 1opidly ond epprecioted
this foct. Similoily, most anticirated o "lhump" in the neur future ..
vhich they assessed eo resulting from sne of the follovings

0.  "Deodwood" in slots. This wos ettributed to senior
Ageney officials! poternslicn in retoining older officers vho were no
longer competent., This critlcism wes implicit in the comments of those
deseribing the Ageney as "top-heavy" in grade structurc. :

. b, Promotions based on “paper requirements, " not on obility.
This could mean required time in grede, set pstterns of Job experience
matching those or renagers, requirencnt of baccalonreste degree regard-
less of profcssional compctence, or non-competitive promotion policies
within career services, S

¢.. Reluctance of managers to give responsibility or on- job-
training to young professionals because of theiy own Job insecurity.

Several concluded that a bhssie problen wes the imprecision
of Ageney retircment progrems, If senior professionals vwere obligated
to retire at reaching a set service~ere Tigure (assumption that retire-
ment age would be lovered), they viculd be moxe nrepared to encourape
and train the nmore cormpetent young professionsls.

The role of training in corecer develoment got o mixed response.
Differing office philosophies are apporent -~ nogt- encourage external
training (e.g., college courscs), but often do not propramn for Agency
training., One manager from O/L s2id he- has hoed more tircining in the
Past two years than in his Tirst 16 vears in the Agency. As an ST
carcerist, I believe this reflects a Tundemental. Azency problem of re-
Jdgting OTR cepabilities to component needs -~ @ communicctions gap.

. Performence evaluation, and rarticulerly fitness reports, were
considered fair by interviecvees, Monegers vicued them se necessary, good
in concept, but too often compromieed by the eveluetor taking the line
of least resistance by grading "dovn-~the-middle." The fitness report
as the besic device for verformance evoeluation wes accepted os concep-
tually the most effective ool to Lkeep menager end professlonal ‘aware of
their relationship, ' »

5. Communications

Most intervicw:es spoke of the naturol, borriers of "ecd-to-
Jmov" ena compavtrentation Limiting the forms ond edntent of communica-
tions within the Ameney,  Dut the consensus voes that these olone were
not catisfoctory cxplanctions Tor the proliforsition of channels and their
ovn ignorence ol nueh of the Ageney'a Tunctioning and miscion. Those
In the Agency five JEERS o move agreed that jnforasl communicotions --
friends in other COMDINCHTE we werc'tho'most iunortont means or keen-
ing in touch end oiten Lo finding chorteuts o eclion and/or information

-
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to MLLILL their own reepmsibilitice, Stary neetings too often vere
pavely for highly selecetive cormunlcation downward, R

Despite these compleints, the concensus vas that communicq.
tion between renoger ond professional wos improving ot most levels -
o5 noted in the next cection, : .

G, Now The Arency Is Dun

"The Agency is groving more burcaucrotic ., "

"We don't have as much red tape as other Government azencics
n . = ’
but LI Y ) ) .

"We're top-heavy, providing Jobs for old-timers who no longer
" .
produce ,,. :

"S8C were recurring criticisms, and yet o consensus conely-
a8 o positive one -~ the Agency is becoming "more people~conscious,
‘¢ mlssion-conscious." Three office chiefs were cited in particules
oo encoursging this -- Jaclk Blake (0/1:), Lester Dush (now retired )(o/F),
ond Dr., Tictren (O/MS). Thus the overview wes a hopzful one. Iut three
bosic srces of concern were cited as serious and golutions Aifficult .
repidly incressing size of the Agoncy,'communications, and "deadwood"
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