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HEMOHARDIN FORt ézxgwflm/
IBFO: COAPS

FROM1 Sssistent Director, OCD

BUHJECT: Msnagesent recommendetions re Lislson Diwision,
duted 8 Septenber 1949

1. Menegswent's paper concerning ‘he Lluaisonm Tlvision is &
good one, Most of ite recommendetions tre conclas, and the na-
Jority have alresdy been :cted upon. (Some, lndeed, nre redundant;
ss they originated in the Lieison Divislon itself und had been put
in effeat bafore Mepsgenmont made ite survey.)

2., REQUIKEXTNTS offer ilie one brosd problem wiick tia report
attsapts to desl with, Iti's = demnebly kootty problem, sernd one with

fecets - one vhich, probatly, hes given rise tc nore aenmorsndis-
writing then any other which confronts us.

1 esnnot bellevs that Menagesent's recommendsiionz for en
imter-office snd interdaprrimentel panel would crovide a good solu~
tiom. It would (&) tike the time of msny highly puid yecple, (%)
inpose & further delsy bafore uetlon could be tecen on pending re-
quiremerts, end {c) require much formalised peper work. # reparate
memorendum on this esubject is needed from OCD, which is middlewsn in
all the requirsmente digputes, and one ic being writtern,

#y fsilure to sgree with Hmnsgwuent on thls score does not
biind me to the fact that we do have & resl problem to deel with,
snd that Wanegement's sy rosch to it is & plausible one.

3, SPECIPIC RECUGUHENDATIORS mede by Hsmagexeni, ilozether with
OCD comrent, &re as follows, (psregrsphing & in the Hdrnmzesent
memortadus) 1

Lielson Offiecers need uore help from COAPE in deuling with the
agencles.

Sangur. Such help ir now beling recelved, lsrgely becuuse of
the metemorphosis of ICAPS into COLPE, OCD conslders thet the
sariier ineffectiveness of ICAPE was lurgely ceuszed by the ia-
junction, then in force, that ICAPS should not meddle in intermsl
CIA sffeirs. HNow that &GQPS is pp2eificelly cherged =ith imternsl
as woll te externsl coordination & wery noteble improvement hes
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gaken place., It is my hope that esch member of CORFS will desl
Mractly, frequently, snd informslly with the Lialson Officers
sssigned from CIA to his perent sgency, This is nov texing place
{for the first time) to & suell degres, end it nasds tc bs ine
erossed, The initintive must come from the individusl members of
COAPE, es the Lieison Officers ara properly coneclons of their
juniority, It is deairgble thet COAPS keep itzelf fully sdviged
on the dey-to-dey problems of the Limison Jfficere, #nd thul the
latter be sognisent of high-pollcy problems being pegotistsd by
COAPS epd sffecting tis agenoiee to which they sre sssigned.
Prequent =nd informsl cenversations - not exechonces af memorends -
ere needed,

Lisison Pivision should be supplied with full inforostion on ORE

produstion plang and programs.

2 Same date of this sort filter in from OF¥ znd O8I, It
yahle thet more of it do se.

Lisigon Division should be supplied with UEE uomlyses of gups in
QUIRTREG. '
_ Houst such tnslyses result from Liciron's lnebility to
sapp3dy requasted dsts, snd Lisison iherefore gsnerslly knows eboul
the gape. The Executive hss now enjoined ORE to provide coples of
all correspondence om collesction matters te OCD, ant it mey be thet
this will curs certain ¢1fficuliies of long standing.

Bes psragraph 7 re REQUIRDNMIRTE cbove.

48 hoc requirements for trsnslstions shoulc ba reoved from the
feraal FL process,

‘ ert. Raquirements of thls neture orizimiting within
CIh have bean removed “roaz the formel RD process, 25 rocomsended,
Requirensnts of thls nrture originating in the other gzancies enne
not be zo removed untlil ws heve ensured closer coordimmtion between
tisisen Division snd YUD, Pes:-1bly it ¥ill net yrowe Tessible to
remove them even them, tut it iz certelaly worth & txy.

Decentralize lislson control recorde.

Coptral control and record-kseplug sre =sssitiel. The
job mast be doms in uniform feshion, =nd there must “e ons desk, not
half & dosen, to vhiech we mmy apply for informetion rz o the 1irison
setivities of Johu Doe (znalyst).

Eliminets mechine tadulrting records sn lilsison contacts.

one lsst spring. I syrelf initlelly suggested thew we try to
nendl®  shis job by machine, ¥Te dld try 1¢ ocut, found 1t unsetis-
faotory, and chundonsd it last Merch - =nll without hemsrat of written

?Ai,’ &
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direetlons or instructions. I am st & loss o undersiand why Mencige-
ment should think it necessery to write sbout il now.

2.8,{5) Design und edopt & simple telephone request forw for uss by &ll
desks on lieison RDa,

{30ant. It doesn'i seem very impordent. Someliase psncll
nctes have to e jotted down during ¢ telephone conversation concern~
ing sn BD, end if the purtleulsr RD folder is withln reach they sre
jotted down dlrectly in tiie folder where tney Lelong. If the folder
is not wituln reech then they =re jotted down on & scrap of peper and
later added to the folder's chromology of action. If Hinepevent feels
we ghould Heve a speclal psd to do this on I sme no ressen why &nyone
shonld objeet. Very likely the =peciel pad will sosclises not be
within rench =hen the tslephone rings, und the jottinge wlll be nade
in the tinme~honored fashion on the naandiest scrap of peger. Does it
metter?

Y Zen.(6) A11 desks utilige document receipt, Form Ho. 38-164, for trans-
aittsl of CD moteriel: to agency requesters.

gaerys Yho are “sgency requesters®? Requasters iu inls sgeney,
or rsguestors inm other agencies? '

Ia sny cese, Docunent Feceipt Form No. 38-164 is and long has been
uged for thoss trensmittals which require a signed recelpt, and these
include nenrly 21l trenenitiale do egonciss cutside of Cli. Discretion
ip used on transamittels within CI4, snd pertleulsrly witnin the confines
of ¥ & ¢ bulldings: the form is used vhen necessary, und when it 1s not
pegeesary 1t is not used.

d 2.a,(7) Eliminste loen records on desks by chsnnseling s#ll loan weterisls to
Library for librery loan control.

: « One measure of ¢ Lieisom Officer's effuctiveness is his
ability to build up sufficlent confidence, in the agency ito which he
i» sceredited, so that people will lend him hard-to-find documenta
which sepnot be gotten through formel wnd routlime chanrels. Thie s
eften done om & gtrictly personasl end even suyb rogs basls. iverything
depends on the Lieisop Officer's ability to keep s cloee eye on thal
dosument 21l ths time it ig in CIA, and to be wery sure that hz gets
it baek to the lender rhan 1t i3 due. ¥e sttempt o set all sueh
focussnta indexed by the Library for ih:ie Intellofsx files, so thatl we

- will know where to go for thes if they mre needed again, But we can-
not afford to tarow sueh docunents into ihe hepper to le louned out
snd returned to the Library in routine feshiom: the Licison Officer
eugt ensurs thet essch such document goes direetly to the cnalyst who
has egked for it, thst the snalyst ls needlsd to vetus ' in good
time, and thet it is hended back to the lendsr in enotier sgency
intact, The Lisison Officer zust have full freedom to deecide how
esch such document iz to be handled, s he is personslly responsible
to the individusl vho loanad it to him., If he f=lle o et it back
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in time them his own efficlency zs & Lisison Officer ip serlously
undernined - a3 people will no longsr risk *helr own necks by
lending him hard-to-get items.

Refsr all currently used unnumbersd dlito Torss Lo ¥ansosuent
offics for sssignment of form numbers.

Intent of thip yroposel, end of the recent and lenginy Ad-
minigtretive Instruetion, éi of course to &vold undue prolifers-~
tion of formej end withk thie imtent I g s Zorecvar, 1 freely
confess that this psrticuler recommendatlon made me bacome awmre
that Lisison wee using more forms then necesssry. In comsequencs,

& gurvay bap been made by | | 13 forms have been thrown
outy end 18 hsve besn subnitied 1o heedgunriers for Lic seal of
official spproval.

I gdsgent from the recent Administretlve Inet:uctlon sud {rom the
notion that acsignment of {ora numbers by Mansgement ie & desireble
end 1n ltself,

e Instruction iz o fer-resching that it will be cuite impossidle
to comply with 211 its detulle in prectice. COCD will comply with the
Instruction to the beet of ite abllity, but it will ecl on the sssump-
tion thet operztionsl neads take precsdence over red-tipe. Our ains,
if any, will be inedvertentj snd mo doubt they will be crlied to our
attention in order thnt we may remsdy them.

Mupagenertl!s form control program hes not worksd too well im the
pest. It takes wmuch time and consultation ic gzet &n »'flclel seal of
aporovel., If this situction is mot improved we vill be obliged, from
tinz to time, to set without waiting Yor the of fieiz)l Liessing.

Simplify statietierl record-keeplng on £11 desks by use of simplie
fied form.

SGRCUL [nave been working to simplify
the record-keeping for over a ysar. Both, I belleve, ure setiafied
¥ith current status, but will coutinmus to sugrest further isprovemants
rhensver thay ses & charhen ts do go,

ZTiiminata recording end reporting of RD=CD fellures.

i reagse ons, 1 conecur, becasure 1t szeeny thet 1 em
alene in feelinz ithers ir zn sdventsge in complling those records on
& routine basis. Lieison Division belisves 1t could complle such
reports from its routine dsta if ever needed, and it covrectly points
out to ne thet neither I mor snyons elas has nmede much use of the
reports heretofore compiled, TReluctantly, therefore, I hove cof-
curred, snd the recommendstion hae been zeted upon.

511 deska channsl reproduction action to IID of LIbBrery ..cecevenes

‘ -, in prineiple, This is nov baing done in  enarsl, though
sxeeptions] needs zomatimee heve to get excepilonal headling. Ve have
one advantoge over sny other agency in town - tast v ann get fest
sotion hy faxograph or ditto or multigrsph wnen it 1s 2eeded, without
wasting time on forms, procedures, snd requisitions, "2 cennot afford
to throw this sdvantage sway,
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A1l desks re-examine dissemination of nen-CIi materisls whdieh
requirs reproduction in order to keep reproduction cctivity to &
minlous, ¥tceoe
: : ~, Basing done on & current baszis, ind egtablishment of
mi reading room should he & big help in keeping reproduce
sion down to the irreducible ainimim, Mo directive needed, and
none issued,

411 cdesks indicats desirsbility of Librery sccessioning those
docusents obteined through procursment chennels.

w&z\_m. Intelligence documente obtsined on ¢ireed
request may be sssumad to be worth indexing, und thay ure velng
indexed, This is 5.0.P., requiring no selective cction by Liaison
deskn,

Chiefts clark cesse logging incoming RD's, outgoing CD's end
requssis reforrsd to ¥ap Brench or OCD Divisions for action.
Lieison Chief, andfor Lssistent, snd/or clerk, mst
enswer 5 hundred talephone cells & day regarding action taken or
being taken on specific KD'a mnd CD's. Thay sre on tha spot.
Boquegiers gemerally sssure that eay deley in geitting =ction on
their reguests must bs due to Limison, and it is essential thet
Listson be able to show sheg FD's sctuelly case in, cni xhen
corresponding CD's went out.

Elininste referral of formel docunent reguests to Library snd
apeignment of RD ausber in Library.

Bisgant. The records must be keplt for the reasons stated
above,

Discontinue filing oopy of RD im branch control,
' ., Originels ure put in folders, which in additiom
recelve ocil papers besring om the requests znd handwritten notes
ap to sech sciion taken. These folders recelve wuch handling,
often goin: from ons desk %o snother, and oftem being hand-
esrrisd oy Lisison Officers to requeasters im CIA and cutelide,
During the period while wction is underway, s periocd wilch uay
1sst for seversl we-ke or even longer, Ll:ziscn carmot count onm
finding the folder at & moment's notice. Henee the ooples of
the RDYs must ba filed mumerically im ons plice go thelt ineoming
phone culls sbout Army's 123456, or State's 654321, muy rapidly
be identified shather or not the folder ia lamedl:tely sccess—
ible,

Coat of this smsll opsretion is sll but negligible in spece
and marhours, Nothing would be saved, and much ef"iclency would
be lost, if 1t were discontimued.
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8implify ercss-indexing by use of interlined earbon flimsy
1 1. B
Qunsur, if it proves feuslble, Belng locked into.

Eliminets compiletion of suh:jeet and country frscuancy rscord.
iﬂﬁm&* ¢ uﬁ Etciu-t

Sopcur. This wver done lest July, except that it iz sorslimes
BSCRESATY 0 show more then one geographic or more Zhan ons subjest
por ED, TFellethought-out RDP¥e seldom cover mors thenm cne «res and
one subject. Soms gulde-iype FD's, however, cover ;altiple subjects
in & glven ares snd they mmust be dealt with sccordingly.

Change formst of Joint Press Resding Cervice pubilestlon....
%3 .comzent. OCD favors the change o & tape-producing typewrller,
put Btate Deporiment seems reluctant and COAPS 1s opposed.

Stete desk sliminete ¢ross-reference file....

Disrept. Stote Desk!s very mmall cross-referemcs {ile (&) takes
about § minutes & day to maintain, (b) in do way duplicaies or over-
leps the cubject snd sres cross-refersnce file in the Chief's office,
and {c) cerves an essentisl end. Stets hsundles much llrlson business
for other units of CIA waich ia umcomascted with RD'e and CD's, =nd
is to ¢ considersble Jegree sdminiztretive. Its ancll flle serves
%0 keap close watch on megotisiions underwsy, znd to prevent thea
from srosging such otier up.

14 Desk siiaminuta cross index ito BDY: snd control numbers.

Bagents |  who enters the tvo ssts of numbers im the
notebogk on her desk, tvils ze thet she spende leas than 10 minutes
& day on it, She snd «ll others working on the CIA desk, nssert that
thepe two mmall nolebooks seve tnem much tims end are vefarred to
fre Qﬁt’-" *

RB: This iz one of those ceges, of wileh doubtless thiere are
meny, in which = smell amount of duplicetion peys dividends. Hensge-
ment nc doubt considers inst i1 there 1s & Hucter Cross Index in the
Chiefte Office, them &1l should uee it and mo one should be permitied
to do sny cross-indexing of hie own, This ;roposition seems gweetly
resgonthle - an psper, Bat consider:

Phe Heeter Index contsine so vast en smount of wmsterial, lncluding
information coples of fleld collectlion sctions taken by Army and Alr
Poree on thelr own behalf, thet it is herder %o uas tham & short list.
blgo, beceuse of ths volume of neterizl and the shoriage of rersonnel,
the Haster Index 1s often not wholly up-to-dete,

Roxt - 1f the CIi Desk clerk is to use the Master Index, she sust
hemg up on her telsphone call, cross the corridor to the Muster Index,
get her informstion, then go back to her desk end return the Lelephone
o#ll., At pressni she hee on her dessk the inforastion #:leh she needs.
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Cleerly, in this cxse, the expenditure of = few ninmites time esch
dsy ~ even though duplieative ~ very much mors than pays for Lttaelf.
The operation is similer to that used on avery degk in thig sgency
shers & sasll list is kept st hand for the telephone musbers most
often vellsd, It might be ergued that this is dupllesilonm, since
the igeuncy provides everyone ¥ith & complete telephore ¢lreclory}
but every sensible secretury snd most offieers and nnalysiz know,
snd sct on the knovlsdge, that they seve time for sll concerned by
keeping o swell desk 1list of the mmbers they roet of ten use.

I% would be well for 1l to distinguish bstween “duplicctlon®
snd *mpgfefyl duplicetion®. (Apologles to COLPE, which mede this
peint very clesr in & recent peper.)

[uble of Orgenizetions *With implementation of the abnve recomzenda—
tioms, it Ls felt thet the present teble of orgenizstion is ade-
quete. ... Agreement rsached by all concerned.®

There is en implicetion in tils statemant thel lne reeonnends tlons
844 up to incressed sfficlency und & smaller work-burden. This ime-
plication needs to be looked at.

There sre only two recommen’ztions wilch would rorlly cut the
work burden, If the| |sumnaries were handlsd Yy tape-
suting typewriters, then the Agesmcy would save itzel?f typing
time§ bub the bensfit would pot seerne to Lieison Pivision, inss-
such £ the typing is nov being dons by Personnel's typing pool.

Becondj Af the Chief of the Lialson Division ceceed me inteining

logs end records ¢f incoming =nd outgoing matorisl, end the
necessary crose-indexes, his control clerk would Te iln elover

but, ue polnted out herstofore, central control of the Lisnigon
eperution would be lost, Fesulilng confusion would cost more than
the seving.

The recommendation for e Regquirement Panel vould, if acted upon,
{end 1 hope 4t won't be,), 8dd to the workloed of sll nznds.

The many smell recommendstions will have 1iitle or no affect on
the worklosd,

Al 13 that 1t represents the bare minimusm with
shieh current morklosd cen be handled. It 1s just barely sufficient
when &1} hands sre on deck, and it does not sllow for the inrosds of
plck lsaves, snnus) leaves, and freguent pesks in the rorXload. These
inroeds ure naw compensated by overtims,

Though I recognize thst overull budget consldersiicns nay require
Lieison to mork under thzse conditiona, I feel ibsti there 1s & resl
question 85 to whether economy is reslly served by ocur sailing so
close to the wind., Tha cressure creates personnel turnovers, snd
these in turn reguire exverienced honds to spend much tize 1n-
doctrinating newecomers.

I &o not mow ek Tor any inerssse in ths T/0, but I balleve
sllocstion of & GS-3 or GS5-4 to the Chief's office, tu help the
eontrol clark keep current with her work, would econsldersbly
relieve the oversll Lisison situstion. I shsll be obliged to

V'. \\
DN
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apk for sa incresse in the /0 if any ~dditionsl chores are assigned
w Lisdson.

Parsgraph 4, {there is no persgraph 3), llsts 23 recowssndations
whleh are to be scted upon by Muvagesment in commultation with other
offices. Mot 2ll of these reguire OCD comumeni zi oe prasent tiwe.

*Develep criteris und jrocadures for ORE or OSI evaiuation of
informetion furnished by OCD regigtera in rsply to IiC colleotion
diractives,*

This doesn't ceen very realistic. If .ruy ssks for sometiing
which Blogrephic Regilster cem ;roduce, them irwy should eveluxte
the materiel received ~ as to whether or not it meets its needs.

If the reguest 1tzelf crlls for eweluatsd Informetion, or dis-
tinguished from s gumssry of svelleble fsotual muterisl, ilhen the
request is snawered by DFE or O8I with the help of such dete as the
registers sre able %o provide,

®Criteria” will differ according 1o the neture of the reguest, sud
there 15 mo need to wiste time drawing up forrel *jroeadures® when &
probleas is slvesdy being solved without urecaﬁural difteulties.

These three proposals concerming ths Library all geom recsonsble.
It may be notaed ip psssing thet if we have had 1o rossaign ¢ msesenger

-in order Yo zet on one of these recommeadations then, by simple laws

of arlthmetlic, we are probably short r sessenger in sose oiker ares.

By 81l mesns let us refrsin from taking over eny filss - whether
for IR or sny other OCD cutfit - without [irst sscerteining if we have
strength snd space to hnndle them,

If particular filss trspscend our cepseity, then ihsre sust be a
decision made gyteida of OCD rs to whetner or not the .geney's need
for thenm is grester or less than its sbility to pay for added
personnsl,

& £ile of NSCID's {axcept 5 &nd 9) is nox in the oflice of the

Chief of the Lislsmon Division. I agree thei this i highly desire
sbls,

JAMEL th. LHDREWE
ol
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