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MEMORANDUM FOR: Instructor Admin, UTR

Roy:

I attended tae first running of the program for re-
orientation for supervisors on 10 April and have little to cffer in the way f
substantive suggestions for improvament. I think the subject was well cavered,
and I have no suggestion for additdcns,

1 have heard a nuimber of suggestions that someon:
set the stage for the session at an carly point in the preseatations. This nay
be a valid point for those who are rot well aware of the purposes of the s¢ssion
before they arrive.

Whoever hes the upot on the present timetable for
11:10 to 11:45 would, I believe, have a better audiznce if a break is estabilsiaed
between that session and the one widch it follows. There were a few slee sy and
many restless persons among the cudience,

I was improessed with the jeael session and have leard
many favorable comments; some suggesting that the time allotted the pancl be
increased substantially. 1 do not egree with these suggestions. I think tle
panel was a highlight in the progran; but, I belleve, maximuw effective tiraz
was allotted to it; more time probably would result in facetiouws or silly ques-
dons. Two suggestions in the pancl session wiich I hope never come o0 [a3s3
are: {a) a supervisor's handbock, and {b) a change in the fitness reports about
every four years.

I believe that good supexvisors benefit greatly frem
a sesslon such as this. Many of them heard for the first time the policies,
principles, and attitudes of senior Agency officiels which, I suspect, are bot
always the same as those which they hear daily from their own supervisos.

I helieve that sesaions like this where the duties u:s
well as the authorities and responeibilities of the supervisors are stresscd .o
much more to enhance his job than the detailed deo's and don't's in regulatiovs,
handbooks, etc., whichI believe tend vo ‘water down the authority and fun:tion
of the supervisor.
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14 April 1964

MEMORARNDUM FOR: Director of Training

SUBJECT : Evaluation of the Supervisory Responsibilitien:
Progran
REFERERCE : Nemorandum frem Deputy Direwtor for

Bupport to Deputy Director for Imtelligence,
dated 7 April 1864

1. As requested in the above momorsndum, Neaers.

%@re dedignated to attend and evalwutve the first running

of the Supervisory Responsidilities Pregram om 10 April.
This memorandum is their critique.

2. The need for puch a reorientation for supervisors
hag been manifest for somz time. There have been sufficient
examples of employdes with personal, security, financial
and medical problems that have gone undetected or at laast
not been handled ag well i1z should huve been to make such
R course necessary. We bezlieve that the reorientation
program will serve to male some of the wemker supervigo rs
more aware of their total responsibilities in managing
personnel. It will algo be a2 refresher and reminder of
good personnel administrativ: practices for the better
supervisors.

3. Mr. McCono anc Col. White met s good pace and
& high standard for other speakers to follow. It was
especially gratifying to ave the Deputy Director for
Support discuse some of the leading znd moast current theories
of management. We were at firat somewhat alarmed at
statements made by both of these mpenkers that left the
implication that the only good supervision was hard-bailed
and hard-nosed. There is no doubt that many supervisers
have been weak and shirked their gupervisory responsibilities.
But this is not to gay that in order to deal succesafully
with employees you have to put kindness and human compaasion
agpide. Indeed, the more guccessful supervisors have a
generous amount of these characteristics. What is important
is that the supervisor no: confuse so~called kindness *vitk
his responuibilitics to munage. Col. Waite, seconded by
Mr. Kirkpatrick, clarified this pomitien during the paiel

Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250028i‘l: ' _T,;; e

SR A
EPRE FE

[




Approved For Release 2003/09/(#-: €1A-RDP84-00780R000600250028-1

L o«

discuasion, but many of us were bothered by what was
owionsly a misunderstending ¢f the remarks early in
the day. (We were too busy jndging and not busy encugh
listening!) If this could be elarificd both of theme
talks will beo excellent.

4. Dr. Tietjen's lecturs was aliso excellent, and
wiag enhanced by the use of smusing visual atds. We believe
we can give Dr. Tietjen some waigue MY/ I-type stresses
to 1llustrate Mhen he talks te¢ our people. ¥hile we
reaiize that there are time limitations, we believe that
he could spend about five mimetes en danger signals feor
supervisors to be aware of fia empleyve conduct. Be need
not attempt to malie pepychiatrie soreening officers out
of supervisors. He could, Bowever, outline behavioral
manifestations fhat would make the supervisor wateh the
exployee more closely and ecensuit wiih the Medical Staif
on questionable behavior.

8. ¥r. Echola was left with the nuts and bolts of
personnel practices for supervisors, which he adequately
eovered. In succeeding runaings, he might be able to
tie in sowe of the remurks on genern) mapagement theories
made by preceding speskers with the dey-to-day technigues
of supervision. In additioa, the mmicr strese of Col.
Vhite's and Mr. Echolsg' addresses was placed en the
supervisor's responsibilities to the Agency, to the
Government, and to the job, im an orientation which was
summed up succinctly by Me. Behols' sdmomition that
supervisors must understasd that they are playing on tae
managenment team. No one cay doubt tkat this is the major
role of the supervigor and this role must receive henv’
stress in A reorientation address. From the standpoin:
of our first-line supervilsors, however, we feel that a
bit more time and attention could profitably Be payed
to an examination of the rola of the supervisor in
providing conditionas fer his pecple favorable to motivition,
i iration, and initistive. Both tke Director and th:
DD/8 ralmed this role in their addreeses, but it was not
further examined.

6. Mr. Fuch's talk wag matisfectory, but the sublect
iz not as germane to the DD/ as it is to other parts
of the Ageney, snd especianlly tc the DD/P. Our supervisors
do not handle soney and have very few petity cash funda,
but we do have continulty of experiepce with budgeting.
Sipce handling money was the hrart #f the Fimance Pive-tor's
talk, it should be deemphaailzed for the DD/I running
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of the course and a more genmsaral approach to fiscal
responsibility substituted.

7. We did not stay fox the secwoity briefing
because we had previously attended it. By the time the
Bupervisery Responaibilities Program is put om for DD/

supervisors, all escept a fews stragglers will have attanded

the Becurity Reindoctrinatiea Course. We, therefore,
recomaend that the seecurity ldcture be dropped from the
Program. If this lecture is eliminsted, we believe that
the course can be shortemad Lo half s day without
maerificing its content. A suggested schedule would b
on the following cader:

0815-0830: Directar of Central Intelligene: and/or DI

0830-0815: Deputy Director for Support
0915-1000: Chlef, Medicnl Staff
1000-1015:  Broak

1015-1045: Directar of Finaace
1046~-1130: Director of Personnel
1190-1230: ranel

8. Ve believe the Panel was very gzood in wrapplng:
up the Program, snd should b continved. We suggest tni
the Director of Secwrity e lncluded to apswer any
gquegtions which may arise 1 his avess, even if he does
not lecture in the earlier purt of the program. And I
21l menns, include Col. White, even though he was not
listed 38 A participant on the schedule.

8. VWe have made these suggestions hopefully to
improve what is alrendy an fugpregsive program. We wil:
be glad to confer with appropriate officers on the cowmc
to make it ready for the /I presentation.

i [2 /7 /2l

cc: DD/B
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7 April 1964

MEMORANDUM FOR: (See below)

As you know, the first running of the Supervisory
Responsibilities Program will be in the auditorfum on Friday, 10 April
1964, 1 attach hereto the schedule for the day’s program.

Wa are extremwly anxlious to critique and evaluate
this first presentation so that we can decide what changes will be destrable
for subsequent presentations to the remainder of the Agency's suparvisors.
While this firat presentation is for DD/8 supsrvisors, I should sppreclate
your designating three people to strend the entire presentation and to ad-
vise you and the Director of Training as soon thereafrer as possible of
any changes they recommend for subsequant presentations. 1 hope that
you will designate senior personuel whose judgment would be valuable to
all of us in attempting to make this important and time-consuming course
as valuable as possible to all of our supervisors.

1 should very much appreciate your giviag the names
of your representatives to | Jextensiof  |before 10 April
8o that we can work with them In the total evaluation of the program.

/5
L. XK. White
Deputy Director
for Support
Att
DD/S:LKW :jrf
Distribution:
0 - DD/I w/att
1 - DD/P w/att : ![;’
1 - A-DD/S&T w/att SEE‘ET

o1 - ApprovedRon Release 2003/09/04
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7 April 1964

MEMORANDUM FOR: (See below)

As you know, the first runaing of the Supervisory
Responsibilities Program will be in the auditorium on Friday, 10 April
1964. 1 attach hereto the schedule for the day’s program.

We are extremely anxious to critique and evaluate
this flrst presentation so that we can decide what changes will be desirable
for subsequent presentations to the remainder of the Agency's supervisors.
While this first presentation is for DD/8 supervisors, 1 should appreciate
your designating someone to attend the entire presentation and to advise
you and the Director of Training as soon thereafter as possible of any
changes he recommmends for subsequent presentations. 1 hope that you
will designate a sentor person whose judgment would be valusble to all of
us in attempting to make this importast and time-consuming course as
valuable as possible to all of our supervisors.

I should very much apprecia glving the name
of your representative to | enmslarmh;fore 10 April

80 that we can work with him In the total evaluation rogran .

ly/

L. K. White
Deputy Director
for Support
Att
DD/S:LKW:jrf
Distribution:
0 - OGC w/att
1-1G
»I"- DD/S subject w/att SEG&EET

1 - DD/S chrono
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0900 - 0915
915 - 1000
1000 - 10RO
020 - 1110

1110 - 1145

1345 - 1300
(1300 - w00
© 100 - 1450

1450 - 1520

1510 - 1615

Piractor of Central Intalligence
Deputy Birector for Support
Break

Chief, Medical Staff

Mrector of Finance

Lamch

Becurity Staff Officer

Director of Personnel

BEresk

Fanel
{Chaived by Zwecutive Pirector/

Ceagrtxoller
Meaxbers - Director of Security,
Mrector of Pursonmsl, Pirecta:
of Finsnce, Chief, Medical Sta>f)
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7 April 1964

MEMORANDUM FOR: Director of Communications
Director of Finance
Director of Logistica
Director of Persamal
Director of Security
Director of Training

Chief, Medical Staff

SUBJECT : Supervisory Responsibilities Program

1. As you know, the first running of the course for all snpez‘visors will
be presemted on Friday, 10 April 1964, in the auditorium.

2. It will be necessary for us to evaluate this presentation very care-
fully in order to determine what changes are desirable for successive pre-
sentations for other DD/S supervicors and also to determine whether this or
some other supervisor reindectrination couxrse would be more appropriate
for the remainder of the supervisers in the Agency.

3. We will look to the DD/S Cffice Heads to provide the Director of
Training not later than 20 April 1964 with s summary critique representiag
the views of the supervisors from thelr respective components. We are in~
texested in any constructive comments you may have to offer. As & minimum,
however, they should include the reaction of your supervisors as to whether
the substance of the course should be expanded, reduced, or changed in srome
other way. Is the course too long or too short? If either, what suggestitns
do you have for changes in the schedule? What was the genersl reaction of
your supervisors to this presentation? Iiid they find it merely useful, ex-
tremely useful, or was it a waste of time? Was it worth the time and effort taken
to present and to attend? Was there a pattern of reaction among your super-
visors? For example, was there a general reaction that could be attribuced to
senior supervisors as opposed to junior supervisors?

OROVP 1
Excinded from amidmatic
towngrading and
telazaliinstion
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4. 1leave entirely to your discretion what internal pfocedu,res you
establish within your office to ensure that your individusl supervisors

critique this presentation in such a way as to enable you to comply with
this directive.

CRIERTY
L. K. m
Deputy Director
for Support
DD/S:LKW:ip
Distribution:
0 - D/CO

1 - ea following adse
1 - DD/S chrono
21 ~DD/S subject
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MEMORANDUM FOR: Mr. Kirkpatrick bo /b LGl rRY
FILE fM’Lw,@;«f Tj 1
Kirk:

We are delighted that the Director has agreed
to open our Supervisory Responsibilities Program on Friday.

I hope that you will live up to your personal
promise to sit through the entire day and suggest that, in addition, you
might like to have one other senior officer also attend, possibly some-
one from John Clarke's office. I have invited non-DD/S observers as
follows: DD/P--3; DD/S&T--3; DD/I--3; IG--1; and OGC--1. Based
upon their critiques, as well as our own, we can then decide what
changes, if any, are desirable for subsequent presentations,

Incidentally, the schedule has changed slightly
from the one I gave you a few days ago. A copy of the updated and,
I hope, final version is attached.

L. K. White

Att

ECRET
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Auditorium

Director of Central Intelligence
Deputy Director for Support
Break
Chief, Medical Staff
Director of Finance
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Security Staff Officer
Director of Personnel
Break
Panel
(Chaired by Executive Director/
Comptroller
Menbers - Director of Security,

Director of Personnel, Director .
of Finance, Chief, Medical Staff)
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MEMORANDUDM FOR : Regirtrar Steff, Office of Tmining

APTERTION c |
SUBJECT ; Reorientation in Supervieory Hesponsibllities
AEFERRACE . DD/S Admioistrabive Instructlon Ho. b o

In accordance with tne lagurictiong in she above referenctt:,
we are submitting below the waxes of the perscanel from e Office
of the Deputy Director fox fuppori whe will sttend the rubject
reorientation, with the exception of those a1’ the Speeinl Bupport
Assietent and his depui,, whick va e submisted previcusly. Those
vwhose cames are preceded by an ssteriek plan to attead va 10 Apels

*lawiead: K. wWhito
k. Cate: lLloyd

?
5/
[ ” |
ifive i the' Depaty Directo -
£or Suppot

0-DD/S:MRW:jbb (7 Apr 6k)
Distribution:
0 & 1- Adse
1 - DD/S chrono
L~" DD/S subject
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ROUTING AND RECORD SHEET
— bo-/ 5 REG LETRY
SUBJECT: (Opfional)
Supervisory Responnibﬂitien Program p 1L m 7”92""’“ 7
FROM: T T [TextensioN | No. T P
/ﬁf Lo S5
Deputy Director for Support ot g APR 1964
Zuon:din(;))ﬂicer designation, room number, and DATE OFFICER'S COMMENTS (Number each comment to show from w.om
INITIALS to whom. Drow o line across columr after each comm nt.)
RECEIVED FORWARDED ]
" Executive Director-
Comptroller  7D59 HQ - | Kirk:
2.
I am attaching a ¢opy of the
- - - ——| BSupervisory Responsililiries Prog ‘am
3. for 10 April 1964 as w1l as a sug zes;
ted speech.
4.
I am gure you reqlize that the re
_______ ) | isa good deal of skepticiam, ever
5. cynicism, about this Frogram, wiat
it is likely to accomplish, etc.
5 - -- t—- —— 1 therefore belisve tha: it ig impo: -
' tant for either the Director or Dejuty
Director personally to kick it off.
7. T |7 7] since Genoyal Carter will not rett rn
until 9 April, I hope w2 ¢an persuide
A b | Mr. McCone to do this for us.
8. I repeat, [ think that it is extremely
important that either ke or Gener |
o T T - - - ——7 Carter open the Progrem.
10. '“agﬂ
e LKW
11.
- e 2 Atts.
12
DD/S:LXW:sbo
IR I Distribution:
13. 0 - Adse w/0&2cc of atts.
1 - DD/S chrono
14 17 77 .1 -DD/S subject w/cc of atts.
15. I
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0%900-0915

G915-1000

1000~ 1050

1050-1110

1110-1200

1209-1300

1300-1330

1330-1413

1415-1430

1430-1600

SUPERVISORY RESPONSIBILITIES PROGRAM

10 April 1964

Director of Central Intellizence or
Deputy Director of Central Inteiligence

Deputy Diractor for Support

I)ircctni ol Persomnel

Break

Director of Secugity

tanch

Directoxr of Fipance -

Chief, Mecical Staif -

Break

Panel - Chaired by Executive Director
Wembers: Director of Pargonnel, Director of

Security, Diractor of Firance, and Chief,
Medical Etaff
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Ladies and Gentlemen: You have been asked to come here this
morning because I have directed that all supervisory personnel be
reindoctrinated in and reminded of the broad scope of their responsi-
bilities as supervisors in the CIA.

Several weeks ago I directed that a progran: be developed which
would: (1) bring to our supervisors at all levels an increased aware-
ness of their responsibilities beyond that of work accomplishment;

(2) impress upon them the danger of failing to meet their responsibilities;
and (3) help to insure understanding of Agency policies, authorities, an:l
facilities pertinent to the execution of these responsibilities.

In these next six or seven hours there will be a series of presentations
especially designed to acquaint you with those scmewhat lese obvious ateas
of your responsibilities. Because we are an organization of many special-
ists it is very often difficult for us as supervisors to fully appreciate
those aspects of our responsibilities which lie outside the technical
requirements and specialization of our daily work. By this I mean that
the area specialists, the case officers, the linpuists, the economists,

and the scientists tend to devote their energies and interests to the basic

Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250028-1
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requirements of the work itself. Some of the other responsibilities of
supervisors, such as the most eflective utilization, training, and
development of personnel; the maintenance of security; the proper
handling of funds; the maintenance of suitable standards of fitness and
conduct, often seem to be only veguely in the conscious concern of some
supervisors and further they seemn to think that these can all be left to
staff elements or support offices such as Personnel, Training, Security,
the Medical Staff, and so on. It :s true that theee offices are competem
and prepared to render many services, but it's also true that all of thege
factors are part of the responsibilities of each supervisor.

This program and this emphasis today does not represent any chamze
or anything new in the way of policies or responsibilities. Indeed, the
same principles of conduct and rasponsibility have been stated many tir:es
and in many ways. Our official directives, handbooks, notices, etc.,
have treated all of these considerations in careful detail. Nonetheless,
we are all aware that there have bean and continue to be too many caseb

where waste and serious difficulties have arisen directly attributable t¢

irresponaible supervigion or at lzast inatrention to supervisory respongibilities.

T
P
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For example, it recurringly comes to my attention that from time to tine
the personal conduct or job performance of an employee is so deficient
that it is at least highly questionable whether he is suitable for continued
employment in CIA. In few instences is the deficiency or transgression
& spontaneous or isolated affair; rather, investigation usually discloses

a lengthy process of deterioratios in performance and/or moral fiber.
Far too frequently there is evideace that supervisors at all levels have
not taken reascnable corrective action to guide, criticize, and disciplize,
In some instances most serious defects have been quietly tolerated or

even concealed for misguided reasons of compassion or friendship with

inadequate regard for the vital interest of the Agency and the Government.

Agency regulations and procadures for the official investigation and
handling of these matters, if complied with, should sssure diac;reet.
equitable, and effective solutione to any questions of employee suitability
that may arise.

As many of you know, I have been most impressed with and have
taken great pride in the professional competence of this agency. Before
Congressional committees and other appropriate audiences I have many

times taken the opportunity to cite figures and incidents which describe
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the professional training, skill, and accomplishments of our personnel.
Now it i my desire that we do everything possible tc achieve comparalle
excellence in our supervisory and mamagerial abilities. The fact that we
have outstanding peraonnel assets and an impressive history of accom-
plishment places on us even grsater responsibilities as supervisors.

Not only must we continue to live up to cur past record; we must sxpec:
and be prepared for greater challenges. We cannot axpect more persainel
or more funds to meet new demands. 'The burden rests heavily then on
the supervisors to promote new growth and new levels of competence
through improved organizational and personal exceilence. We must,
therefore, be relentless in our efforts to achieve the highest standards

of ability and behavior. We must also demand the most responsible,

the most effective supervision. We must make more use of our ability

to discharge from the Agency the incompetent, the irresponsible, the
morally deficient and any others who weaken our ability or andanger

our security. If our mechanisms, policles, and procedures are inadequate
to youx tasks, it is your responsibility to help find better methods and
approaches. There can be no compromise of integrity, fairness, or

justice in our dealings with eithes our personnel or our public trust.

Approved For Release 2003/09/044' CIA-RDP84-00780R000600250028-1




These are some of the reasons why I have directed that all
supervisors from the Deputy Directoras on down through all levels of
supervision be brought together to have impregsed on themn a greater
awareness of their total regponsibility, keener appreciation of the
necessity for meeting these responsibilities, and an increased under-
standing of the capabilities within the Agency that are available for your
assistance. I want to stress a few simple principles which will be
repeated and elaborated on in the oncoming discussions. The first
principle I want to stress is that we must at all levels think in terms
of the Agency's mission--the Agency’'s goal--and that we must subordinate
our parsonal and compartmental pride and prejudices to the greater tasks
of the Agency. Our actions must be dictated by the best interests of the
Agency. We cannot tolerate delays, wastes, or conflicts based on
paxrochialism, "empire building”, or asy other form of subjectivity or
pettiness. A second principle that I wish to stress is that all supervisory
tasks and resgponsibilities must be faced up to nc matter how unpleasant
they might be. To evade, avold, or cover up potential conflict can anly

undermine the whole organization. The third point that I want to impress
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deeply is that the burden of professionsl and persanal excellence of oux
entire organization rests heavily on your shoulders and that you must be
continuougly aware of the fact that you are at all times, by both commis-
sion and omission, setting examples and training your subordinates.

Our growth from here on must be in the form of higher standards,
improved skills, and greater cormpetance. We must, therefore, dema2d

more responsible, more able, supervision.

Approved For Release 2003/09/04 :€RCIA-RDP84-00780R000600250028-1




STAT

ST

AT

L Lot 755

Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250028-1

715 Broyhill
Roy:

I have sent copies of the attached
speech to Emmett Echols, John Tietjen,
Bob Fuchs, and Bob Bannerman and have
requested any suggestions that they care
to offer. 1 should very much appreciate
your constructive criticism as soon as
possible. I must put this to bed and get
on with some other work pretty soon.

'~
- LK'Y
3 APF 1964
Deputy Director for Support
7D26 HQ [ ]
DD/S:LKW:jrf
Distribution:

0,- Adse w/cy of DD/S speech to Supervisors Course
v{ - DD/S subject
1 - DD/S chrono

DD/S REGISTRY
FILE L[S 3

Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250028-1




Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250028-1

SPA-DD/S
7D02 HQ
STAT [ 1

This is probably not the final version,
but it is pretty close to what I propose to
say at the Supervisors Course. I should
appreciate your reading it and giving me
your candid suggestions for improvement
or change as soon as possible.

=

LKW

e .
3 APR 1964
Deputy Director for Support
STAT 7D26 HQ 1
DD/S:LKW:jrf
‘z Distribution:

0 - ea. to SPA-DD/S, SSA-DD/S, EO-DD/S w/cy of DD/S speech
.~to Supervisors Course
- DD/S subject
1 - DD/S chrono
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Director of Personnel
5ES6 HQ
Eck:

While the attached speech is probably
not the final version of what I propose to
say at the Supervisors Course, it is
probably pretty close. I thought thar it
might be helpful to you and others to try
to make sure that we have an integrsted
presentation, and I should appreciate any
suggestions or comments you may have.
Please get them to me as soon ag possible.

< F

4

LKW
3 APR 1964
Deputy Director for Support

7026 HQ 1

DD/S:LKW:jrf
Distribution:
0 ea. to D/Pers, D/S, C/MS, D/F w/cy of DD/S speech
to Supervisors Course
I - DD/S subject
1 - DD/S chrono
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DRAFT
1 April 1964

Ladies and Gentlemen: You have been asked to come here this morning
because | have directed that all supervisory personnel be reindoctrinated
in and reminded of the broad scope of their responsibilities as supervisors

In the ClA.
Shet oo [Aeaqrar be develepeii
Several weeks ago | directed MM
e
WP-MWHH: (1) bring to our supervisors

at all levels an increased awareness of their responsibilities beyond that
of work accomplishment; (2) impress upon them the danger of failing to meet
these responsibilities; and (3) help to insure understanding of agency
policles, authorities, and facllities pertinent to the execution of these
responsibilities.

In these next six or seven hours there will be a serlies of presentations
especially designed to acquaint you with those somewhat less obvious areas
of your responsibilities. Because we are an organization of many specialists
it is very often difficult for ug as supervisors to fully appreciate those

aspects of our responsibilities which lie outside of the technical require~

9
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ments andlspeciallzation of our daily work. By this | mean that the
area-specialists, the case officers, the linguists, the economists,
and the scientists tend to devote their energles and interests to the
basic requirements of the work itself. Some of the other responsibilities
of supervisors, such as the most effective utillization, training, and
~development of personnel; the maintenance of security; the proper handling
of funds; the maintenance of suitable standards of fitness and conduct,
often seem to be only vaguely In the conscious concern of some supervisors
Fhef cecm #® ik

and furtherﬁthat these can all be left to staff elements or support offices
such as Personnel, Training, Security, Medical Staff, and so on. It is
true that these offices are competent and prepared to render many services,
but it's also true that all of these factors are part of the responsibilities
of each supervisor. This program and this emphasis today does not represent
any change or anything new in the way of policies or responsibilities.
Indeed the same principles of conduct and responsibility have been stated

|
many times aniAmany ways. Our official directives, handbooks, notices, etc.

I
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have treated all of these considerations in careful detail. None-
theless, we are all aware that there have been and continue to be too
many cases where waste and serlious difficulties have arisen directly
attributable to irresponsible supervision or at least inattentlon to
supervisory responsibilities. For example, It recurringly comes to my
attention that from time to time the personal conduct or job performance
of an employee is so deficient that it Is at least highly questionable
whether he is suitable for continued employment in CIA. In few Instances
is the deficiency or transgression a spontaneous or Isolated affair; rather,
investigation usually discloses a lengthy process of deterioration ir
performance and/or moral fiber., Far too frequently there Is evidence that
supervisors at all levels have not taken reasonable corrective actlion to
guide, criticize, and discipline. In some instances most serlous defects
have been quietly tolerated or even concealed for misgulded reasons of
compasslion or friendship with inadequate regard for the vital interest of

the Agency and the Government.

T
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Agency regulations and procedures for the official Investigation
and handling of these matters, if complied with, should assure discreet,
equitable, and effeﬁtive solution to any questions of employee sultability
that may arise,

As many of you know, | have been most impressed with and have taken
great pride in the professional competence of this agency. Before Con- |

Gud the Uiree for #0005

gressional Committees and other appropriate audlences | haviAmany timos
taken the opportunity to cite flgures and incidents which describe the
professional training, skill, and accompllishments of our personnel. Now
it is my desire that we do everything possible to achieve comparable excellence
in our supervisory and managerial abilities, The fact that we have outstanding
personnel assets and an impressive history of accomplishment places on us
even greater responsibilities as supervisors., Not only must we continue
to live up to our past record; we must expect and be prepared for greater
challenges, We cannot expect more personnel nor more funds to meet new

demands. The burden rests heavily then on the supervisors to promote new
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growth and new levels of competence through improved organizational
and personal excellence. We must, therefore, be relentless in our efforts
to achleve the highest standards of abllity and behavior. We must also
demand the most responsible, the most effective supervision. We must
make more use of our ability to dlschargé from the agency the Incompetent,
the irresponsible, the morally deficient and any others who weaken our
ability or endanger our security. If our mechanism; policies and pro-
cedures are Inadequate to your tasks, it Is your responsibility to help
find better methods and approaches. There can be no compromise of integrity,
fairness, or justice in our dealings with either our personnel or our public
trust.

These are some of the reasons why | have directed that all supervisors
from the deputy directors on down through all levels of supervision be
brought together to have impressed on them a greater awareness of their
total responsibility, keener appreclation of the necessity for meeting

these responsibilities, and an Increased understanding of the capabillities

% RN
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within the agency that are available for your assistance. | want to
stress a few simple principles which will be repeated and elaborated on
in the oncoming discussions. The first principle | want to stress is that
we must at all levels think In terms of the agency's mission == the agency's
goal -- and that we must subordinate our personal and compartmental pride
and prejudices to the greater tasks of the agency. Our actions must be
dictated by the best interests of the agency. We cannot tolerate delays,
wastes or conflicts based on parochialism, ''empire bullding' nor any other
form of subjectivity or pettiness. A second principle that | wish to stress
is that all supervisory tasks and responsibilities must be faced up to no
matter how unpleasant they may be, To evade, avoid, or cover up potential
conflict can only undermine the whole organization. The third point that
| want to Impress deeply is that the burden of professional and personal
excellence of our entire organization rests heavily on your shoulders and
that you must be continuously aware of the fact that you are at all times,

by both commission and omission, setting examples and training your subordinates.
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Our growth from here on must be In the form of higher standards,
improved skills, and greater competence., We must, therefore, demand

more responsible, more able supervision,
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