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1. This memcrandun containg Fecommendetions sulvaittad for
IXI approval, Mthnsnznecmmtammﬁ.
2. Muders of the Inspector General's Staft intervieved 6o
edployess, G8.12 and above, who had velunterily submitted their
resignaticns. There were 24 other cmses not eovarad in this
Wﬁimwmmuwmmmmmﬁwm.
3. The mmmﬁmmwwmmmmr
comments on the Agancy and their relationship with 1t. A mzber
hed criticisms, but anly & few offerad suggestionz, which were
screened for subseguent svaluation. The interviewars relied
largely on elicitation rather than detailed questioning. The
Parpose vas tusfold:
& mmmmmmtawwmumm
in persomnel menagement of (S-12s and abova;
b. mmmuqmmtmwmww
i’ww.l possible eritioism,
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k. Meavly SO¥ of those intervieved were resigning frams the
ID/T componamts. The resighees fyem the IB/P sscountad for about
30% and the ID/8 about 20%. The GS.12s represented sbout 38% of
the totel, G8-13s were 33%, GB«lis wers 25%, sad GE-15s and sbove
sbout .

5. The resignees sversged sbout eight years with the Agecay.
Three resigoed vithin twg years after employment, sad ia two of

6. ooyt 61% of the total were between 30 snd 4O years of
m,ma&ﬁmm%m%.mmw%m
over %0, | |

7. Commemtts by the wmploying ccmpement indicated ferarable
attitudes toverds 83% of the resiguees by such statessats es
mmmmm;mwmmwmm
re-smployment if the inMvidusl applied. The departures of sbout
10% vere viowed with no regrsts, and there was suffimie:t gustion
o 7h of the cases to sxelude them from edther categary.

8, The interviewers tried to assess the attitudes of the

red. Ve conclhuded thet the comwms of 5% of the
of 25§ probebly vould be unfavorsble. The wttitude of the
remaining 17% was too mich i dwibt to place in elther cstegory.
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We concluded that 390 were favorebly impressed by mensgewent, S1%
undevorsbly impresssd, wud 10% in a dadtful category.

by the esploying component, 19% probebly will spesk unfevorably of
mant .

10, Thoss resignees who prodebly will spesk unfavorsbly about
the Agenzy vere distridubed emcng the DD/G, IO/P and HD/L in sbout
the seme ratio ucted in permgrazh b, The D/P hed & lower yeiio
gnd the DB/S snd ID/I higher, tut the liwitations of the date meke
the &ifference insignificant. In regard to lLupressions of panage-
irpressions wers from the /I, with 43% of the total comcantreted
in OBY end (Wi, Omly two cut of ten frem 08X end twe oub of
sleven fras (FR appeared to bhave besn fmvorsbly impressed with
menagmaent .

h

1l. Five resigoees ware going to tesch at colleges. Only e
probebly will speek favonwbly of the Agensy, two yrobably will
‘avorably, sod the sttitudes of two are in dadt., In
12, XIn view of the importance of college professors in respect
to publie relations and recruttmant, special sttenticn to reaignees
in that oategary is well werranted. We believe that senior staff
3w
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m, with strong backgrounds in the teaching profession might ve
ehle to influence the ultimate sttitudes of those resignees by
giving them attention prior to the separation date and theveby
provide the Agency afditiomel protection in its public relations.
There is little possibility of changing a yrapignee's unfavorible
impressions of locel menagement, but sophasis on the progress of
Weﬁmaywamumﬁthommctaafmmtmmai%me
resignes psuse in applying any eriticisms of yesterdsy to the
Agency of COmOYTOW.

13. fosut 39% of the resigness improved their income or had
#irn prospects for an incresse snd gbout 19% accepted other
positions st eguivelent incoms. Thoss sccepting lower income
represented 124, The remalning 30% included those who anticipsted
14ttle or no incoms spd those vhose anticipsted earnings were not

14, vhile 39% seid that they would increase their income in
their new positions, 52% gave higher incoms or potentisl ss ome
mmmim. Preforence for snother type of work was oue
factor vith sbout 55% of the resignees. Family sud health factors

15. mmmtwmwmmslﬁdm
mms,mahwarmmmmwwnwmmﬁ,
sccording to unconfirmed statemants of the resignees. Mﬁitﬁ,m}.
MWWWM&M\@&&@*:M. The

-
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16. Commercial orgmuisstions attracted sbout 32% of the resignees,
or caly one move individual than governoent sgencies.

17. Pocusing on the GS<12¢ and GS-13e in the 30 to 40 age group,
‘thers vere 16 individuals, or sbout 2i$ of all resignees, who had
m%ﬁhﬂwmyﬁwmwm,Manmm.m
the Agency, who were not influenced by family and healtl prdblems,
snd who revesled apecific plans to work for ancther crganisation.
8ix tut of the 15 were incressing their imcomes immsdiately. Other
governmant agencises hived seven, commercisl companiss hired eix,

-5 -
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and sducationsl or nom.profit organizations hired three. Among
those who gained an incresse in income, only twe out of the six
gained more than ebout 10%. Thers were three resiguees in this
group from the DD/S, three from the DD/F, and ten from the TD/I.
8ix of the group were from OCK.

18. The muwber of capsble resignees who might have been
promising in nev Agenoy assigmments csnnot be determined. Howaver,
30 individuels, or ebout 43% of sll resigness, wers under 40 years
of sge, in grades 12 and 13, snd were well regardad by their
components. %o believe some in that group vepresented valusble
potential in new assigomente within the Agency. Baving the
investment in even one of the 30 could hawe pald for many man~hours
in snalysis of resssigoment poseibilities. Some of the resignees
indionted that at one time they had besn interested in & transfer
within the Agency. ¥While & fevw had made an effort along those
lines, others were restrained by fears of belng classeed as
waloontents. They 41d not have persomel contacts which would
parmit them to explore guietly for ancther positiscn within the
Agancy, but they could snd &4 explors guietly outside the Agepcy.

19. The componsunte which have prodblems of rotations dbetween
hesdgquarters and Tield stations have lesaned to cope with internal
trensfers o6 & novmal function. Fowvever, the Agency systen does
not work well in practice in facilitating trunsfers betwesn

.
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components. ﬁamﬂhwm.rttmﬁu‘u3gan€ttm:hmm1mmngmmmt
but eosts the Agency abls smployees. On the sverage, ths better
t&taﬂ&mﬁmwﬁmlnwﬁurib15tbrhﬁntadbh&neﬁmn'mmﬂqmumz.-
Therefore, parcchinl views on trensfers between coupments tend to
emnmnwathasnmmﬂxgcttettmﬁhwﬁarawﬂgwua:hwtmaamaﬁ&b
of gther employers.

20, Tolmnutwsqwuuua;n?muumyagtﬂumﬂnasﬁlﬁ@ﬂy
@&&Hﬁa&@m&qmmgtatm&rsmwﬁdﬂmﬁ1staamnluma§mma
naturs. We belleve that the Agency oan provide some reliefl by
ummm&umhgtsmﬂldﬁmutumﬁumﬂgwm4%&&&%@3eﬁﬁ&ttutma
Office of Persoymsl with direct contsct with career penels and
individuals who sre dnowledgesble of the personnel raguirements
of sach igency camponent. Such & unit could serve a8 & cleaxing
mwm$$msamﬂ@mmsamﬁ&m;&uﬁsmmﬂasxmuﬁeafimeu-mmmmmﬁ@,
end for manegement slements sesking new talent, Tuis is &n
fmportant pert but neverthelsss cnly s part of the brosd problem
of amployes counseling.

2l. The most important sspect of the analysis of resignees in
ih&;mﬁhmﬁumﬂ.mﬂn@mw-huﬁﬁzxmrﬁuaa:-i&imazwwtémnﬁmux
ta resch. ITdentification of the intengidle balance of foreces that
motivates the individuals to seek cpportunities ocutsids the Agency
falls into the rvesim of speculstion at least, unless supported by
sdvenced psychological testing. There were hints and leeds
surfaced Auring the interviews which provide some guidance for the
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mmsmmmmwmimmmm
uaed such terms a5 "rigidity”, "oid line bureaucracy”, "middls
sge spresd”, "parochial attitude”, 54 "lack of dyummics”. Some
WWMMIM%WWQW’E&”.W%&
discoursged over the poor prospects of moving either upward 1o
more reaponsibility and higher grads or laterelly to mew sxperisnces
and chollengss.

22. The sualysis sppears to challongs ihe statemsnt that
govermmant cannot compete with private industry. In the cases

| of the Agenoy resigoees interviewed, 21 wvent io other governmant

sgeucies and 22 to comwercial crganisations. The analysis slso
sppears to challenge the pat explansiican that employess leave for
higher incema. Only 27 of the 60 seid that they would recedve
higher salaries and most of these antlelpsted incrssses ware
modest, vhile 21 sald that they vere acoepting egqual or lower pay,
and 17 supplied po data. After deciding to lesve the Agency, most
of the wesigress locked for higher incoms as & satter of course,
Bome vere successful; some were not, tut they resigned nevertheless.

23, Analysis of concentrations and sttitudss of the resignees
warpants special ceution in even tentatlive conclusions due to the
linited and imprecise nature of the dnta. However, we belisve
that it serves & useful purpose if 1tz
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2. alerts middle mamegement to its responsibilities in
the risld of enplayee motivation;
b. alsrts higher mexegement to the pogsibility of
wvegkness in organirmtion structure and of systemp which lead
to lose of valued employees in apite of the best snd
snlightersd efforts of middle menmgement
e promotes collsborstion between the Gffics of Fersomnel
and selscted camponents in developing end talloring epecific
recrultment programs.
2k, The Agency has stiracted meny people who have wanted o
wark for something more then money. Sone need & worthy cause to
fulfill a persopal need in their livea. There are few who Jo oot
to stimlste interest and effort. Herely working to plesse w
prrticuisr supervisor is not enough to satisfy the needs of scms
of those people. A mumber resigned for well delined and tangible
reasons, Lut ve believe that some resigned because they had lost
& sense of wission. This left them only the sstisfaction of their
eamings. Evidently this wes not enough end, unsatisfied, they
puccessfully. The nusder still sesrching is uniknown. |

25, In cur opinien, the quality level of Agency pevsoimnel will
decline iff the appesl of s "greater ceuse” declines and the orgend-
gation triss to rely on salary alone to stirech and retain highly
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qualified smployees. We doubt that pronocuncements From the
highest echelon will suffice, for after m sversge of eight years
with the Agency intelligent emplovees know the facts as they
encownteyr them, The durden of msintaining a high level of
motivation snd spirited effort may fell primarily on middle
nenagensnt

26, The resignee interviews of Fiscal Yemr 1961 do not prove
that & dengerous trend is in process, bubt they 4o show the need
for renewed alertness to attitudss of promising emplovees. It nmy
be reasoned that even If s mipor trend toward loss of motivation
has begun; no seriocus dmmsge has yet been done. Although the
resignees included & number of sbls individuals, they probebly
8180 included a number vho vere sspecially sensitive to changing
motivation factors and therefore less promising es long-tern
careey intelligence officers. This ressoning will be little
solace if the forcee st work in the resiguations reach deeper
into the level of talented Agsncy employees,

27« Ve believe that the guestion of trends in motivation of
#ble and prawising employees is of sufficient importance to warrant
& continuing prograx of analysis. Training and orientution programs
for "mid-cereer” employess or middle mensgement groups now undsy
consideration should give due attention to the subject of eployes

sotivation.
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28. It is recomoended that:

&. The Deputy Director {Bupport) estedlish s progrem
of conferences batween future resignees joining educational
institutions and selected senior staff employees in the
intarest of improving pudbllc relatioms,

B, ‘The Deputy Pirector (Bupport) dirvect the Office of
Perscynel to estadlish a well.publicizad emplayee counseling
sayvice directed towsrd facilitating transfer between major
Agsncy camponents.

¢. The Deputy Director (SBupport} direct the Office of
Perecrmel to prepare & progran for continuing anslysis of
aployes motivation in reapsct to the Agency snd the work,

SIGNED
Iyman B. X - |
Inspector ‘mh
The recomendations in paregraph 20 ave spproved. m .
i
Pirector
ecet IDCL
Iz
-
b/Pereconel
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