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PRIVATE AND CONFDENTIAL

Fujust G, 1354

Tear fachamg

jecause } want to be sure thet you ar<¢ clear 8§ to the
thoughte [ tried to convey to you in our two telaphone conversations
e week, I am writing them to yuu, not 1 fear briefly, bhut as
brisfly as poselble,

3ince |1 om eager to !ieep nmembeérs of the ixecutive Comuittee
informed of all my actions in tiis metter, I am preparing coples of
this letter, for their latar read!ng if tﬁey wish, and It ls necessary
for their information tc sumnarize the hechground,

In washington on July 24, ;l;ald ae emphatically
that oy leadership of ntpilfar was, in his opin o uUnsatisfuctory.
\who was resent, then mede his statexment regarding dis-
affesction toward me In the tolliar staff, Those weare the first
intimations I had received from any source that my work for Dtpllier
was subject to criticism, This came to me as a great shock, for up
to that time ! had some reasons to belieove that, teien as & whole
ay efforts nad the corcial approval of our spansors, as well as e}
the ixecutive Committaa,

You will remenber that the seme afterncon, in their presoncs,
1 tola you, on my initiative, of [ statements and my intentions
to investigate, laprove end report to you, iy steps from that polnt
are recorded in letter of July 31 to you, and since tiat time
further steps of importance heve been taken with the steff, to their
stated satisfaction,

: The first intimetion I received of any ixecutive Comuittee
involvenent in this matter came to ne Just two dn{' ago vhen Chester
Virgo told me that the desirability of mv resignation wws "{iraly”
ia his nind and  eave me & copy of [ nemorandum of July 24,
This is also the 7irst time ] Lad any idea thst Lliot had been in
san Francisco then,

1 then discuaicdch :lnmmmrandam, in confidence, with my
closest renking assocleten, dr, Rindskopf end Lr., Schmits, 1 told
them that (hester Virgo had said to me that "they" (mesning youp
organisatjon) had made it so clear to him that | am persons non grata
to our sponsors Lnet hie believed tihat fact alone to oake my resig-
natlon desirable, .n inquirying precisely wio "they"” ware, ! under-
stood Chestesr to intimste that he iad not been in & rect touch with
you or the Uirector,
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Yy Lwo assvciates above Joined =tth a8 in Lhe opianlon

hat since my relatlons up to July 24 spparently gave reason to
pelicove my work vas satisfactory {including the fact that on that
d8y you coumple taly aupported and Implemented, as you have  reviocus-
ly done, my position with regard to the propeér relstions beatween
Dtpiliar and (ts aponsors,-- & position which 1 urged in accords
ance with instructions from my “xecutjive Comnittes, and which !

had resson to belleve you ehared), it would be important Lo discuss
the situntion on & face tu face Dasts, e fell Lhwt since a chiefl
steted sasis of Oattitude is tie report {rom which
involves your organigation, it would be proper to present directly
to you some raolevant facts which had nol coms to you from other
sources, ‘¢ folt that you would not want to be & o jur influsnce
in the Comniites's dacision {indirectly, without naving given
opportunity to me to offer my comaents directly to you,

1 have the utmost conflldence in the gudﬁmant of the ixecutive
Committes, Dut my sole desire was to take all necessary staps to
prepent to them all information in the st accurate pousible form,
“¢ felt that the best possible procedurc would be for you to Coae
hera end assess tie situntion yourself, but that Lae next best would
be fur z¢ Lo o Lo you, -

At tihis polnt Rimiskopl end "chaits voluntserad t:at they
wanted to go to %ashington with me, se scon a&s possidble, to offer
you their own thoughts. 1t wes on this basis that i telephoned you
on Honday, August 4. TFirst [ asked ¥ou to come here, LHut you said
your duties would not (e rmit thmi, Then I asked you to lat us cone
to you and you syresd to see us on Thursday morning, Au ust 7, for
a8 considerable length of time, "= zmde plane reservations and as
rapidly as posuible ! informed U _ ) whe had thst motning
sald that [ might see you, of our plan,

“hen you telephoned me Tuasday nornlng and cencelled the
sppointment | sald to you that | quite eppreciuated the rasson in
your policy In that respecty that it was not my ianteat to in)ect
you into the affairs of that Comaittesy and that 1 recognised its
full authority and your right to dissssociste ysursel!l from the
matter, I then tried to maite clear to you my single point: that
you were alr sady injected es the deputy head of en orgsnisation
which by the reports of your agents had put that organization in
& position of advancing serious criticlisms of we, suddenly and with-
out hearing and comaents, and thet the chnirssn, st least, regarded
the reports of your ggents aas officiael and determinant,



i courss 1 chesrfully scquiesce {n your declsion not to
see me or &y ssvuciates At tnis time, though this mey mean that the
decision Is likely to be greatly affected by the extisting reports
sf your eyents, and thet the decision mmy be mede befure we nave
& ciance to rasent oup thoughits to you, This seeas to me unhw
fertunate.

. You nave been aware, thouph perhaps pot completely so, of
the difllculties of tha Job 1 did not solicit bul wus seked {o
undertaks here. In that connectlon, and with sscific referance
t» the eriticisma now offered, ! hope you will find time to resd
agein my letter repnort of Februsry 18 privetely to you,

Yeu mre siso aware that | .23 asited to taze this post,
and wae willing to take i{t, only with the mutual wish and unders
standing that it be for the long pull, It wes for that reason
thet 1 asked thst gn especially thorough advance cisci bs mads
on ay qualifications and abllity, soc that if appointed Lhere would
be a0 Guestion but what i might agve the continuing cuonfilence of
sponsers and . xecutiva Comulttes during what I knew would be &
very difficelt and ;erhaps long initisl perlod., Yeu will sise
recognise that the antire standing of & man In my kind of work
is dependent upon his reputetion, whatever respect and esteem
I may have been able to scquire through many yesrs of work e
now in resl sanger of very serious impairment,

i1 do not guestlon the right or the propristy of U6
Commitiee and its sponscrs to dismlss me at any time, within their
Judgment, My conesrn I8 not so smch with keeping wy jJob as It is
with haviny thess drastic criticisas of =8 thoroughly discussed
and eveluated from all ongles. iy concern is slso for the future
welfare and auccessful work of this Comaittee, whiich in spite of
the trsmendous handicaps of recent events, I believe | can lead
sugcessfully. | thersfore intend to oppose vigorously the
criticisas wiich 1 believe greatly exmggsratsd, not based upon
fact and sdejuats knowliedye, and 3¢ sudden snd extreaze as to
seex almost fantastic,

Lordially yours,



oY “ebruary 14, 13d2

Dear

For some time ] nave felt botn the wish and the need to
prepare an over-sll report for you and ,#, It is overduse, Dut
there have been handicaps to fts .renaration, as tne report itself
indicates,

] am dellberately making this report personal, informal, and
private, I can tell you much more that way,-- and there are some
things I should write which {t might be {ndiscreet to have seen by
any except you two,~- so I shall send it directly to you., If you
like a report in this form, I shall try to write you one about once
2 month,-~ though not 8t equal length! In any case ]l shall be send-
inyg you shortly a more formal and detailed report of projects, person-
nel, finances - and shall do so from time~to~time, 5Hut 1 plan to
make thos« merely supporting material for these more private summaries,

1 am reluctant to ¢give you an account of all the alarms and
excursions of the past two months lest it appear tc be a builldup for
future alibis by me, or else a diatribe against my predecessor, But
you should know the facts, as ! s¢e them, and I shell have to risk
yaur reactions,

1'1] start by rounding out the good side, and tere's a lot of
it., Those comments can be brief and staccato, though it has always
seemed to me unfair that the good things and people get recorded so
summarily, whereas it takes longer to explain the bad ones, And we
have some very pretty examples that the evil that men do lives after
them, even {f it's only smaelletime evil!

1 have had every possible co-operation and assistance from
Emmons BArown, who ls intellligent, understanding, sympathetic, and
brisk, and who performs quickly, responsibly, and without omissions.
He sesms to me (us) the ideal llaison officer, If he were not ine
valuable to us thers, 1 should want him here, |

e could not get such help from him {f he and we were not
being supported from above, 1 have had no frustrations, no doubts
and restrictions on freedom of action  from the East, -~ and that's
8 high tribute to your company under the clrcumstances, Believe me,
1 am grateful.

Support from the Lxecutive Committee has &lso been jood, Of
course | must speak of it In more quelified terms because under the
circumstances one would expect less from it, The Lxecutive Comnjittee
as backed me up well when called on, and that's all I aske. | am a
little relieved that It has not wanted to participate more in the
actual Committee work and decisfons, for t hat could iiave made problems,

Enal 3



R —

Brayton I admire particularly for havin, kept his hand off, and
increasiny)y off, during the past six weeks, for dsrayton had had

to enter well into operations in November and December, and is

also of the temperament and habit that makes him a vigorous
participant in whatever {nterests him., I think his present
quiescence does not mean diminishing intersst or spproval, but a
comblination of confidence, relief, and also conscicus conviction
that he should supervise only in the over-all sense, 1 1ike him|
Ag for the rest, they are a very good lot but they are of course
extremely busy, and though they are all interested, other things
interest them more, I had hoped the cxecutive Committee would
meet regularly every two weeks, but we have had to settle for once
a month,=- and then for a two=hour lunch sssslion, Perhaps lataer
when we get into impressive operations, they may be pulled in more,
but | rather doubt {t, for we wlll never be very impressive In the
sense that our best work will be usually unmeasurabl: and sometimes
unmentjonable,

At sany rate, 1 see nothing to worry about in the present
seteup of the dixecutive Committee or my relations with it,-- or
at least nothing that c¢an't be handled, The proper rel tionship,
under these peculiar circumstances, {s probably one of Comnmittee
confidence in the officers, plus remoteness from day-to~day activitics,~=
l1lke & university board of trustees., There's a dellicate bDalance between
naving such a board too active or too inactive, 1 shall try to find
that balance. They are {ine men, and if 1 can win and keep their
confidence, there will be no problem,

A little more on the rosy side, The staff here has gone
through some very trying times, and most of them have survived,
There is a good chance tiat {ts members can now be welded {nto an
effective and loyal working group. That s still far from certain,
howsver, The Greenes end Florence (Smith) Cross (who probably shouid
be in the hands of a psychilatrist) difd put on & series of emotional
crgies and misrepresentat fons that shook the staff badly - particular-
ly as many liked George personslly and slso as the tw Greenes and
Cross had very effectively established in the staff's minds an erroneous
and unflattering concept of RBrayton and his sssociates a3 domineering,
un just, react jonary, and general ly unappreciative of George, Most of
the staff still don't know, and prodably shouldn't be told, the whole
truth ebout the act this trio put on « and {s still putting on, 1
had hoped we could bury and forget the past, but at lemst two of the
trio are still actively at work. They must be gettln? some eid and
comfort from one or more people In your group - | don't Know but 1
think I could name them, 50 far as l'm concerned, my only Interest
is to maintain security, efficiency, and morale, but that's not been
easy. 1 don't much care what anybody says about me es lony as they'li
let me get on with the job, and | don't propose to waste any eneryy
slapping mosquitoes who bite me alone, but not everyone else {s
ejually thick-skinned or remote.
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But t.e Ureene episode was - is =~ not the only staff morale
problem., .n top of that {s the noraal worry of those not teo sure
of themselves and their jobs wien a new boss cumes in. And beyond
that fs the fact thet some of the staff neve had too little to do,
partly because tney were indiscriminately recruited, badly a:algned
| fraquent ly misled by G.G, and Cross as to the terns of their appolnt-
' ments, and never properly organized, Some of this, in falrness, was

' probably Inevitabl¢ under the circumstances, This made for frustrations,

recriminations, unssttled plans and rumors! All ‘that is ¥lowly b¥lfg
stralghtaned out, but it's by no mesns all over yet, ¥e may have to
let two or thrce men go, not because they are third rate, but because
there's no place wiere we can utilige what they have, +e¢ may lose ane
or two others when they find they'cen't have what they want, although
1'm doinyg my best to work {t all out, HNoble is eble, difficult, and
had rapldly developed some delusions of grandsur, He may not be
willing to adjust his ambitions downward toward his limitations,
Aldrich is a sweet, kindly gentleman who has so far displayed no
decision, fnitietive, vision, or drive, but who may have set his
heart on belng [lrector of Aslen -zerations,-- & hope (.0, did not
discourage,

One more polnt about the staff, It includes some good people -
Stewart, lvy, Ryan, Rinker, lienry of course, and one or two others,
dut beyond that I found myself engulfed in a sea of well-mean ing,
fuzty-minded and alas also sometimes amb{tious mediocrity, although
much of the fuzzy~mindedness wes due to working in the dark under G,i.
There were other troubles: proportionately too many .ld China Hands;
too many friends or friends of friends of Greene and Cross, both
Caucaslan and Aslan - but the real problem was and i{s the dead wefght
of trat mediocrity.

uch of {t can be useful If it {s properly placed and Jed,
and tempered by some [irst-rateness, or even good second rateness,
Thatls tne way. l'm playing {t, with my lingers crossed and my breath
held, and.at present 1 have hopes of CFA coming through. _&L*lggt
we have some more peoplc Joining us who 1 know have abflity end
Judgment ~ Teéneral Maddocks, Siegbert, Gerard as Comptroller - gthers,
I hope, lowsr down, It wili be nice to be able to turn to men whose
Judgment, discretion, and detachment I can trust! [ think the worst
is overy that's why I'm writing you now, 1 didn't want to write until
1 felt maybe 1 could get on top of a situatlion more diffjcult than I,

and T think you redal zed ~ afid even now we're nout out of the wooda.

Ve have some axcellent people in the secretaried and younger
ranks, and 1 think amony our 7sfans, who are not yet all being properly
utilized, AL cresent the work-load 1a very unevenly distributed, but
88 that is acjusted, and as we get further into operations, morale
will mount rapldly, I think, I'm told it !s far vetter now than It
has been for several! months,
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Hfowever, we face one peraanent and almost insoluble problem
of morsle - our Asians. +e cannot make them wittin{} therefore we
cannot include them in our stafl meetinys, which must be limited to
the witting {f they are tv serve their purpose, The Aslans see
people come and go, whom they do not mcet, but who are obviously
folk of importance taken inte our inaer counclls. They are aware of
jetters they cannot see; of lock files taey cannol use; of securlity
iweasures, no matter how we Gloss them over, They are also intelliyent
people who askt diffticult questions and are not easily put off,

This sltuation constitutes a constant threat to basic security,
no mattar how perfectly everyons plays the jame of security. iany of
these Aslans now bellieve we gre assoclated with government; some will
name the organization. Some believe we recelive federal funds, 5o
long as nothing can be proven, and no one admits anything, it may be
all right, but that's the best we can hope for,

But the effect upon morale is currently moere harmful than the
presant threattd sacurity. “e cannot admit Asians to our lnner
councils, or answer thelr questions, or explain certsin obvious
cautjons and secrecies - and we cannot even tell them why, it is
naturel for them to assume they are sxcluded because thiey are Aslans, -
particularly in a city where landlords refuse to rent to our highly
cultivated Chinese because (and it has been said to their faces) "We
want to rent, but we won't rent tc any Chiness,” 1 see no way out of
this; appointing them to "advisory boards® or taklng them to lunch
doesn't fool them,

However, 1 propose more Informal "offfice garties” than 1 would
otnerwise spprove, and ! propose to glve smell privete dinners as often
as possible to cight or ten ¢f the staff, notably including Aslans,
and you must be prevared for more time and bigger bills from me In
this o ration than I like or had planned,

The real solutfon would be to be able to take sume at least of
thiase Asians complk tely Into our confidence. 'Yhere they are Americen
cl{tizens, even by recent action, ! understand thet to be ppssible, and
we mey try that out soon., dut some of .the ablest are.not Anzrigan
citizens., 1! ralse the quastiion whether s non-citjizen Asian can be

e e 1 ety e w1y

cleared. Of course at best we would turn in only an occasicnal name,

as sssentisl, Please {nform me,

Efther with this document, or shortly to follow it, you will
recelive & summary of our finances to date, The same difficuity we
hed in getting the facts on our pro jects arose In seacuring an all=over
financlal picture, I think we have 1t now, In form fairly satisfactory
to us and you, e will improve it soon,

-



Those CFA expenditures wilch have been under the control of
Hops as administrative officer have been adejquately kept., The
difficulty has been to find out (m) what commitments Greene had made
and not recorded, {(b) what projects appropriations had or had not
been formally voted and budgeted by the ixecutive Committee, (c) what
agreements exi{sted witti you and your friends. There has been no
thought of any irregularity = just looseness - and = me waste by top
managenent, i

Un Tuesday Frank Gerard will take over as Comptroller, and our
worries will, I believe, largely end. Ve iave to date received adequate
funds in edeguate time, My only furtiicr comment cn funds wiil come
later In this letter, under future plans,

Personnel gbhviously remeins the crucial ;roblem, You will
rerember that 1 statsd Lhet in “,b.'s office on ggre:ingdto_tthn over,

@nd asked for his help, He repiied that is the one field in whleh you
CNNUL MElp us, - and 1 know your problem, But I repeat that C’A will
fall o aven spproaching (ts objective unless we can recruit competent
men 870 women for oversess service more extensively, guickly, and
succes#fully than to date, Since January 1, it nas been our top.
priority effort, e have also had Sorgano, Antell & *“right working
for usy our New York office has helped and we lhave had a few dividends
recently, but not enough,

If what 1 shall present below &3 a time~scheme for our operatons
makes any sens¢ to you, we will have to step up overseas recruiting
much further; we shell have to risk making some mistakes {n selsction
in order to get goinp} we shall have to provide for alluwances for
transpor tation, for a family, on a level at least equal to that of
the forelign service, snd we may nave to offer salarles about $2000
rer man per year higher than we ned planned,

Fow ean we step up recruitmenty } don't know, unie s you
help us, bt Bttt Shuliod

JIfices - At present our sctivities are decentralized in
manner somcwhat harmful to unlty, efficiency, and morate. Fedio is
at one address; editorial operations at snother nearbyj the central
office, rere, The reason was inani{lity to get sdequate spmce In one
hU£ld!ﬂﬁc

Now Radlio must expand, and cannot do 80 in Its sresent quarters.
This central office needs much more space jmmediately, and can get no
more {n this bullding, W¥e have been conducting a wide ssarch for
adsguate spaceé in a single bullding, and I8 ve found several adeguate
pos sibilities, MNone are ideal; each will require a large sum for
esgantial rehablilitating (more basic than "decarating').. thether
~we buy or rent (and it looks as though rental is more sound), we may
need Lo pay at least up to an inftlal £100,000 for improvements and
an annue] rental of say £100,000 a year. %hese are approximate figures,




They are besed upon our estimate of 8 need by July and there-
after (we hope maximum in San Francisco for tne duratfon) of 30,000
sq. ft., which Is In turn based upon a very rough guess as to our
total office staff here, aporoximated by July, 1932,

“eg shall get the figures in good siape; recomusnd to the
Executive Committees and infurm you of thnelr vote, and the size of
the bill, Since there is no allernative, and since the local businesse
men on our :txecutive Committee are probably the best judges of local
values, | shall assume your authority to act upon that comaittee's
vote, unle ss [ nhesr from you to the contary.

Radio Free Asim, This is the one CrFA activity already in
effective operation, Liwood appeers to have full competence to direct
1t [ #nd Tias assembled a ood staff of assistants. His own exigrlence
wES WHo11y ifi the conventional one of a U, S. broadcasting station
operation, and it teok him and his assistants some time to visualizs
the possibilities of the new RFA program as concelved and agreed in
my recent talks in your city, Elwod now nas tiat vision and agrees
jt is more challenging, more sensible, and more difricult tian the
earlier one, He 1s going about its developmeént with intelligence,
vigor end courage, and is getting places, At first there was @
natursl tendency for RKFA to keep off by Itself and run jis own show,
but I think [ nave won [ lwood's confidance and allayed his alarm
lest | (we) dominate and Impede hils operstion., There will surely be
headeaches to come, but 1 wish the balance of CFA were as well-staffed,
well-led and effective as LFA. ST T T e e

staff Pattern and Jrganization., 1! have mede some cuan es in
the staff organiration apparently planned here on arriva , They are
most simply Indicated by the dlagram attached. 1 have es; lained this
plan in steff meetings, and "sold" 1t pretty effectively, but always
with the reninder that ft is still flexible in the light of experlence
end of the opinions of new men being brought in to help head it, S0
no copies of the enclosed chart have been distributed here, The three
Vice I'residents (Z alresdy appointed) may wish to change it aomw:at,
and | will be meilcable, bul Maddocks, Siegbert and Gerard havs all
had it explained to them in advance and !'ave pccerted it - except
that Siegbert hopes to be appointed, in due course, my deputy, but
has no such sssurances,

The chief thinking back of the pattarn is thisy (1) to give
central ized reccgnition, authority and responsibility to the three
obvious mejor functions of CFA - sdministration, operations and planning
and policy, (2) to centralize atl operations, (3) to centralize el!l
overseas activities, {4) to :mave the minimum number of people report

directly to the “resident, 80 e is not tied down to excessive routine,

(5) to have the evaluation of eristing operationa done primarily by
others than those engaged in those operations, (G) to make the best
possible placement of men T esently atiached {o our staff,
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Several important vacancies remain to be filled beyond the
oversess staff, which is the moes t lmportant of all., These are (1)
VP for Acministration, (2) Chief of Public Relations, (3) Chief
of Asian Up.rations, {4) Chief of Amerlcan Frogram,

(1) will have to be filled from without, and we are sctively
searching, (2) ditto, though the need is less ressing and the search
less active., 1 had hoped to get Coulter ituyler from 5tate but appear
stymied. (3) can probably be filled from within, but kaddocks should
make the recommendation, and to do so should be given whatever time
can be spared (not muchl)., (4} {s a much less important post and
can be filled from within, possibly as a consolution prize,

This leaves the charted posat of Chief Jverseas Representative,
It {s my present thinking that this post need not be filled for some
weeks or months, If at all, and may even be deleted from the plan of
organieation, There are personal problems involved in the appointment,
and these also argue for delay, Noble created the Job for himself,
Other impor tant staff members strongly oppose him in that post, and
with reason. He has formally asled for his [mmediate up;&lntment
to ity 1 have refused; made no promises, and sent him of f/a badly-
nesded 2% wesks rest, He returns tomorrowj saddocks takes over then,
and will be very much in on the decision, Hoble may "cut up rough,"
or he may not., He is able, Fossible posts for him are to return to
hsad an editorial! departament reduced to its jroper stetus, or to
head the local CFA office in Manila, an i{mportant post, -

fsrsonnel l_.sggq_: The prompt resignetion In December of Florencs
Cross was a Godsend, We could not poa sibly have kept her, 5he is
still making trouble, but nearly everyone here, even her old friends,
is now on to her, 1 wish we could get her out of town.

Dr. Henry {s forced to withdraw from active duty by his heart,
~on doctors! orders. This I greatly reyret, professionally snd
personally, He 1s & tonic of sanity and humor. 1 have refused as
yet to separate him from staff or salary, and haves ent him on to
New York to "convalesce,” sShortly we shall probably have te put
him down as a Consultant (probably to the New York office) on a per
diem, and use him a little {f we can,

Harrison Arnold, "office manager” of the New York branch was
an old China friend of Greene, appointed by him without consultation
with L, K, Little, He hed to be kt go, but unanimous agreement of
Little, Valentine, Ivy, Rinker, and Mrs. Lent (amony others), and
we were lucky to get the Ford Company to take him beck.

John "aldron is a dear, and we would like to iwep him, But
it is agreed by all, Including Ur. Henry, his chief, that for him to
%0 on wearing two hats is detrimentel to the securily and efficiency
of ‘both operations, Nominally we may jive nim i1i{s chuoice between them,
but Noble has already told nim (without my advance knowk d_e or approval)
that he must go back to Dick's oferation, This is were he belongs,
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for he likes the opasue, but | deplore the lack of ,entility
with wiiich Noble handled the matter in my sbsence In January, and
nhave done my bhest to make re¢pairs, _

Curtis Carrison, another man from your s op ., had been
sssigned to head our "Research Oecpartment” here, located at the
Hoover Library In Palo Alto, He is badly miscast In thet job, and
knows it, Without any suggestion from me, he offered, tiree weeks
ago, his resiyn:t lon, to return to your siop for a Job more appropriate
and congenial, I accepted but ashed him to stay until April | (he
had planned that anyhow), and to May 1 if 1 requested it, for gyeners!
morale purpas es {he has scquiesced), 1 doubt that we need our own
rescarch department, at least on the terms and scale It now possesses,
That is befng lnves{igatcd‘ But If we do have one, we need a good one,
snd thet would mean an almost complete change in its existing srsonnel,
which in any case is a8 concern to your security officars, [ belleve
we shall conclude to retain an effective fact-finding depuartment to
service, as at present, racdio, editorial and policy departments, but
to sliminate the research aspects, most of h ich can be done where you
live, We may need to keep one or two research men attached to policy
planning, but they must be competent and experienced research men,
not pre-Ph.D. graduate students of dubfous merit on high temporary
salaries,

¢ are sending & personal friend of Florence Smith's China
days, ! 1frida Gerradas, a2 ortuguese girl imported at CFA expense and
guerantee from Lisbon, back to Lisbon at (FA expense as guaranteed by
Greene, as soon as possible., She should never have becn brought iliere;
she is here under false pretenses as far as Zreene's assurance to
Immigration suthoirities {s concerned; she has no special talents
and ls a proved source of leakege of office gossip and misinformation
to Florence Smith, who then further distorts it and sends it back.
CFA will have lost about §1,000 of transpa tetion money, and more
in less tanglble ways, on this flasco,

It will be hard to find jobs for Keller, Aldrich, and Noble
(and for some of tne Greene Asian appointees) which will satisfy
them in view of their ambitions and Grezne's quasi-promises to themy
and still be consistent with the limitations of talent from which
each suffers in a different way, HNoble |3 able but makes few friends;
Aldrich mekes more friends but f{s less abie; Keller has a more imposing
front than (mentsal) behind,

1 have seved the major question for the lasts

in our operations, speed is essential. Ye must reach at least

/ 25k of maximum effectiveness by July, 1352, 50% by liecesber, 1952, and
!much more by July, 1833, 1If we cannot manage this, CiA will not nave
t Justified its existence,
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This means that development In the next six months must
far surpess development since August 1, 1351, In rate, amount, and
quality of expansicon, It must exceed the accelersted pace of the
past 3ix weeks in expanslion of staff for oversc¢as, in establishment
of branches o ersess, in actual affective operations,

wany of our best projects aust await the establishment of semi~
permanent overseas CFA offices in key spots, Lach must be .caded by
s @man in whose exparience, nowledgye, loyally and judgment we have
high confidence, They are the nucleus of all our operationsy we
cannot risk picking poor ones in the interests of spsped. bBul once
they are secured and established st their pusts, we must quickly
support each of them with an &ble and tralned {(though not necessarily
tsiane-gxperienced) first aide and a wholly secure secretary. Mean-
while we must have developed our contacts with Asians in ssch of these
spols to an extent which w1l enable us to recruit, on the ground,
Asian helpers = full and part-time - for sach of tiese offices and
the nrojects they will supervise, T

txcept fot the selection of our office 'z ads, we must take
changes in the selection « personnel In ordar to get them and to get
thiem fast., We must then move fast in the securing of Asian personnel,
for the same resson, ~e must get our pro jects going, from estahlishe
ing and even buildi ng bromdcasting stations to mpor{ing printing
machinery, setting up bookstores snd local committees, etc,

Speed means risk, .«¢ shall have to risk making mistales - {n
Judgment, {n personnel, in Aslan contacta, Let us jiope they will not
be too ygreat, or teo expensive, Hut to be too cautiocus will be to bs
too lmte,

Speed also means e pense, As in any war, we may have to spend
more t- get ection., Ve miy nave to spend more to get men, We must
use the long distance telephone more than I would normally approve,
tc et spesd in recruiting,

Our grestest special problem in speed, In spite of the fine work
ofC j and otha s, I8 in getting fast initial clearing and then
much fester the full clearance that enables us to tell our men the facts
of 1i{fe, Practically all our fulletime American over seas staff, include
ing secretaries, will imve to be fully witting when they le ave the home

; offlce - unk ss much of our usefulness in the field is to vanish,

it is therefore of tne greatest importance to find svme way in
wirich the initial clearance and full clearance process ¢an both be
accelerated,

The necessary expansion of staff and operations, at the necessary
speed, will take money., This Is not an sppeal for a mrge 1952-53 budget
for its own sake, In fact, | should prefer to wait another tw months
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before sugyesting even a rou h {igure, The reasons [ mentlon any
budget now are these:

{l1) ur expenditures will be a rough messure of our development
and achlcvement, and therefore | hope our expenditures will mount very
rapidly before June, and mount even more rapldly thereafter,

{£) At cresent we are not spending enough because we are not doing
enough,

(3} Therefore funds and reserves at the present level are currently
adequate, and therefore perhaps misleading,

(4) I hope you will not fear that this icotcheDutch-Cuaker Wi l]l eve
be extravagant of expenditure except as jJjustified by the need, I hate
to spend money, but 1 would hate even more to see this o ration fall,

The purpose of the last %‘m 9f this repart is tierefure to
state my nceplt of the way I believe (FA must move, and what that w 1)
mean fn risk of mistakes and of cost. 1. hapcumy concept seems to you
the right.ona.  If not, please tell me and ! willchenge. St But If
you agree, you must, pfeast, ‘somehiowy

l. Help us recruit, at all levels, for overseas.

Ze Allow us 1o jet aslaries and allowances as hich as we may
find necessary (which may be at least as . Igh as Torefpn
sefvice at comparable levels, perhaps higher) to et
PWP?‘."R{_,asi.sqgs_.f-ﬂg-_qua1itx,,ﬁmﬁ.ﬂ e perience, and fmmedintely.

3. Spesd up all clearances. far beyend their present averaye
rate,

4. 3e prepsrsd for mistakes, and condemn us for them, but

do not slow uy dowpti

S. &e prepared for a great expansion of budget for 1352
53, perhaps far beyond the .ctober, 198! rough yuess of
4% million. That may seem, two months hence, sdeguate,
But | favor whatever arrsngement will ensure that we
have plenty when we need it, Let's set a high budget
and then not spend it sil}l

6, Be prepured (and this I hope to avoid) for the ovccasional
appearance of waste In spending - as in many wartime projects,
This could be very embarrassing, but of cne thing I think I
Can AsSsSure yout « our books and records from here on out will
be kept In order beyond reproach.
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These mattera ] hope to talk over with you at some length
on ¥arch 9, 10, 11, 12, as sults your convenience, DJut | felt
much time could be saved you, snd peri,aps the cause, by an Informal
written presentation Iin advance,

! 12 _ve never iad a Job that. ssemed to me more important, more
chnllengin ‘more interesting, or more. difffcult, And Lf you thougﬁt
1 coﬁTﬂn't ﬁ patlcnt - well, my best friends wouldn't Know me !

i

Yours ever ,
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