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Dear Mr. Calhoun: 

This draft report concludes our investigation of the public 
information actiy.'ity of the Agency for International Development. 
The study confirmed that AID'S system for responding to public 
requests is inadequate. Our major findings and conclusions are: 

8 Agency quidance is vague and ambiguous and a major 
cause of the existing situation. 

a Procedures to manage the receipt and distribution, 
control, and response preparation sub-activities are 
largely informal. Responsibility for the public 
information activity is not clearly fixed, although 
the largest portion of the burden falls by default 
upon OPP. and DIC. 

@ The situation is more complex than it appears on the 
surface. Some of these complexities will persist 
regardless of the alternative solution selected. 

The report provides detailed designs for three alternative 
solutions: 

LD A: Centralized Receipt and Distribution, Control, 
and Respclnse Preparation in t ! ~ e  Office of Public A f f a i r s  

a 9: Centralized Control in OPA, with Response 
Preparation Performed by Offices and Bureaus with 
Primary Access to Records Required to Provide the 
Eiesponse 

a3 C: Decentralized Receipt ,  Control, and Response 
Pre~ar2ticn by A l l .  Offices and Bureaus in AID 



M r .  R i c h a r d  ' ~ a l h o u n  
P a g e  Two 
A p r i l  2 0 ,  1 9 3 9  

W e  make a  number o f  r ecommenda t ions  t h a t  a p p l y  e q u a l l y  t o  a l l  
t h r e e  a l t e r n a t i v e s .  W e  a l s o  recommend t h a t  A l t e r n a t i v e  A b e  
g i v e n  t h e  most s e r i o u s  c o n s i d e r a t i o n  by A I D  management .  A l t h o u g h  
t h i s  a l t e r n a t i v e  ha s  t h e  h i g h e s t  d i r e c t ,  i n c r e m e n t a l .  c o s t s ,  i t  
p r o v i d e s  t h e  g r e a t e s t  a s s u r a n c e  t h a t  p x b l i c  r e q u e s t s  w i l l  
r e c e i v e  p rompt ,  c o u r t e o u s ,  c o n s i s t e n t  a t t e n t i o n .  W e  b e l i e v e  t h a t  
i t  i s  most  c o n s i s t e n t  w i t h  A I D ' S  s t a t e d  p o l i c y  o f  k e e p i n g  "open"  
communica t ions  w i t h  t h e  p u b l i c .  

We l o o k  f o r w a r d  t o  d i s c u s s i n q  t h i s  r e p o r t  w i t h  you a n d  w i t h  i n -  
t e r e s t e d  s t a f f  f rom t h e  O f f i c e  of P u b l i c  A f f a i r s ,  t h e  Bureau  f o r  
Development  S u p p o r t ,  a.nd o t h e r  o f f i c e s  c o n c e r n e d  w i t h  t h e  s t u d y .  
Ke have  e n j o y e d  t h e  c p p o r t u n i t y  t o  p z r t i c i p a t e  i n  t h i s  a s s i g n m e n t  
a n d  e x p r e s s  a p p r e c i a t i o n  t o  t h e  many A I D  staff who c o o p e r a t e d  
i n  t h i s  e f f o r t .  

Kerry G .  T r e a s u r e  
V i c e  P r e s i d e n t  

3 i r c h  & Davis A s s o c i a t e s ,  I n c .  



EXEGUTEVE SUMMARY ---...""--- 

E v e r y  year, the Agency f o r  International Development ( A I D )  
receives well over 50,000 r e q u e s t s  f o r  i n fo rma t ion  from the 
p u b l i c .  These requests r u n  the gamut, from simple r e q u e s t s  f o r  
general information, t o  h igh ly  complex and un ique  r e q u e s t s  we- 
lated t o  t he  s c i e n t i f f c ,  p o l i t i . c a l ,  and technical activi- 
t ies  of the Agency. Requests are s e n t  by school children and 
c o l l e g e  professors, by irate taxpayers and f o r e i g n  a s s i s t a n c e  
s u p p o r t e r s ,  by Congress and t h e  W h i t e  House, and by i n d i v i d u a l s  
seeking employnent, selling a product, writing a book, making 
news, and r e p r e s e n t i n g  a f o r e i g n  count ry .  

Most AID staff interviewed generally agreed that t h e  p u b l i c  
information activity is importarat and that it should be at- 
tended to with care. T h e r e  i s  considerable disagreement  and 
con fus ion ,  however, about whexe this responsibility should be 
lodged and how it should  be performed. Birch & Davis Associates, 
Znc. was engaged to investigate this situation and describe t h e  
a l t e r n a t i v e s  ava i l ab l e  t o  dmpr~ve it. The study was not 
intended to change the ways in which r e q u e s t s  filed under t h e  
Freedom of Imfarsr~ation A c t ,  the Privacy Act, or EO 11652 (re- 
lated to d e c l a s s i f i c a t i o n  of Federal  documents) are c u r r e n t l y  
handled, nor was it t o  change the existing, h i g h l y  spec ia l i zed  
correspondence c o n t r o l  systems o p e r a t e d  by tlne O f f i c e  of the 
Executive Secretary or t he  Office of L e g i s l a t i v e  A f f a i r s .  It 
does, however, include a review of these three systems to 
i d e n t i f y  possi.bLe soLu t ions  to t h e  larger problem of respondj-ng 
to general requests from the p u b l i c ,  

Rn e i g h t  week s tudy--spanning the p e r i o d  of February 26  t o  
April 2 0 ,  1979--was staffed by a t h r e e  member B i r c h  6, Davis 
Associates, Tnc. project team which completed t h e  following 
t a sks  : 

ri8 Define the Problem: P re1 i rn ina . r~  interviews with s t a f f  
from t h e  O f f i c e  of Public A f f a i r s  (OPA) and t h e  O f f i c e  
a£ Development In format ion  and Utilization (DS/DIUJ 
helped b r i n g  t4ae magnitude and nature of t h e  problern 
c learly into f o c u s  , 

dp Identify Key P e r s o n n e l :  Because t h e  public i n fo rma t ion  
f u n c t i o n  i s  c u r r e n t l y  decentralized t=o most bureaias  and 
offices, key individuals who participate i n  the function 
were identified th roughout  the Agency. E m p h a s i s  w a s  
p l a c e d ,  o f  course, on staff i l l  QPA and DIU, The staff 
sf the Office of the Executive S e c r e t a r y  (ES) were also 
identified, so that t h e i r  current s y s t e n  could  be 
reviewed for p o s s i b l e  soLut ions  t o  the larger problem 
o f  g e n e r a l  r e q u e s t s .  



BB Conduct Interviews: Sixty carefully selected Agency 
staff with direct involvement in the public infor- 
mation activity were interviewed to obtain their 
perceptions of the problems and suggestions for 
impsaving the situation. 

o Collect  Data: -- Requests received by OPW during a 
three week period were analyzed, as were monthly and 
annual management reparts prepared by OPA, DIU, and 
ES. O t h e r  records of requests received and filled 
were also reviewed. 

6 Perform Analysis: Data were reviewed to determine 
the volume and procedures used to process requests, 
the type of requests, the workloads experienced in 
various offices which handle public requests, 

Q Develop Alternative Solutions: Three alternative 
solutions were proposed during the fifth week of the 
study. One was rejected in favor of a hybrid version 
of the other two. The resultant three alternatives 
were analyzed in great detail, stating the required 
organizational and functional responsibilities, the 
Handbook changes, the resource requirements, the 
implementation considerations, and the advantages 
and disadvantages of each. 

The findings, conclusions, and recommendations are presented 
in detail in this report, They are summarized below. 

Currently, AID has established effective systems for responding 
to a large portion of the requests received from the public 
and from Congress. Specifically, the following formal and 
centralized procedures are in place. 

The Public Inquiries Staff of OPA ( O P A / P I )  handles 
requests filed under the Freedom of Information Act 
fFOIA) , the Privacy Act, and Executive Order 11652 
(concerning declassif i ca t ion )  . 

(B The Office of the Executive Secretary manages requests 
addressed to the Administrator, Deputy Administrator 
or their staff. 

8 The Office of Legislative Affairs (LEG) controls 
requests from members of Congrzss. 

Several. other offices, notably the Office of Contract Management 
fSER/CM) ,  the Office of Pe r sonne l  Managenent (PM) a ~ d  the Bureau 



for Program and PsXFcy Coordination (PPC), handle a large 
volume of requests; because the requests tend to be homogeneous 
and easily answered, and because the respansibiPities of these 
three offices are well understood by most Agency staff, these 
requests are usually answered promptly and appropriately. 

Thus, requests from the public that are easily classified-- 
either with respect ta the type of response or the AID office 
with primary responsibility to the requeskor--are usually pro- 
cessed swiftly. Unfortunately, the balance of requests 
received from the public--some ten to fifteen thousand requests 
per year--are not so easily classified and, hence, are not 
always processed oefectively. These findings are substantiated 
by the following determinati.ons: 

BP Existing Agency guidance is ambiguous and vague con- 
cerning the l a c u s  of sespansibility for handling 
many public requests. 

8 Consequently, no office has embraced the responsi- 
bility with enthusiasm, adequate staff has not been 
marshalled to the task, and uniform procedures have 
not been established. 

t~ The Office of Public Affairs and the DIU Development 
Information Centers bear the brunt of the responsi- 
bility, since the SER/'MO Mail Room and other offices 
refer requests to these two staffs. This leads to 
considerable tension and confusion between OPA and 
DIU and, a l s o ,  between these t w o  "default" osganiza- 
tions and the other offices throughout the Agency. 

t~ Although the situation can be improved, there are no 
readily apparent, simple solutions. A review of the 
public inforrnation activity in the Stat.@ Departmelt, 
the Department of Agriculture, the Department of 
Com~erce, and the International Communications Agency 
revealed four different, equally valid, approaches t o  
responding to public requests. This finding echoes 
those of a recent GAO report on public affairs 
goverlment-wide which indica.tes that there are as  
many approaches to the activity as there are 
agencies performing it. 

6% Moreover, simple solutions are confounded by s o m e  
immutable characteristics of AID and the requests it 
receives: 

- The autonomy of the bureaus makes it difficalt 
to establish central control over publ.ications 
and documen.ts t h a t  might be useful in making 
responses. 



- The complexity of AID'S mission--which trans- 
cends geographic, scientific, and technical 
boundaries--precludes the easy assignment of 
responsibility for classes of requests along 
geographic, scientific, technical, or any other 
obvious Ibnes. 

- The sheer volume of AID documents and records 
compounds the pr~blem of Locating and accessing 
the information necessary to respond to t h e  
request.  

- The requests vary considerably w i t h  respect to 
the amount of information requested, the Level 
of detail required, the topic, the urgency and 
importance, and the clarity of the question. 

Q Finally, planning for change will involve some risk, 
The data upon which staffing and other resource 
assumptions are based, are derived from very inadequate 
and spotty record keeping systems, Although reason- 
able assumptions and estimates can be framed, there 
are no complete or completely reliable data regarding: 
the roating of these requests by office; or the 
disposition of the requests. 

THE THREE ALTERNATIVE SOLUTIONS VARY W I T H  WSPECT TO THE 
THREE SUB-ACTIVITIES--OF TEE PUBI i lC  INFT-F~~~PION ACTIVITY: - 
RECEIPT AND DISTRIBUTION, ---- CQNTROL, AXD FJ2SPONSE 
PREP:LKZ~TION, BUT THEY .&SO SHAPE S O ~  C O - ~ O N  FTATURES -- 

Three dis.tir?ct alternatives* offer AID the opportunity to 
improve its rapport with the public: 

s Alternative A: Hiqhly Centralized Receipt and 
Distribution, Control., and Response Preparation in 

* Severah other al ternat ives w e r e  also e-xplored and rejected from f u r t h e r  
consideration: 

e C e n t r a l  control i n  ES and response prepara t i ,on  in t h e  
o t h e r  c f f i c e s  and bureaus i n  AID [ d e t a i l s  on page I V - 3 9 ) .  

& C e n t r a l  c o n t r o l  and response  prepiracion i n  ES (details on 
page IV-39 ) . 

8 Central r e c e i p t  m d  d i s t r i b u t i o n ,  c o n t r o l  and response  
p r e p a r a t i o n  i n  CIU ( d e t a i l s  on page I V - 4 0 ) .  

-a Yighly a u t o m t e d  and cen t ra l i zed  publ ic  cmmunications management. 

six-nilar t~ :,hast speratFng i n  the S t a t e  Zepartment ( d e t a i l s  on 
page IV-41). 
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staff; a functional directory shou ld  a l s o  be i n -  
c luded  t o  help t h e  p u b l i c  f i n d  t h e  most commonly 
dens i r ed  o f i c e s  ( e . g ,  , pe r sonne l  and c o n t r a c t s )  . 4 
R e c e i p t  an& d i s t r i b u t i . o n  o f  mail should  be l i m i t e d  
t o  i n v -  n/- i d l y  o r  unspec i f i . caP ly  add res sed  m a i l ;  a l l  
l e t te rs  with a v a l i d ,  specific address are forwarded 
directly t o  the a d d r e s s e e ,  w i thou t  i n t e r v e n t i o n  by 
OPA o r  t h e  SERPMO Mail  Room, 

@ A strong deqree of c o n t r o l  i s  e s s e n t i a l ,  regardless 
o f  t h e  o f f i c e  from which it i s  e x e r c i s e d .  

@ Ark i n v e n t o r y  o f  a v a i l a b l e  A I D  prab1i.c-ations ( i . e .  t h e  
Document Inventory L i s t )  should be deve loped  and 
main ta ined  t o  assist t h e  cogn izan t  a f f i c e ( s )  i n  
l o c a t i n g  t h e  appropr ia te  s o u r c e  of i n f o r m a t i o n  re- 
ques ted  by t h e  p u b l i c .  

Aga ins t  t h e  backdrop of these g e n e r a l  recommendations, t h e  
d e t a i l s  of t h e  t h r e e  alternatives can  be examined,  The three 
s o l u t i o n s  differ p r i m a r i l y  w i t h  r e s p e c t  to  these t h r e e  r e s p e c t s  
of t h e  p u b l i c  i n fo rma t ion  a c t i v i t y :  

@ Rece ip t  and d i s t r i b ~ a t i o n  of requests:  T h i s  a c t i v i t y  
can be cen txa l i zed  i.n one "55? severs-r logical o f f i c e s  
o r  it can be d e c e n t r a l i z e d .  I t  can also screen all 
m a i l  and calls or  on ly  selected ones .  The th ree  
a l t e r n a t i v e s  propose handl ing  t h i s  a c t i v i t y  as 
fo l lows :  

- I n  Alternative A ,  r e c e i p t  and d i s t r i b u t i o n  of 
telephorie c a l l s  and w r i t t e n  r e q u e s t s  would be 
c e n t r a l i z e d  i n  t h e  Public I n q u i r i e s  s t a f f ,  ORA. 

... En A l t e r n a t i v e s  W and C ,  r e c e i p t  and d i s t r i 5 u t i o n  
of t e l ephone  c a l l s  would remain  c e n t r a l i z e d  i n  
QPA (although i n  t h e  Offi-cc of the Dl . r ec to r ,  
ra ther  than  i n  t h e  P u b l i c  I n q u i r i e s  S t a f f ) .  
Mail, however, would be received and d i s t r i b u t e d  
by t h e  SER/MQ Mail Room, a c c o r d i n g  t o  c u r r e n t  
procedures. 

a Cont ro l  s f  reques.ts : T h i s  a c t i v i t y  c a n  be c e n t r a l i z e d  
a t  one of several l oca t i ons  or c a n  be decentralized. 
In additicn, it can be stringent and conprehensive or 
se lec t ive  and subjective. All three alternatives 
propose rather strinqent and comprehensive controls 
but the responsibility diff~rs: 

- I n  Alternatives A and B ,  the Office of Public 
Affairs (2ubl.i.c Inquiries S t a f f  and Office of 



the Director, respectively) would manage requests 
to assure timely and adequate responses, 

.- In Alternative G, each independent Office and 
Bureau would manage requests which come to its 
attention--including those which are re fe r red  
outside t h e  Office or Bureau for a response. 

@ - Prtzaration of -- the response: - This activity can be 
performed by one of several Logical central autkor- 
ities or decentralized throughout the Agency, and it 
can be done in a very general (perhaps even super- 
ficial) or very meticulous manner. Moreover, we 
assume that %here is a positive relationship between 
the degree of centralization and the degree of care 
with which requests are attended. 

- In Alternative A, the response preparation would 
be the most highly centralized. The Public 
Inquiries Staff in OPA would build a substantial 
capability to provide direct responses, and 
referrals outside of OPA would be kept to a 
mi nirnurn. 

- In Alter~zative B ,  OPA would make a modest 

7 improvement in its capability to provide direct 
responses but would rely heavily on the DIU 

h Development Information Centers and other 
Offices and Bureaus to help prepare responses, 

- Finally, in Alternative C the response prepara- 
tion activity would be highly decentralized with 
each office preparing responses related to its 
own records. 

Thus, each alternative describes a rr~echanisrn for aceornplishir~g 
the public information ackivity. These procedures, and the 
premises on which each alternative is based, Ere described below. 

fl)  Alternative p*-a.--m- A: Centralized Recei.t And Distributisn, ----- 
Control, -- And ----- ~-Ee~ara t ion  -..--- ~=~Office .---- Of 
Public A£ f a i r s  

The Qffice of Public Affairs is charged in Handbook 18 with 
being t h e  "focal paint" far liaison with the public. 
Although t he  gui.dance is vague enough ts create a great 
Geal of confusion througlxout the Agency, it has still led to 

a OPA has, traditionally, assumed a Larger responsi- 
bility far the public information activity than 
any other  office. 



Q OPA i s  widely  pe rce ived  by o t h e r  Agency staff as  
t h e  m o s t  l o g i c a l  l o c u s  f o r  t h i s  a c t i v i t y .  

A l t e r n a t i v e  A ,  then, i s  b u i l t  upon t h e  c u r r e n t  d e  $ac t0  
s i t u a t i o n ,  The Public I n q u i r i e s  S t a f f  of OPA (which now 
handles  r e q u e s t s  r e l a t e d  t o  F O I A ,  t h e  Pr ivacy  Act ,  and 
EO 11652) would be supplemented by f o u r  P u b l i c  In format ion  
S p e c i a l i s t s .  They would be r e s p o n s i b l e  f o r  the fo l lowing  
a c t i v i t i e s :  

I 7 
@a Rece ip t  and d i s t r i b u t i o n :  OPA would review a l l  

ma i l  which does  n o t  have a v a l i d  a d d r e s s  ( a  
f u n c t i o n  now performed by t h e  SER/MO Mail  Roo 
i n t e r c e p t  r e q u e s t s  from the  p u b l i c ,  and r o u t e  
o t h e r  mail to t he  a p p r o p r i a t e  o f f i c e  f o r  a c t i o n .  
It would also o p e r a t e  a cen t ra l  telephone in- 
q u i r i e s  service t o  d i r e c t  c a l l e r s  t o  a p p r o p r i a t e  
t e l ephone  number s  o r  t o  create a w r i t t e n  r e q u e s t  
( i . e . ,  t o  take a "message") .  

0 Control: When a r e q u e s t  i s  r e f e r r e d  o u t  of OPA 
for response* ,  it would be c o n t r o l l e d  ( i . e ,  
logged and t r a c k e d )  u n t i l  it is s a t i s f i e d .  

@ - Response p r e p a r a t i o n :  OPA would greatly enhance 
i t s  ability t o  p rov ide  direct r e sponses  t o  p u b l i c  
requests. I t  would assern l~ le  an i n v e n t o r y  03 t h e  
documents which c o n t a i n  f r e q u e n t l y  r eques t ed  
i n f o r ~ a t i o n ,  ma in t a in  a Document Inven to ry  L i s t  
t o  h e l p  l o c a t e  o t h e r  p u b l i c a t i o n s  s t o r e d  e l sewhere  
i n  the AgerAcy, u t i l i z e  t h e  p k i s i c a l  and automated 
resources of the DIU Development In format ion  
Centers and deve lop  new p u b l i c a t i o n s  to prov ide  
e a s y  responses t o  f r e q u e n t l y  asked  q u e s t i o n s .  

The o b j e c t i v e  cf t h i s  a l t e r n a t i v e  i s  t o  minimize t h e  burden 
on t h e  o t h e r  offices and bureaus .  T h e  r e s o u r c e s  r e q u i r e d  
t o  implement. and o p e r a t e  t h i s  a l t e r n a t i v e ,  however, a re  t h e  
g r e a t e s t :  

w Implementation would t a k e  about f o u r  months if 
s t a f  a r e  r e c r u i t e d  from wi th in*" ;  this i n c l u d e s  
s e l e c t i n g  the alternative, drafting handbook 

* C e r t a i n  classes cf  common r e q u e s t s  are excluded from t h i s  ccn- 
t r o l  p rocedure :  r o u t i n e  p e r s o n n e l ,  c o n t r a c t s ,  and p a s s p o r t  
r e q u e s t s ;  F O I A ,  P r ivacy  A c t ,  and EO 1 1 6 5 2  r e q u e s t s ;  and 
r e q u e s t s  normal ly  handled by ES and LEG. 

* *  Alternatively, if s t a f f  a r e  recruited f rom o u t s i d e  
an a d d i t i o n a l  f o u r  ts s i x  months may be required, 

t h e  



changes, recruiting and training personnel, 
procuring equipment and forms, and establishing 
systems and procedures. Approximately 93 staff 
weeks of effort by current AID management 
personnel and new hires would be required. 
Details about the implementation plan and re- 
quirements are shown on pages LV-28 to IV-33 in 
Chapter I V  and in Exhibits IV-15, 16. 

0 Four additional Public Infarmation Specialists 
( two at the GS 7 level and t w o  a t  the GS 9 
level) are required in the OPA Public Inr'uiries 
Staff. In addition, word processing equipment 
is needed to prepare responses and to access the 
automated retrieval data bases in DIU. Thus, the 
direct ongoing costs of Alternative A are 
$62,720 per year, 

o Moreover, this alternative requires the greatest 
amount of space--a rare and therefore precious 
commodity in A I D .  C~ntiguous space for four 
staff and a sizeable document i n v e n t o r y  will be 
required in the N e w  State Department building-- 
either near the DIC or within the confines of the 
BPA/PT staff. 

(2) Alternative B: Centralized Control Pn OPA With ------ -rise Preparation Performed By Offices And Bureaus -- 
With - Primary Access To Requested Information -- 

Alternative B differs from A in three c r i t i c a l  respects. 
First, i n  Alternative B ,  the SER/MO Mail Room would con- 
tinue to review and route invalidly or unspecificall-y 
addressed mail. Second, because OPA in this alternative 
performs less of a response preparation function and more 
of a control function, the Public Information Specialists 
are assigned to the Office of the,Director where they can 
i n t e r a c t  more visibly with correspondence control personnel 
in other offices. Third, with OPAts lessened responsibility 
for preparing responses, DIU takes on greater response 
responsibility and, likewise, the public information burden 
on other offices also increases. Specifically, in 
Alternative B the three public information activities wauld 
be performed as follows: 

ca, Receipt and distribution: The SER/MO Mail Room 
would open and route invalidly addressed mail. 
A central telephone inquiries service would be 
established in OPA. All offices and bureaus 
would be expected to route requests to OPA for 
action only if the request cannot be satisfied 
within that office or bureau, Offices and bureaus 



would not refer request to any office o t h e r  
than QPA. 

A + Control: -- OPA would have managerial authority 
over each request that comes to its attention 
and would track the progress on the response 
until action is complete, 

e Response ~ p a r a t i ~ n :  OPR and DLU would share 
responsibilit7 for preparing responses w i t h  the 
other offices and bureaus: 

- OPA would make a modest increase in its 
inventory of available pubkications and 
would maintain a Document Inven to ry  List to 
h e l p  in making speedy and appropriate 
referrals for action. 

- Other offices and bureau would be expec ted  
to prepare r e sponses  when the requested 
information relates primarily to r e c o r d s  
held by or activi.ties performed by that 
office or bureau. 

<- DIU will assume a default role, responding 
t o  r e q u e s t s  for which no other source of 
information is available. It would also 
provide responses re]-ated to the specific 
publications listed in the several autoniated 
data bases maintained in D S / D Z U .  

The objective of this alternative is to plant xesponsibiliky 
for responrc preparation squarely on t he  office which 
maintains ehe subject r e c o r d s .  The r e s o u r c e s  required t o  
support this alternative are Less than i n  Alternative A. 
Specifically: 

0 Irnplementatj-on would take about four months if 
szaff are recruited from within." This includes 
ir~ple~rientation tasks similar to those described 
for Al."cemt.ive A. .About 8 2  person weeks of 
effort by current AID management staff and new 
hires would be required. Additional details 
appear in Exhibits I V - 1 5 , 1 6 .  

a Three Public Infarmati-on Specialists would be 
needed : 

* Alternatively, if staff are recruited from outside the 
Agency, an  aediticnal f o u r  to s i x  months may be required. 



- One GS 9 in BLC to research and prepare 
responses. 

- Two GS 7s in OPW to operate the telephone 
inquiries service and route and control 
mail. 

Very minimal word processing capabilities would he re- 
quired. In aP1, the annual direct costs of t h i s  alternative 
are $45,257, 

o Relatively less space is needed here than in 
Alternative A and, moreover, it need not be 
contiyuaus--the two OPA staff would n o t  be 
located adjacent to the one D$@ staff, 

(3) Alternative ------, C: Decentralized Receipt, Control, And ---- 
R.onse Preparation In All QCfices And Bureaus In AID - -- - --. 

Alternative @ recognizes and succumbs to the fact that the 
current system far handling most requests from the public 
are received by virtually every office and bureau im? the 
Agency and that the resources for preparing the responses 
are similarly dispersed. The alternative Leaves responsi- 
b i l i t y  for control and response preparation within each 
office and bureau and provides a number sf mechanisms to 
improve the perfor~nance of the existing system: 

o DlU would maintain a Document Inventory List 
t h a t  would help the office and bureau staff 
locate the appropria.te source of information 
more easily. 

d~ Control mechanisms would cross office and 
bureau boundaries, unlike the current situation. 

B~D Each office's responsibilities would be c1earl.y 
s p e l l e d  o u t  so that no office can shirk the 
task of being responsive to the public. 

Q DIU would be provided additional staff to help 
in preparing responses for which no other office 
or bureau has primary or logical responsibility. 

The primary activities to be performed under this Alterna- 
tive are to be accomplished as described below: 

9 Receipt and Zistribution: The SERPMO Mail 3oom 
!-<hue t o p e n  aTd refer mail received 
without a valid address. A l l  staff who received a 
request that they cannot personally responz to wsuld 
forward the request to t h e  office or bureau level 
Correspondence Coordinator who would t h e n  m k e  



the appropriate intra- or inter-office referrals. 
OPA would operate a central telephone inquiries 
service, similar to that in Alternatives A and 
B but without the accompanying control. 

@ -- Control: Mail and telephone c a l l s  would be con- 
trolled by the first office or bureau to receive 
them, regardless of who would perform the 
service delivery." 

@ Response Preparation: Responses would be prc- 
pared by the office or bureau with primary 
authority over the desired information. Under 
this alternative, OPAss response responsibility would 
be similar to that of a13 other offices and 
bureaus: OPA would provide only records or 
publications that reside primarily In that 
office, e . g . ,  general pamphlets on the history 
sf A I D ,  t h e  Foreign Assistance A c t ,  and the O P k .  

T h e  o b j e c t i v e  of this alternative is to institute control. 
at the point of receipt  a n d  to spread the burden f o r  
response prepara- t ion  to the offices and bureaus wi th  the 
most direct access to the subject records. The direct 
costs of this a l t e r n a t i v e  are lower t h a n  in Alternatives 
A or B: 

69 Implcme~tation would take about three and a half 
months if staff are recruited from within.** 
This includes start-up tasks similar to those 
described for a l t e r n a t i v e  A. About 83  person 
weeks sf effort by current AID menagement staff 
and new hires would b e  required. Additional 
details appear in Exhibits IV-15,%6. 

Q Two Public Information Specialists (for a ectal 
on-going cost of $31,000) would be n e e d e d :  

One G S  9 i n  Df@ to research a n d  prepare 
responses 

- One GS 7 in OPA to operate the telephone 
i n q u i r i e s  staff and act as the C~rrespondence 
Coordinator for OPA. 

* Calls referred f r o m  t h e  CPA c e n t r a l  telephone i n q u i r i e s  
service would be treated hike mail re-erred from the SER/MO 
Mall. Roorn. That is, they would be con,trolled by the first 
office or bareaid to receive t h a n  after the initial routing. 

** AfternatiueZy, if staff are recruited from outside the .?isency, 
an  additional f o u r  to s i x  months may be required, 



- Space r e q u i r e m e n t s  fo r  t h i s  a l t e r n a t i v e  
would be minimal. 

In sumrnary, the t h r e e  a l t e r n a t i v e s  v a r y  cons ide rab ly  w i t h  
r e s p e c t  to 14.) t h e  organi .zat ional  p lacement  of responsibi~-iky 
for t h e  public inforsnatiion a c t i v i t y  and 2) the c o s t s  of 
imple(mcnta t ion  and operation. E x h i b i t  E-l s u r m a r i z e s  t h e  key 
f e a t u r e s  of each a l t e r n a t i v e .  As can be s e e n  from che Exhibit: 

@ Alternative A provides the highest degree of 
cent r t . , f ixa t ion  and h e s t  i n t e g r a t e s  t h e  three sub- 
a c t i v i t i e s  of the public information process ( i . e . ,  
receipt and d i s t r i b u t i o n ,  c o n t r o l ,  and response prep- 
aration). It a l s o  has the highest d i r e c t  costs and 
wi13 require t h e  largest iznplementa t ion  effort. 

8 Alternative B provi-des centralized cantxol over  
requests but d o e s  not c e n t r a l i z e  t h e  receipt and 
d i s t r i - b u t i o n  process or the response p r e p a r a t i o n  
process. It has d i r e c t  costs less t h a n  A l t e r n a t i v e  
A and gres.t;er t h a n  A l t e r n a t i v e  C .  Altlzough t h e  
elapsed time to implement B is about equal  t o  that 
r e q u i r e d  f o r  A (four months) , the level  of e f f o r t  
f u r  B i s  slightly less (82 compared to 93). 

Q Under A l t e r n a t i v e  C ,  a11 aspects  of t h e  pub l i c  
informatian a c t i v i t y  are d e c e n t r a l i z e d .  The f i r s t  
l a b o r  c o s t s  are  lower than in the other t w a  
a l t e r n a t i v e s  because t h e  work load is shared among 
current AID staff. The e l a p s e d  t i m e  required t o  
imp%ernent t h i s  a l t e r n a t i v e  is slightly l e s s  ( t h r e e  
and a h a l f  months compared t o  f o u r ) ,  s i n c e  a l a r g e  
number of A I D  staff will have t~ be =rained.  

3 .  EACH OF THE IiiTERYATIVES MAS D I S T I N C T  I.\-DVAYTAGES AND -----.. -. 
DS SPDVAKTP-GES ,..--- 

A s  i s  e v i d e n t  from t h e  preceding s e c t i o n s ,  t h e  a l - t e r n a t i v e s  
vary considerably i n  the locus of r e s p o n s i b i l i t y  for receipt 
and d i s t x i b u t i o n  of pub l i c  requests, f o r  c o n t r o l  over requests, 
and for preparation of responses. They alsa very i n  start-up 
and o n g ~ i n g  c o s t s ,  Each c o n f i g u r a t i o n  of r e s p o n s i b i l i t y  i s  
a s s o c i a t e d  with some important  advantages and some disad- 
vantages that r e q u i r e  serious weighing by AID management. 
Exhibit E-2 summarizes the primary benefits and limitations of 
each alternative and these are described more fully below: 

Attention But It I 

Alternative A provides t h e  greatest  degree of centralization 







and control and, consequently, has the greatest chance of 
success in providing adequate, timely responses. At the 
same time, it has the highest direct cos ts  for irnplementa- 
t i ~ w  and for ongoing operations. This alternative also 
has these advantages: 

0 QPA's current mandate strongly suggests that 
OPA has main, if not primary, xesponsibility 
for public requests. Under this alternative, 
OPA would have the resources necessary to carry 
out this mandate in a manner that satisfies 
the overall Agency objectives related to 
public responsiveness. 

@ OPA is widely viewed throughout AID as the 
office with ultimate and primary= responsibility 
far handling this important acdivity. There 
will be little disagreement among Agency staff 
and organizational entities if OPA is asked to 
increase its role; whereas, in the other options, 
considerable disagreement about the precise 
division of responsibility may eccur.  Equally 
important, the response burden on the other 
offices and bureaus can be kept to an absolute 
minimum. This means that these staff can have 
more time far their primary responsibilitieso 
I t  also means that when a referral is r equ i r ez ,  
other office and bureaus would be more likely to 
be responsive. 

e Regardless of the role OPA plays in providing 
responses to individual public requests, it would  
continue to perform many public liaison functions, 
To perform these other activities aGequateiy, O P A  
must be sensitive to and knowledgeable of the 
current attitudes and concerns of the public. 
St is difficult to keep tabs an these ever-, 
changing sentiments u n l e s s  the letters and tele- 
phone calls from the public arc monitored closely. 
Although the o the r  alternatives contain sane 
mechanisms for providing feedback to OPA, they 
would not provide it as completely and as 
sensitively as in Alternative A, 

8 Considerable concern has been expressed about the 
d i s p a r i t y  with which FOIA and non-FOIA r e q u e s t s  
are processed. Regulation 12 s t a t e s  c l e a r l y  that 
a b c n a  d i d e  FOZA request must be clearly marked 
as s u c h ,  Nonetheless, the spirit of the Act 
suggests tk1a.t a l l  requests  frara~ the pu5li.c blz 
handled expeditiously and equitably. Under this 
alternative, non-FOIA requests would not be sub- 



jected ta the very stringent procedurzP xequire- 
ments of the F O I A  r e g u l a t i o n s ,  They would,  hsw- 
ever, be handled in the same office, by the same 
staff, and w i t h  t h e  same resources r.lsed in 
responding to F O f A  requests. Mon-FOfA requests 
would also be handled by a staff whose p ~ i r n a h y  
purpase i s  service to the public, whereas, in 
other alt.erndtives, the office in which the 
cognizant s t a f f  reside is concerned with other, 
often c o n f l i c t i n g  priorities; i n  these latter 
cases, the needs of the public may be more 
easily subjugated than in Alternative A .  

JD Although the direct costs of imple~nenting and 
opexaking this alternative are greater than the 
costs of the other alternatives, this alternative 
is the most ef f ic ien t  overa1.L. In this optionp 
the great majority of the costs a s s o c i a t e d  with 
responding to the public are centralized in OPA 
and, therefore, easily measurable. In the other 
alternatives, the response burden is dispersed 
throughout the Agency and is "hidden" in the 
overall c ~ s t s  of $he other offices and bureaus. 
If these hidden costs could be mea.sured, we 
b e l i e v e  that they would exceed the costs of 
operating a central correspondence control 
service i-n OPA, for a number of reasons: 

- The dispersed s t a f f  required t o  provide t h e  
responses i n  A l t e r n a t i v e s  B and C are not 
highly trained in locating information or 
in preparing diplomatic, courteous requests 
to the public. Staff in Alternative A are 
more specifically trained and equipped to 
provide this service quickly and e f fec t ive2 .y .  

- The information is located at numerous points 
throughout the Agency, so many requests have 
to pass through at least two parties for a 
response; in Alternative A, a great deal of 
the information is available in OPA, and, 
thus routing and referrals are kept to a 
minimum. 

ejir In the ather a l t e r n a t i v e s ,  s t a f f  may be tempted 
to overlo~k or "'Pose" requests, rather t h a n  
prepare a r e p l y .  I n  A l t e r n a t i v e  A, even the 
most delinquent staff may be motivated to pass 
the requests an ta OPA, since OQA would, in many, 
many cases, prepare the response itself rather 
than pass the burden back to the other offices 
and bureaus, 



gl, Currently, many letters ( con ta in ing  requests and 
o the r  information) are received with invalid 
addresses; the SER/MO Mail Room lacks t he  
resources to refer these letters with precision 
and, as a r e s u l t ,  many requests fail to come to 
the attention of the proper office. Under 
Alternative A, these requests have a greater 
chance of being identified and processed prompt- 
l y  and accurately. 

e~ Finally, t h i s  alternative w i l l  resolve the , current  ambiguity between the roles of DL'IJ and 
OPA. The relative responsibilities of the two 
offices wauXd be demarcated by clientele: OPA 
would be responsive t o  the. publie (incl.lxding US 
universities, corpurations, and foreign r e q u e s t -  
ers n o t  from an LDC) ; D Z U  will be responsive to 
L D C s ,  PVBs, AID/'\4 and Missions. 

These a-dvantages m u s t  be weighed against the drawbacks cf 
Alternative A which i n c l u d e :  

BYB The existing OPW/PI Reading Room required by the 
F O I A  c a n t a i n s  modest holdings so a considerable 
e f f o r t  must be made t,o develop the required 
invent;ory. 

@ Considerable training of n c v  s taf f  waul-d be 
r e q u i r e d ;  whereas, in the other altern~tives, 
new staff would be co-located with existing 
staff and can therefore be trained by staff w h o  
alsready perf(:;rm similar and related activities. 

The largest space is required by this alternative, 
and i.n AID, space is exceedingly difficult to 
obtain. Without adequa te  contiguous space, t h i s  
alternative could  fail, even if all other 
resoarces ane procedures are adequate .  

@ Because the request would be handled in the sane 
o f f i c e  as F O I A  requests, s t a f f  may e x p e r i e n c e  
some c o n f l i c t  i n  p r i o r i t i e s  b e t w e e n  TOIA r e q u e s t s  
(with t h e i r  legally b i n d i n g  due  dates) and non- 
FOIA requests. U n l e s s  spheres of responsibility 
a r e  clearly defined, the non-FOIA staff may be 
pressured ta a t t e n d  to F01A recz.pests, to the 
detriment of other public inquiries. 



(2) Alternative B Relies On Existing Collections Of -- .--- w.- 

Information But May Cause Confusion Over ~oles-~nd ------ 
2esponsibilities 

The primary advantages of Alternative B are: 

93, It relies on existing patterns of record 
keeping and, thus, does not duplicate inventor- 
ies and other records held and controlled by 
a ther  offices and bureaus. 

BL Responses are made by the office or bureau most 
knowledgeable about the subject. 

Ironically, these two strengths contribute to the major 
disadvantages of the alternative: 

e) The control responsibility is separated from the 
response preparati~n responsibility. This 
increases the difficulty of managing the 
response effort and, consequently, reduces the 
likelihood of success for the system. 

e+ The burden for responding falls on the geographic 
and technical offices, a responsibility they are 
often unwilling to assume, 

a It is sometimes difficult to determine precisely 
which office or bureau has "primary" control 
over the s u b j e c t  records and this may lead to 
disagreement about roles among the offices. 

These issues comprise the crux of the debate about 
Alternative B. This alternative is a compromise between 
Alt.ernatives R and C .  It xequires less start-up and direct 
casts than Alternative A; it can operate in a smaller 
space than Alternative A can operate and requires more 
space than Alternative C .  It provides about the same 
degree of control as Alterrkative C but less than Alternative 
A, and, the burden sn other offices and bureaus on this 
option is greater than in A but less than in C .  

(3) Alternative C Creates The Smallest Bureaucracy But 
Puts The Most Eurden On The Geaara~hic And Technical 4 *1 - 
Office S t a f f s  .- 

The most compelling advantages of Alternative C are that it 
involves the least disruption to the status quo, contributes 
least to the bureaucratic structure and requires the small- 
est direct costs. Control and response przparation are 
almost entirely decentralized; procedures would nat be 
changed fundamentally f ron t h e  c u r r e n t  prac t ices  h u t  



merely t ighkened %IF asad oupparted, The~a %~oasl.a"T $a no 
duplication sf files and reeosds, Tf t h e  q 7 0 t s n l  sgeraze2s 
es it i s  i n t ende8 ,  mast rsque~ts would pnss through an 
office sr barebu level caaerol $oink and t h u s ,  ns~k 
rzquests  fpassibly aare t h a n  i n  the two okher alternatiw~s) 
wou38 be contrsX2ed and pYxxx2sed correc-kly, 

The majas diszdvanlagc of %hi% a%ckernatbve, o f  course, is 
khe  vary large n ~ ~ d h r  QE cafikral points i n  tile systest.;, 
A system which hinqes an the persanal re~pansibi3fty of 
nrtors than n dozen ind f s r idua l .~  (i . e , , t l a ~  Coxxespandenc~ 
@sordir:ators) i s  sswewkak r i s k y ,  It 6% espacially f alli$Es 
i 2 tkssre is no cc~~J" , ra% atakklarity ar ~ : ~ v e r @ b g h t  resp0~~~jik~i.2. . i . ty 
w i @ I ~ i n  the Agency, !+Jithaa% the C O ~ I ~ ~ ~ ~ O U S  and enkhnsiast, ic 
suppar t  of top management i n  each affiee or bureau, khA9 
a l t e r n a t i v e  could easily degenerate Lnea a xepijca of t h c  
systcezn now in s~eration, 

Another psiqt. wosc2;hy a f  conside~&tiass i s  2Eae pos~xbiliry 
of  requests d e f a u l t i n g  haavily to OPA or DXU, kdhi3.e t h e  
system c%ear%y outlines $ha cond i t ions  under which this 

h skauld  aecur, the Aabitua3, tl-kink2.ncj or bger~cy  ~ ~ C X + C O ~ L ~ , ~ C ~  

n u l l i E y  n e w l y  estebl  ishsd  procedure^ which xe9y on ac 
' ' h o n ~ r  ::ysS'kem. " 
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SUCCESS 
-**----* 

Flang  wi th  t h e  Begartmect o? State, the Agency ftar Xneernstinnal 
Development is i n  a uni?:uc p ~ s i ~ F o n  amsng Federal aqenci~ss 2 . ~  
erljoys mt3fi 1;a";uraE m e x i c a n  p u b k i ~  cc..mski~ue$:~cgr. 3rnf i k s  .k3Ji!;, 

HUD, USDA ax DOEs \q:.ahs;se ~ e r v i z e s  and program% naYe 5r;FJ.y cxx-i- 
t a c t  wieh the &nerican eitizengy, WTD a t t end% t o  a faz:aicp+ 
clientele, provF6ir.g %ervi.cea khat  are, a% b&sk, s ~r~~3 t .b  and, at. 
wcrst, a cornpleta ~ ~ y s t s r y  to U,B, taxpayers, J:Fhua, r.he Agency 
has both a greater need a n d  a more chal lenging ~ e s 2 a ; ; s i b i l i t y  
fcr building a V,;. C O ~ S ~ ~ ~ L U B ~ C Y ~  0338 08 kb8 ml;s-~; f?:h"~i"+. 3e :%I, 1 
approaches ds t h i s  challenge is t~ cultivate an audience c o r ~ s i s r -  
i ng  a f  the &aarican p ~ b i i @  who, f o r  wha*c@vex pes%auaL ux ra;~d6w 
reasons, express an Anterest in the Agency and its pra5:rams. 
T h i s  caaz he dorie best ky  provL~id4ng pro::.ptr C ~ P U ; ~ " % E ' S W U $ ~  ~ r l d  
responsive rep l i es  ca  l e t t e r s  c f  inq~jizl~--~&hataver ehe waturc 
of %he request 

TmpLemenPatisn of a n y  of t h e  t h e e  a l t e r n a t i v e s  w i l l  improve 
AIDas ab.+.l i ty k o  be r2sponsive h3 the public, Ee reememend that 
A Z t e r n a t i v s  A be given the most s e r i a u s  a f ~ k e n t i s n  by WXD Eandgs- 
merat, be%ir=ving Lhaf it wi.T.1 prlC the  Ay@?lcy i n  t h e  beee 'LiyhL 
w i t h  the publ ie.  T h e  h ~ g b s r  investment o i  A-esetlrces ~ e q u i r e d  by 
Altercative A 1s j1;s k ifie6 WE ?'&el , by ?-fie con-espt-:;". ifng%y F?,j.~ikA 
probability of success, measured Ln terms o f  s 



& TP~neby , c c ~ n s i s t ~ : n l ,  and spprzp~"i .ate  responses, 

@ 
A b i l . l . t y  oi:' Zzh* o r g s n i a a t i o n  ,to wikhstand t h e  
pressures of t i m a  dnd s h - k f t s  in Agency organi.za.tinxl 
staffing * 

a Easy and wide acceptance throughauk khe A g ~ n c y ,  

d Re%uced conflict and % e ~ i ~ % o n  $Rat has, in t h e  past., 
r e s u l t e d  f ram an u n c l e a r  d i v i s i o n  oE zesps2~ibiLity, 

The State De;;arts~ent has made a l a rge ,  and appasent2y profitable, 
investment i n  public 2.iaissn; WID should do no X ~ S S ~  x f 8  &o++ 
ever, Af tsrna.E=ive A is L+E ject.od because sf l i n l  t s t 3  TCSOW.ICBB 
then we recammend that. AItc:xr:,a t .Lt  s be aceep.tad a s  a reassna3i.,e 
csmpi:omise, 



T h i s  i n d i v i d u a l  a l s o  r e c e i v e s  many t e l e p h o n e  c a l l s  f rom 
t h e  p u b l i c .  S e v e r a l  y e a r s  a y o  h i s  telephone number was 
p u b l i s h e d  i n  a  s y n d i c a t e d  column and  i d e n t i f i e d  a s  t h e  
number t o  c a l l  f c r  i n f o r m a t i o n  a b o u t  A I D .  Thus ,  a  
de  4ncAc t e l e p h o n e  i n q u i r i e s  s e r v i c e  was c r e a t e d  by 
c h a n c e ;  r e s o u r c e s  t o  s u p p o r t  t h e  s e r v i c e  h a v e  n e v e r  been  
made a v a i l a b l e .  

OPA r e c e i v e s  a n  a v e r a g e  of 2 4 5  inconl ing mail r e q u e s t s  
p e r  month ,  1 5  p e r c e n t  o f  wh ich  a r e  FOIA o r  P r i v a c y  A c t  
r e q u e s t s  a n d  a r e  r e f e r r e d  t o  OPA/PS. The R e s e a r c h  L i b r a r i a n  
s c r e e n s  t h e  non-FOIA and n o n - P r i v a c y  A c t  r e q u e s t s  and  
i s  a b l e  t o  s a t i s f y  6 0  p e r c e n t  o f  t h e  r e q u e s t s  u s i n g  1) 
t h e  1 8  d o c m e n t s  i n  h i s  i n v e n t o r y ,  2 )  t h e  C a t a l o g u e  
o f  R e s e a r c h  L i t e r a t u r e  f o r  Development  o r  3 )  a b s t r a c t e d  
i n f o r m a t i o n  f rom g e n e r a l  r e f e r e n c e  books  a t  h i s  d i s p o s a l .  
I n  a d d i t i o n ,  an  a v e r a g e  176 t e l e p h o n e  r e q u e s t s  a r e  r e c e i v e d  
by OPA p e r  month;  a b o u t  60  p e r c e n t  o f  them a r e  a l s o  
h a n d l e d  by  t h e  R e s e a r c h  L i b r a r i a n  h i m s e l f .  T h u s ,  a 
f u l l  f o r t y  p e r c e n t  o f  t h e  r e q u e s t s  r e c e i v e d  by  OPA a r e  
n o t  r e s p o n d e d  t o  o r  c o n t r o l l e d  by OPA a n d ,  as a r e s u l t ,  
OPA i s  n o t  i n  t h e  p o s i t - i o n  t o  a s s u r e  t h a t  t h e  p u b l i c  
i n f o r m a t i o n  a c t i v i t y  is b e i n g  pe r fo rmed  w e l l .  

( 2 )  The  Development  I n f o r m a t i o n  C e n t e r s  A r e  The L a r g e s t  
S i n g l e  R e p o s i t o r y  Of I n f o r m a t i o n  And T h e r e f o r e  Are 
C a l l e d  Uy~on To Rcs13ond To Manv R e a u e s t s  

The O f f i c e  o f  Development  I n f o r m a t i o n  a n d  U t i l i z a t i o n  
( D S / D I U )  a d m i n i s t e r s  t h e  Development  I n f o r a a t l o n  C e n t e r s  
( D I C )  t o  p r o v i d e  " p r o f e s s i o n a l  l i b r a r y  a n d  r e f e r e n c e  
s e r v i c e s  t o  t e c h n i c a l  i n f o r m a t i o n  f l o w i n g  f r o m  DS and  
G e o g r a p h i c  3 u r e a u  s u p p o r t e d  r e s e a r c h  a c t i v i t i e s . "  Whi l e  
Handbook 17 s t a t e s  t h a t  t h e  Development  I n f o r m a t i o n  
C e n t e r  " s e r v e s  a s  t h e  f o c a l  p o i n t  f o r  d e v e l o p m e n t  
i n f o r m a t i o n  i n q u i r i e s  f rom t h e  f i e l d ,  LDCs a n d  t h e  g e n e r a l  
p u b l i c , "  t h e  p r i m a r y  f u n c t i o n  o f  DS/DIU is  t o  p r o v i d e  
a " c o m p r e h e n s i v e  program o f  deve lopmen t  i n f o r m a t i o n  

@ s e r v i c e  t o  M i s s i o n s  and B u r e a u s . "  

CE, I n  s u p p o r t i n g  DS t e c h n i c a l  o f f i c e s ,  g e o g r a p h i c  
b u r e a u s ,  o t h ? r  A I D  o f f i c e s  a n d  c o l l a b o r a t i n g  
i n s t i t u t i o n s ,  DS/DIU : 

- P r o v i d e s  a c c e s s  t o  stored t e c h n i c a l  
a n d  e x p e r i m e n t a l  i n f o r m a t i o n .  

- I n t e r p r e t s  r e q u e s t s  f o r  i n f o r m a t i o n .  

- Routes  s u b s t a n t i v e  r e q u e s t s  t o  DS 
t e c h n i c a l  e x p e r t s  f o r  e v a . l u a t i v e  r e s p o n s e .  



- Nakes compreh.ensive l i t e r a t u r e  s e a r c h e s ,  

@ I n  s u p p s r t i n g  Miss ion and L D C  i n s t i t u t i o n s ,  t h e  
d i v i s i o n  a l so  provides  a s s i s t a n c e  i n  t l ~ e  develop- 
ment of t e c h n i c a l  l i b r a r i e s  and documentation 
systems.  

The two Development lnfoxmat ion Centers--2-ocated i n  Room 
1 6 5 6  i n  t h e  State Department b u i l d i n g  and Room 1 0 5  i n  
t h e  Rosslyn P l a z a  Center--are  s t a f f e d  by six l i b r a r i a n s  
who satisfy an  average  af 530 r e q u e s t s  per month, The 
procedure f o r  responding to t h e s e  r e q u e s t s  is diagramled 
i n  t h e  f low char t  i n  E x h i b i t  111-3. L e s s  t h a n  2 5  p e r c e n t  
o f  the r e q u e s t s  handled by D I C  are addressed  d i r e c t l y  
t o  t h e  library. The other 75 p e r c e n t  have been referred 
t o  DIC by t h e  SER/NO Mail Room, (i.e,, mai l  with an j-nvaZid 
address) o r  by ano the r  office. 

& o u t  25 percenk of the r c q u e s t s  r e c e i v e d  by DLC are 
from t h e  p u b l i c  { i . e . ,  n o t  from LDG, Miss ion ,  AID/W, 
PVO o r  collaborating i n s t i t u t i o n  staff). DIC 
a t t e m p t s  t o  s a t i s f y  as many r e q u e s t s  as p o s s i b l e ,  
i n c l u d i n g  p u b l i c  r e q u e s t s  which have been referred by @PA, 
even though D P C 5  o f f i c i a l  mandate does n o t  r e q u i r e  t h a t  
it serve  the public.  DIC a l s o  b e a r s  a l a r g e  de  dercko 
r e s p o n s i b i l i t y  for serving merrbers of t h e  p u b l i c  who 
"walk i n "  w i t h  a request f o r  i n fo rma t ion  o r  assistance." 
DIG'S response  r a t e  i s  about  5 5  pe rcen t .  Idhen unable to 
make a d i r e c t  response, D I G  communicates d i r e c t l y  w i th  
t h e  r e q u e s t e r  i f  t h e  document cannot  he Located w i t h i n  
A I D  or  i f  t h e  document c a n  be obtained .from ano the r  
government agency o r  p r i v a t e  o r g a n i z a t i o n .  Only 
r a r e l y  w i l l  D I C  r e f e r  a r e g u e s t  e l sewhere  w i t h i n  AID for 
a response ,  

D I C  h a s  no i n t e r n a l  con t ro l s  f o r  moni tor ing  o r  keeping 
t r a c k  of r e q u e s t s  and feels  t h a t  none are needed because 
most of t h e  r e sponse  work i s  completed by l i b r a r y  staff, 
They do n o t  t r a c k  t h e  oecas ionab  r e f e r r a l s  s e n t  t o  ano the r  
o f f i c e  o r  bureau f o r  a c t i a n .  D3C has t h e  technical capacity 
t o  respond t o  many r e q u e s t s ,  having t h e  foPPowEng resources 
a t  i t s  d i s p o s a l :  

4~ A I D  Research and Development Abstracts (ARDA) 
(Quarterly publication) 

a4 Develcprnent lnfosrnlatiorz Sys tems  ( o n - l i n e )  : 

- Research and DeveSopment Data Base 

- P r o j e c t  Data Base 

- -. 
*These walk- ins  a r e  i 1 . 1 ~ 1 1 . ~ '  . , A  i n  t h e  530 m ~ i z t h l y  workload c i t e2  above. 
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- Bibliographic Data Base 

9 Card catalogs for about 60,000 volanes 

Shelf materials (e.g., reference materials, 
periodicals) 

Q Government Printing O f f i c e  Repository Library 

@ Externs1 data bases, suck as National Technical 
Inf armation Service (NTZS) (on-line) 

~ [ a  AID Liaison librarian in the USDA National 
Agricultural Library 

@ Project- literature 

Q Interlibrary loan program 

Q AID Funded Regional Information Centers le.q., 
Population ~nformation Center at George washington 
University and the Appropriate Technology Informa- - - 

tion ~ent@r, University of Georgia). 

The Office Of The Executive Secretary And The O f f i c e  - 
Of - ZeqisLakive Affairs Have well-Defined Areas Of 
Responsibility And ~iyhFy Formalized =stems For. -- P. 

Controlling Certain Types Of Requests 

TWO types of requests receive special attention: those 
addressed directly to the Administrator or Deputy 
Administrator and those from a member of Congress. ES and LEG, 
respectively, operate long established, very formalized 
and effective systems for handling these special categories 
of requests. 

Although the scope of this study did not anticipate major 
changes in these existing systems, it did review the ES 
and LEG operations to identify practices that might be 
useful in establishing a better system for general requests. 

As the Agency's Liaison with the Congress, LEG has estab- 
lished a small Congressional. Inquiries staff. I n  contrast 
with the ES staff which rarely prepares a direct res?onse, 
LEG staff most frequently obtains the necessary information 
from other offices and bureaus and prepares and sends the 
response directly. Aqency staff are allowed three working 
days to provide the information requested in a "Gangressional" 
and LEG staff monitors this deadline closely, 

As the channel of communication between the Office of the 
Administrator and the Agency's senior staff, ES has estab- 
lished a correspondence control system to ensure t h a t  all 
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analyzing these figures. Some anornolies are not immediate- 
ly apparent but, nonetheless, greatly affect the comparabi.- 
li'ty of the calculations, For instance: 

Q The s t a f f  who perform these tasks are not all 
engaged in comparable activities. 

- In OPA, there is no control, only 60 
percent of the requests are filled direct- 
Ly and QPA rarely performs library work to 
prepare the response. 

- In BIC, there is no control, 85 percent 
of the requests are responded to directly 
and considerable library work is required. 

- In ES, extensive and unrelenting control 
is performed with virtually no intra- 
office service delivery. 

- In State, the telephone service is only 
recently implemented and, so, not yet 
up to full capacity. Almost all written 
requests are responded to with materials 
on band and a computer generated 
letter. 

it9 The types of requests vary considerably. Most 
af D I G "  requests, for example, are not from 
the public but, rather, from technical staff 
of PVOs, Missions, AID/W,  and LDCs.  Whereas 
OPA's requests are more likely to come from the 
general public and range in their technicality. 

e The resources available for responding to the 
requests vary among the offices and, consequently, 
so does the time required to respond. In State, 
for example, a personal response is provided 
for each request, whereas OPA rarely prepares 
a personal letter. 

In spite of shortcomings, the data in Exhibit 111-5 
do provide some general guidelines concerning reasonable 
work levels. These productivity measures are used in 
Chapter IV to staff the three alternative solutions. 

3. A NUfilBER OF FACTORS COMPLICATE THE PROCESS OF THE RESPONDING 
TO PUBLIC INQUIRIES 

There are a number of factors which transcend the inadequacies 
a£ existing p o l i c i e s  and procedures r e l a t ed  to publ ic  inforrnatioa 
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guidelines described in this chapter and ks the changes 
in Handbook 18. Exhibit IV-3, provides draft Handbook 
chinges. Exhibit PV-4,  is a flow chart describing t h e  
major processes and procedures required to implement 
Alternative A ,  These procedures are also described below: 

@ Mail received bx AID without. a valid address -- ,--- 

or addressed to QPA: OPA would assume the --- 
role now played by the SER/MO Mail Room and review 
all mail. which does not have a specific valid 
address, Letters would be referred out of OPA 
without further control if they axe related to 
Personnel Management, Contracts Management, 
routine passport processing, or are addressed 
to the Administrator or Deputy Administrator. 
T h e y  are also referred if the requestor 
i s a menacr of ~oszgkess or from AID/W, 
Nissions, LDCs or PVOs (referred to LEG and DIC 
respectively). All,.nther written requests would 
he logged and filed using the system shown in 
Appendix A and would be controlled by OPA until 
the request is satisfied. 

a Writ ten  requests received by other offices 
and bureaus d i r e c t l y  frorn-eh-lic: - For 
a variety of reasons je.g. prior relation- 
ships, knowledge of Agency organization and 
functions) , other off ices and bureaus will 
continue to receive written requests directly 
from the public. These offices and bureaus 
have four possible means of handlins the 
request: 

- If the office or bureau Is able ta 
respond. to the request with readily 
available materials, it mud2 respond 
to the request without involvement by 
OPA. The office or bureau m a y ,  at its 
own discretion, provide 8PA with an 
information copy* of the request and 
the response, 

- If the request is clearly related to per- 
s o n n e l ,  con t rac t s ,  and the Administrator 

--" * T h e r e  are two conditions under which OPA should be informed 
of requests. First, if the request is related to an issue of 
widespread public concern and m i g h t h e l p  0PA keep in to~eh with 
public attit.udes, and, second, if the response provided m i g h t  
h e l p  OPA respond to a similar request (directly) in tlae future. 



o r  Deputy ~ d m i n i s t r a t o r ,  F O I A ,  Pr ivacy  A c t ,  
EO 1 1 6 5 2 ,  o r  i f  i t  is from a member o f  
Congress, i t  shou ld  be f o r w a r d e d  d i r e c t l y .  
.to t h e  c o g n i z a n t  o f f i c e  ( s e e  page IV- r l ) ,  
These  r e q u e s t s  need n o t  be contwoLled by 
the i n i t i a l  bureau  o r  office that r e c e i v e s  
them and s h o u l d  n o t  be sent t o  OPA. 

- If the request is  r e l a t e d  t o  m a t e r i a l s  
h e l d  by t h e  office o r  bureau  b u t  w i l l  
r e q u i r e  s u b s t a n t i a l  research, o r  i f  i t  
i s  re la ted  t o  more t h a n  o n e  o f f i c e  o r  
b u r e a u ,  it s h o u l d  be forwarded to O P A .  
OPB may t h e n ,  i n  t u r n ,  request a s s i s t a n c e  
from t h e  i n i t i a l  o f f i c e  o r  b u r e a u  but OPA 
would assume r e s p o n s i b i l i t y  for managing the 
response p r e p a r a t i o n ,  

- If t h e  r e q u e s t  does  n o t  f a l l  i n t o  t3e three 
c a t e g o r i e s  d e s c r i b e d  above ,  it s h o u l d  be 
forwarded t o  OPA for c o n t r o l  and a c t i o n .  
The i n i t i a l  o f f ice  o r  bureau  s h a u l d ' n o t  
r o u t e  r e q u e s t s  o u t s i d e  i t s  own b o u n d a r i e s  
e x c e p t  t o  OPA .(and t h e  o t h e r  e x c e p t i o n s  
n o t e d  immedia te ly  a b o v e ) ,  X t  may, however,  
a d v i s e  OPA o f  t h e  a p p r o p r i a t e  l o c u s  of r e -  
f e r r a l ,  i f  known. 

QD Telephone r e q u e s t s  r e c e i v e d  by OPA: OPA would 
P - 

o p e r a t e  a w i d e l y  p u b l i c i z e d  t e l e p h o n e  i n q u i r i e s  
s k r v i c e .  ~ e l e ~ h o n e  c a l l s  received by OPA 
( d i r e c t l y  from the p u b l i c ,  v i a  the C e n t r e x  
o p e r a t o r ,  or  r e f e r r e d  from a n o t h e r  o f f i c e  o r  
b u r e a u )  may be hand led  i n  a number of ways. I n  
a 1 1  c a s e s ,  the o b j e c t i v e  s f  the t e l e p h o n e  i n q u i r i e s  
s e r v i c e  i s  t o  minimize  cal-ler f r u s t r a t i o n  and 
expense .  The d e s i r e s  o f  "Lhe ca l l e r  would d e t e r m i n e  
which of t h e  f o l i o w i n g  c o u r s e s  of a c t i o n  are  t o  be 
pursued : 

- T h e  c a l l  may be t r a n s f e r r e d  o r  r e f e r r e d  
 OM!,^ i f  1) OPA knows w i t h  c e r t a i n t y  that 
t h e  narne and number p r o v i d e d  t o  the c l i e n t  
will provide an  adequate response and 2 )  
the caller wishes to place  ano the r  call. 
These calls i n c l u d e  those  related to PM, 
CM, passports and LEG and ES affairs, as well 
a s  those  i n  which t h e  caller wants  t o  l o c a t e  
an  i n d i v i d u a l ,  an  o r g a n i z a t i o n a l  e n k i t y  o r  
a n  o f f i c e  r e s p o n s i b l e  for  a specific pro j ec t  
o r  p o l i c y .  The OPA Public I n f a r m a t i - ~ n  
z p e c i a l i s t  would have a t  l eas t  a t w ~  s t a t i o n  
r o t a r y  so that t h e  appropriateness sf t h e  
r e fe r ra l  can be validated while t h e  caller 
i s  placed a n  h o l d .  



- The call may be deve loped  i n t o  a " w r i t t e n  
request"  ( i . e . ,  a c l e a r ,  s p e c i f i c  message 
will be t a k e n ) .  T h i s  written request would 
then bi? handled i n  o n e  of t w o  ways: H) i f  
it is r e b a t e d  t o  PM, CM, LEG, ES,  o r  S t a t e  
matters, it i s  r e f e r r e d  w i t h o u t  f u r t h e r  
control, 2 )  if i t  i s  n o t  r e l a t e d  t o  these 
f i v e  categories, it is retained and processed 
by OPA as if it were a letter. R e g a r d l e s s  
sf t h e  a c t i o n  t a k e n ,  t h e  number and n a t u r e  
of all incoming c a l l s  would b e  r e c o r d e d  f o r  
management p u r p o s e s .  (See Appendix A) 

BP - Telephone r e q u e s t s  r e c e i v e d  by o t h e r  offices 
and b u r e a u s :  D e s p i t e  t h e  i n s t a l l a t i o n  s f  a -- 
c e ~ i t r a l i z e d  t e l e p h o n e  i n q G i r i e s  s e r v i c e ,  e a c h  
office and b u r e a u  w i l l  continue t o  r e c e i v e  
c a l l s  d i r e c t l y  f rom t h e  p u b l i c .  These o f f i c e s  
and b u r e a u s  have  t w o  pr imary  r e s p o n s i b i l i t i e s  
regarding t e l e p h o n e  c a l l s  from the public: 

- First, the i n d i v i d u a l  in the o f f i c e  or 
bureau  who i n i t i a l l y  receives t h e  call 
must attempt to s a t i s f y  the r e q u e s t  
w i t h  i n f o r m a t i o n  ava i l ab l e  i n  t h a t  o f f i c e  
o r  b u r e a u .  I f  t h e  c a l l  can be handled  
w i t h i n  t h e  o f f i c e  o r  b u r e a u ,  the call is 
t r a n s f e r r e d  f o r  r e s p o n s e  w i t h i n  t h e  
bureau or a message i s  t a k e n .  If a 
message i s  t a k e n ,  t h e  i n i t i a l  r e c i p i e n t  
mus t  be c e r t a i n  t h a t  t h e  message i s  clear 
and s p e c i f i c .  OPA i s  t o  be n o t i f i e d  of 
the c a l l  and t h e  a c t i o n  t a k e n  o n l y  under  
the c i r c u m s t a n c e s  d e s c r i b e d  in the foct-  
note on page  IV-7. I n  a l l  cases, t h e  
i n i t i a l  o f f i c e  o r  bureau  should avoid 
r e p e a t e d  t r a n s f e r r i n g  af the call from 
one  location ts ano the r  without .  f i r s t  
a s c e r t a i n i n g  t h e  p r e c i s e  loca t ion  of t h e  
r e q u e s t e d  i n f o r m a t i o n .  

- Second, if the  r e c i p i e n t  of t h e  c a l l  
determines t h a t  t h e  o f f i c e  or bureau 
c a n n o t  respond t o  the request w i t h  
m a t e r i a l s  r e a d i l y  available in that office 
or b u r e a u ,  the call would be transferred 
t o  t h e  telephone i n q u i r i e s  services i n  OPA. 
If t h e  c a l l  i s  l o n g  d i s t a n c e ,  t h e  o f f i c e  
o r  bureau may o f f e r  to have OPA r e t u r n  
the c a l l  so t h a t  t h e  c a l l e r  w i l l  n o t  be 
forced to pay an additional t o l l  charqe. 
OPA k r i l l  then process the call as 
d i scussed  sn page I V - 8 .  



Once OPA r e c e i v e s  a b v n a  4 i d e .  r e q u e s t  v i a  1) i t s  own 
mail. review, 2 )  r e f e r r e d  m a i l  r e q u e s t s ,  31 a d i r e c t  
c a l l  t o  t h e  t e l e p h o n e  i n q u i r i e s  s e r v i c e  or 4 )  a r e f e r r e d  
t e l e p h o n e  c a l l ,  if-, has s e v e r a l .  r n a j ~ r  r e s p o n s i . b i l i t i e s :  

a# F i r s t ,  a l l  r e q u e s t s  must be l o g g e d  and t r a c k e d  
u n t i l  a s a t i s f a c t o r y  r e s p o n s e  i s  made. (See  
Appendix A ) .  

e Second, OPW h a s  t h e  major  r e s p o n s i b i l i t y  
f o r  p r e p a r i n g  t h e  r e s p o n s e .  The major o b j e c t i v e  
of t h i s  a l t e r n a t i v e  is t o  minimize  t h e  burden 
on t h e  o t h e r  b u r e a u s  and offices.  Nonekllzeless, 
o f f i c e s  and b u r e a u s  may s t i l l  be a s k e d  t o  a s s i s t  
i n  three s i t u a t i o n s :  

- When t h e  r e q u e s t  i s  h i g h l y  t e c h n i c a l  
and complex 

- When the q u e s t i o n  i n v o l v e s  a p o l i c y  
t h a t  i s  n o t  w e l l  d e f i n e d  o r  is  v e r y  
s e n s i t i v e  

- When t h e  m a t e r i a l  t h a t  OPA i s  able t o  
i d e n t i f y  a p p e a r s  i n s u f f i c i e n t ; t h e  bureau  
o r  ~ f f i c e  may b e  a s k e d  t o  r e v i e w  t h e  
r e s p o n s e  t o  v e r i f y  i t s  c o m p l e t e n e s s  or 
p r o v i d e  a d d i t i o n a l  i n f o r m a t i o n  

OPA w i l l  be  r e s p o n s i b l e  for c a r r y i n g  o u t  a number o f  
a c t i v i t i e s  r e l a t e d  to t h i s  new c o n t r o l  and r e s p o n s e  
p r e p a r a t i o n  a c t i v i t y :  

e C r e a t e  An.d M a i n t a i n  A Reference And Resource  
Library: T h i s  l i b r a r y  would c o n t a i n  bu lk  c o p i e s  -- 
o f  a l l  OPA p u b l i c a t i o n s  and c o p i e s  of  documeaks 
p u b l i s h e d  by o t h e r  o f f  i c e s  and- b u r e a u s  i n  
s u f f i c i e n t  q u a n t i t y  t a  s a t i s f y  demand. I t  would 
a l s o  c o n t a i n  c o p i e s  of reference m a t e r i a l  ( e . g . ,  
C o n g r e s s i o n a l  P r e s e n t a t i o n ,  "Green Books" ,  AID 
Handbooks, and B I C  r e f e r e n c e  c a t a l o g u e s )  from 
which commonly r e c e i v e d  r e q u e s t s  c a n  be answered.  
The Document I n v e n t o r y  L i s t ,  d i s c u s s e d  a n  page 
IV-2, i s  a major  mechanism f o r  k e e p i n g  the 
l i b r a r y  current. 

$P Publish New Documents To S a t i s f y  Common Reques t s :  
Using t h e  request l o g s ,  OPA would m o n i t o r  t h e  
n a t u r e  of p u b l i c  r e q u e s t s  t o  i d e n t i f y  t o p i c s  for 
which no documenta t ion  currently e x i s t s .  T h i s  
may i n c l u d e  reissues of o u t - o f - p r i n t  documents, 



o r i g i n a l  w r i t i n g  of  new materials, or p r i n t i n g  
e x c e r p t s  o f  eornpiLations from e x i s t i n g  documents, 

0 Become F a m i l i a r  With And Employ The DZC 
Resources:  Under t h i s  o ~ t i a n ,  D I C  l i b r a r i e s  - - d. -- . - 

remain r e spons ive  p r i m a r i l y  t o  LDC, AID/W, PVO 
and ~ i s s i a h  c % i e n t c l e ,  a s  hell as  to walk-ins.  
The OPA P u b l i c  In format ion  S p e c i a l i s t  would be 
expec ted  t o  u s e  DIG r e s o u r c e s  t o  o b t a i n  needed 
i n fo rma t ion .  These r e s o u r c e s  i n c l u d e  computer- 
i z e d  d a t a  bases, card c a t a l o g u e s ,  and shelf 
material. 

I d e n t i f ~ ~  And Tra.ck ~ e l i n q u e n k  Responses Which ---- 
Have B e e n  Referred T o  other-ureaus G d  - - 
off ices :  OPA s t a f f  would a s s i g n  r e a s o n a b l e * d u e  -- 
d a t e s  t o  each r e f e r r a l  based upon t h e  perceived 
urgency of t h e  reques t  and t h e  d i f f i c u l t y  of 
p r e p a r i n g  a  response .  

o 3 o i n g  Assessment O f  OPA's Resources To Handle 
I ts  New R e s p o n s i b i l i t i - e s :  Because the s t a t i s t i c s  on -- 
which the s t a f f  p r o j e c t i o n s  a r e  based a r e  so  
t e n t a t i v e  and incomple te ,  t h i s  would have t o  be 
monitored c a r e f u l l y ;  it i s  p o s s i b l e  t h a t  a d d i t i o n -  
a l  staff w i l l  be r e q u i r e d  a s  Agency s t a f f  come 
t o  r e l y  on OPA more and more t o  c o n t r o l  and pre-  
p a r e  r e sponses  t o  r e q u e s t s .  

Sponsor P e r i o d i c  ( A t  Leas t  Semi-Annual) --- 
Campaigns: These Agency-wide pro'inotiol?al a c t i v i -  
t i e s  wourd inform staff of new procedures  and 
r e s o u r c e s  and remind them of  t h e i r  r e s p o n s i b i l i t y .  

( 2 )  Under A l t e r n a t i v e  A ,  OPA W i l l  Require  About Four N e w  
S t a f f  P o s i t i o n s .  Add i t i ona l  S ~ a c e .  And Word process in^ 

C A 

Equipment 

A l t e r n a t i v e  A r e q u i r e s  s u b s t a n t i a l  i n c r e a s e s  i n  s t a f f  and 
o t h e r  r e s o u r c e s  in OPA. The l a r g e  i n c r e a s e  i n  r e spons i -  
b i l i t i e s ,  wh ich  w i l l  i n c l u d e  t h e  m a j o r i t y  of r e c e i p t  and 
d i s t r i b u t i o n ,  c o n t r o l ,  and response  p r e p a r a t i o n  s u b - a c t i v i t i e s ,  
would require t h e  a d d i t i o n  o f :  

Between one and two f u l l - t i n e  e q u i v a l e n t  -- 
P u b l i c  In format ion  S p e c i a l i s t s  (GS  9 )  : 
As d e s c r i b e d  i n  t h e  p o s i t i o n  d e s c r i p t i o n s  
Appendix B ,  t h e s e  i n d i v i d u a l s  vaould be  r e spons i -  
b l e  f o r  managing t h e  Document Inven to ry  List, 
p r e p a r i n g  the m a j o r i t y  of responses, and, i n  
general ,  managing t h e  p u b l i e  information 
activity (non-FOIA only) . 



Between two and three full-time eauivalent 
Publ-ic Informati~n Specialists (GS 7 )  : 

"P 

The position descriptions far these 
individuals .are also contained in Appendix B. 
~hp.y would operate the central telephone 
inquiries service, review and route maile, and 
prepare responses that can be answered wath 
information on hand in OPA. 

Exhibit IV-5 provides the assumptions regarding work 
load and productivity that were used to develop these 
estimates and shows that 1.7 GS 9 and 2.7 GS 7 
staff are needed. If this alternative is selected, we 
recommend that two people be hired full-time for each 
grade and existing OPA staff be used to take up the 
slack. If this is not possible, several other courses 
of action are available: 

@ Hire two GS 9 and two GS 7 staff 
until the workload can be determined 
with more certainty. 

e Hire one GS 9 and three GS 7 staff under 
the same condition. 

Other resources are required to implement this option: 

8 - S ~ a e e :  -- In many ways, space in AID is a 
more sparse resource than personnel. The 
Agency is already physically dispersed 
and virtually every office and bureau now 
experiences some inconvenience due to in- 
adequate or physically disparate space. 
P2onetheless, the success of this alterna- 
tive rests, to a Large degree, on having 
adequate, continguous space to house the 
new staff and library. Working space for 
four and shelf space for 500 to 800 documents 
are required. It would be most desirable 
to have this space located near or in the 
OPA/PI  s t a f f ,  since t h e  new staff reports to 
the Chief of the Staff and so t h a t  t h e  P I  
s t a f f  can a l s o  have access to the materials. 
I n  any e v e n t ,  this staff must be located in the 
New State Building, rather than in Rosslyn, so 
that proximity to the DEU is assured. 

63 Word - Processing Equipment: Word processing 
equipment would be use£ ial. (although not 
essential) in implementing this alternative. 
This equipment can help support three major 
functions of the new staff: 



- Maintain the Document Inventory 
List. The list can be stored 
on the word processing equipment and 
easily updated. 

- Prepare responses to common requests. 
At a minimum, standard introductory 
and closing paragraphs can be employed. 
Other uses inelude: (1) preparing 
instructions for ordering publications, 
(2) notifying requesters that the 
information they seek is out of print 
or unavailable, (3) handling peak 
request issues, such  as requests for the 
CP when it is first published and 
policies on international news items 
that generate considerable levels of 
requests. 

- Query the R & D data base in the D I G  

to obtain information on publicatians 
and prepare bibliographies. 

As can be seen from l2xhibi.t: I V - 6 ,  these functians would 
require only about a quarter of the available annual 
machi-ne time for a stand-alone word processor. 
T h u s ,  it is only feasible to procure this equipment 
i.f other activities of OPA (or even of offices and 
bureaus outside of OVA) will use the balance of the 
machine time, Exhibit IV-6 also indicates some of the 
other OPA functions that might be assis.ted by word pro- 
cessing and the estimated level of usage. Both of these 
functions combined would utilize 87 percent of the avail- 
able time of the word. processor, making this an efficient, 
cost-effective addition to the alternative, 

Other resources are also required but cannot be easily 
costed. For example, furniture, telephone connections 
and long distance servics and additional supervisory 
time would be required. The direct: ongoing costs of 
$62,720 for this alternative do nct include these indirect 
costs. 

2 .  ALTEPJ\JATIVE B :  CENTRALIZED CONTROL IN QPA W I T H  RESPONSE 
P E P A ~ ~ Z ~ T I O N  P ~ E T E ~ A u s  --.. WITH PRIEC~XY 
ACCESS - TO RECORDS FlEQUIRED TO PROVIDE THE RESPONSE ------ - 

As we discussed earlier, the ambiguity and lack of precision in 
Agency guidance is one cause 0 6  the current problem. 
Alternative I3 proposes to clarify the existing guidance to 
reflect what, we are told, was t h e  original i n t e n t  of the q u i d -  
ance. SpecificalSy, the premise for A l t e r n a t i v e  B rests an two 
assumptions : 



a Monitoring trends in the types of information 
, requested so that OPA c a n  produce a w i d e  range 
of general purpose documents for use in re- 
spanding to the public. 

Third, OPA would be responsible for launching periodic (at 
least semi-annual) campaigns to inform other Agency offices 
and bureaus of their ongoing responsibilities to the public. 

(2) Other Offices *And Bureaus, Particularly DIC, Will 
Retain ResponsibiZities Under This Alternative -- 

The increased scope of activities for OPA does not relieve 
other offices and bureaus of their responsibilities to the 
public. DIC especially bears a n e w  responsibility for 
responding to the public where, in the past, their primary 
responsibility w a s  t o  clientele comprised of LDC, Plission, 
PVO and AID/W requestor. DIG continues to be responsible 
for providing assistance to members of the public who wish 
to personally visit the D I C  libraries (i.e,, "walk-ins"). 

Other offices and bureaus will be expected to be responsive 
to referrais.from OPA, to assist in keeping the Document 
Inventory List current, and in forwarding the requests 
they cannot handle to OPA for  action. 

( 3 )  Under Alte.rnative 3 ,  OPA Will Require One or T w o  * ,  

New Staff Positions, Additions -- l Space, And. Wor& 
-- - - 

Processing Equipment; DIC Will - Require One >!&y:~ 

Staff Position - -- 
Alternative B requires an increase in staff and other 
resources in both OPA and DZC. The increase in responsi- 
bilities would be prepared by OPA and DIC, and would require 
the addition of r 

4% Between one and. two full--time eauivalent Public -- - 
Information Speci&lists ---- ( G S  9) f n  OTA: As 
described in the position descrPptions in 
Appendix B ,  these individuals would be responsi- 
ble E6r maintaining the Document Inventory List, 
operating the c e n t r a l  telephone inquiries service, 
p r e p a r i n g  r e sponses  t h a t  c a n  be answered w i t h  
m a t e r i a l s  on hand ,  and c o n t r o l l i n g  requests 
which are referred t o  o t h e r  offices for response. 

o .One full-time eauivalent Public Information 
Specialist (GS 7) in DIC: ?'he position 
?i'?%ir-lon tor this individual is also con- 
tained-ir! Appendix £3. The Specialist would be 
resgonsible f o r  handlinq public inquiries that 
are-addressed specifically to DIC or referred 
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by QPA to DTC. This individual w--ould maintain 
close contact with OPAk Public Information 
Specialist to ensure that the Document Inventory 
List remain6 c u r r e n t  and response resources are 
optimized. 

Exhibit IV-9 provides the assumptions regarding workload 
and productivity that were used to develop these estimates 
and shows that 1 GS 9 and 1.4 GS 7' staff are needed 
by DIC and OPA respectively. If this alternative is 
selected, we recommend that two people be hired full-time 
for OPA rather than hiring a part-time individual. In 
this way, OPAss telephone and mail functions can be 
separated, and tighter control can be exercised over 
r e f e r r e d  requests. If this is not possible, existing staff 
in OPA would have to assume responsibS_?Lity for the part-time 
workload. Other resources are required to implement this 
alternative: 

BB Space: The observation made on space in 
Alternative A is equally valid for Alternative 
B. The matter is tempered, however, by the 
lessened space requirements in this alternative. 
With the renovation of the library in Room 1556, 
space is available for t h e  Public Information -- --., 
Speclallst in D I C .  This individual would set up 
shop in the "public reading area" already 
established by DIC. It is most desirable if the 
OPA Public Information SpeciaZist(s), the 
telephone service, and the OPA Reading Room can 
be housed on the fourth floor in the area of the 
office of the Deptity Director of OPA. 

CB Word Processing Equipment: Word processing 
equipment would be useful (although not essential) 
in implementing this alternative, This equipment 
can help support two major functions of the new 
staff: 

- Mainlain the Document Inventory List: The 
list can be stored on the word processing 
equipment and easily updated. 

- Prepare responses to common requests: At 
minimum, standard introductory and closing 
paragraphs can be employed, Other uses 
inc1ud.e : (1) notifying requestors that the 
information they seek is out of print or 
unavailable, ( 2 )  handling peak request 
issues, such as requests f o r  the CP when 
it is f i r s t  published and policies on 



by QPA to DZC. This individual would maintain 
close contact with OPA's Public Information 
Speci.alist ta ensure that the Document Invenkory  
List remains current and response resources are 
optimized. " 

Exhibit IV-9 provides the assumptions regarding workload 
and productivity that were used to develop theqe estimates 
and shows that 1 GS 9 and 1.4 GS 7 staff are needed 
by DLC and QPA respectively. If this alternative is 
selected, we recommend that two people bc hired full-time 
for OPA rather tha.n hiring a part-time individual. In 
this wayp OPWss telephone and mail functions can be 
separated, and tighter control can be exercised over 
referred requests. If this is not possible, existing staff 
in OPA would have to assume responsibility for the part-time 
workload. Other resources arc required to implement this 
alternative: 

0 Space: The observation made on space in 
Alternative A is equally valid for Alternative 
B.  The matter is tempered, however, by the 
lessened space requirements in this alternative. 
With the renovation of the library in Room 1 6 5 6 ,  
space is available for the Public Information --- ----, 
Speclalsst in DIC. This individual would set up 
shop in the "public reading area" already 
established by DIC. It is most desirable if the 
OPA Public Information Specialistts), the 
telephone service, and the OPA Reading Room can 
be housed on the fourth floor in the area of the 
office of the Deputy Director of OPA, 

e Ward Processing Equipment: Word processing 
equipment would be useful (although not ess+!ntial) 
in implementing this alternative. This equxpment 
can h e l p  support two major functions of the new 
staff: 

- Maintain the Document Inventory List: The 
list can be stored on the word processing 
equipment and easily updated, 

- P r e p a r e  r e s p o n s e s  t o  common r e q u e s t s :  A t  
minimum, standard introductory and closing 
paragraphs can be employed. Other uses 
include: (1) notifying requestors that the 
information they seek is out of print or 
unavailable, (2) handling peak request 
issues, such as requests for the CP when 
it is first published and policies on 
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of coursep the strengthening of the control function at 
this l e v e l  does no$ relieve .the other organizational 
entities at lower l eve l s  of their responsibility for 
establishing managemefit controls on all correspondences. 
These organiza"cions should continue to conkply with the 
guidance in Hani2b~ok 21. 

( 3 )  - Responses ----- Will Be Prepared By The Office ---- Or Bureau 
Which Has - C o n t r o l  Over --. The Records ~n - Question --- 

The Document Inventory List would be used to help establish 
the office or bureau w i t h  c o g n i z a n t  authority over the 
requested information. Each office and bureau  is expected 
to provide the necessary information and be responsive 
in fulfilling requests that originate i n  @he office or  
bureau or that are referred there, Because of DICBs vas t  
holdings, many requests for information will be r e f e r r e d  
there for action ( f o r  preparation, not control). Other 
o f f i c e s  arid bureaus must refrain from s lough ing  requests 
to D I C  when the information is also evailable in the 
office or bureau. Finally, each office and bureau would be 
required to h e l p  DIG staff keep the Document Inventory 
List up to date by alerting them to new publications and 
s i g n i f i c a n t  changes i n  available quantities. 

("4) Alternative ----- C W i l l  Require ---. About Two New Staff 
Positions, - Additional -- Space, And --- Word Processing 

Alternative C requires minimal increases i n  s t a f f  and 
other resources in OPA and DIC. The incremental responsi- 
bilities, which odould include the addition of a central 
telephone inquiries scr~~ice in OPA and the new public 
inquiries responsibilities of DIC, would require the 
addition of: 

b .- One full-time .-.-- epFvalent -- P u b l i c  Information 
Specialist ( G S  9 )  in DIG: As described in 
T E p o % i T e S ( ~ ; 1 0 n i n  Appendix B , this 
i nd i ; idua l  wonld be responsi .h le  f o r  managing 
the Document Inventory List and preparing the 

acs * DZC r e s p o n r a  

e8b One full-time e2uivalent Public Information ------ ----- 
S ecialists (GS 7 )  in OPA: The position L-, aeszrnptlon ros thls rrTaTvidual rs a l so  con- - 
taincd in Appendix B. He or she w o ~ ~ l d  opera te  
the central telephone inquiries service; review, 
route and control mail addressed s p e c i f i c a l l y  
to OPA; and prepare responses that can be 
answered wit ,h  information on hand in 0P.A. 



5 .  EACH OF THE IIETERl\7ATIVES BAS DIS'TINCT ADVAmAGES AND 
D S SABV?WTAGES 
P -* 

As is evident from the preceding sections, the alternatives 
vary considerably in the locus of responsibility f o r  receipt 
aizd distribution of public requests, for control over requests, 
and for preparation of responses. They also vary in start-up and 
ongoing costs. Each configuration of resparisibility is 
associated with some important advantages and some disadvantages 
that require serious weighing by AIR management. Exhibit IV-17 
summarizes the primary benefits and limitations of each alter- 
native and these are described more fully below: 

(1) Alternative R Provides The Greatest Assurance That  
- 

Public Requests Will Receive Prompt, Courteous - 
Attention But Has The Highest Direct Cost -- 

Alternative W provides the greatest degree o f  centrali- 
zation and, consequently, has the greatest chance of 
success in providing adequate, timely responses. At the 
same time it has the highest direct costs fox implementa- 
tion and for ongoing operations. This alternative also 
has these advantages: 

8 OPA's current mandate strongly suggests that 
OPA has main, if not primary, responsibility 
for public requests. Under this alternative, 
OPA would have the resources necessary to carry 
out this mandate in a manner that satisfies 
the overall Agency objectives related to public 
responsiveness. 

e QPA is widely viewed throughout A I D  as the Office 
with ultimate and primary responsibility for 
handling this important function. There would 
be little disagreement among Agency staff and 
organizational entities if OPA is asked to in- 
crease its role, whereas, in the other options, 
considerable in-fighting and disagzeement about 
the precise division of responsibility may occur. 
Equally important, the response burden on the 
other offices and bureaus can be kept to an 
absolute minimum. This means that these s t a f f  
can have more time for their primary responsibi- 
lities. It a l s o  rneaas that when a referral is 
required, other office and bureaus would be more 
likely to be responsive. 

9 Regardless of the robe OPA plays in providing 
responses to individual public requests, it would 
eonti-I-iue tc perform many public liaison functions. 



To perform these other activities adequately, 
OPA must be sensitive to and Itnowledgeable about 

I 

the current attitudes and concerns of the public, 
It is diffidu~t to keep tabs on these ever-changing 
sentinnerits unless the letters and telephone calls 
from the public are monitored closely. Although 
the other alternatives c o n t a i n  some mechanisms 
f o r  providing feedback to OPA, they would not 
provide it as completely and as sensitively as in 
Alternative A. 

agi Considerable concern has been expressed about the 
disparity with which FOIA and non-FOIA requests 
are processed. Regulation 12 states clearly that 
a b a ~ a  b i d e  FOXA request must be clearly marked 
as such. Nonetheless, the spirit of the Act 
suggests that all requests from the publie be 
handled expeditiously and equitably. Under this 
alternative, non-FOIA requests would not be sub- 
jected to the very stringent procedural require- 
ments of the FOIA regulations. They would, however, 
be handled in the same office, by the same staff, 
and with the same resources used in responding 
to FQIA requests, Non-FOIA requests would also be 
handled by a staff whose p ~ ~ i r n a k y  purpose is 
service do the public, whereas, in other Alterna- 
tives, the office in which the cognizant staff 
reside is concerned with other, often conflicting 
priorities; in these hatter cases, the needs of 
the public may be more easily subjugated than 
in Alternative A. 

44 Although the direct costs of implementing and 
operating this alternative are greater than the 
costs of the other alternatives, this Alternative 
is the most efficient overall. In this option, the 
great majority of the costs associated with re- 
sponding to t.he public are centralized in 8PA and, 
therefore, easily measurable, In the other 
alternatives, the response burden is dispersed 
throughout the Agency and is "hidden" in the 
overall costs of the other offices and bureaus. 
If these hidden  costs could bc measured, we 
believe t h a t  they would exceed the costs of 
operating a central correspondence control  service 
in OPA, fo r  a number of reasons: 

- The dispersed staff required to provide the 
responses in Alternatives B and C are not 
highly trained in locating information or i a z  
p reps rkng  diplomatic, courteous requests to 
the p u b l i c .  S t a f f  i n  Alternative A are more 



spec i f i ca l l .y  trained and equipped ts 
provide this service quickly and e f f e c -  
tively. 

- The i n f o m a t i o n  is located at numerous points 
throughout the Agency, so many requests have 
to pass through at least t w o  parties for a 
response; in Alternative A, a great deal sf 
the infosrmation is available in OPA, and,  thus 
routing and referrals are kept to a minimum. 

Q In the other Alternatives, staff may be tempted 
to overbook 0 3 7  "lose" requests, r a t h e r  than 
prepare a r e p l y .  In Alternative A, even the 
most delinquent staff may be motivated to pass 
t h e  requests on to OPA, since OPA would, in many, 
many cases, prepare the response itself rather 
than pass the burden back to the other offices 
and b~areaus. 

t~ Currently, many letters (containing requests arid 
other information) are received w i t h  invalid 
addresses; t h e  SER/MO Mail Room l a c k s  the 
resources to refer these letters with pre- 
cision and, as a result, many r e q u e s t s  fail t o  
come to the attention of the proper office. 
Under Alternative A, these requests have a great- 
er chance of bsing identified and processed 
promptly and accuratel-y. 

Finally, this alternative would resolve the c u r r e n t  
a.rnbiguity between the roles of DLC and QPA. The 
relative responsibilities sf the two offices would 
be clernarczted by clientele: OPA would be Sesuon- 
sive to the public (including US universitres, 
corporations, and foreign requesters not f r o m  an 
LDC) 

These advantages must be weighed against the drawbacks of 
Alternative A which include these: 

Q OPA's current Reading Room holdings are very 
modest so a considerable effort must be made to 
develop the requ i red  inventory. 

Q Considerable training of new s t a f f  would be 
required whereas, in the other Alternatives, 
new staff will be co-located with existing s t a f f  
and can khcrefore be trained by staff who  a l ready  
perform similar and re la ted  activities. 

,.the l a rges t  space is r equ i red  by this A l t e r n a t i v e ,  
and in A I D ,  space i s  exceedingly difficult t o  



o b t a i n .  Without adequate contiguous space, 
t h i s  alternative could fail, even if ail other  
resources wd procedures are adequate,  

$ga Because the request would be handled in the 
same office as FOZA r e q u e s k s ,  s t a f f  may ex- 
perience some conflict in priorities between 
FBIA requests (with their l e g a l l y  binding due 
dates) and non-FOSA requests, Unless spheres 
of responsibility are c l e a r l y  defined, the 
nun-FOJA s t a f f  may be pressured to attend to 
F 0 9 A  requests, tu the detriment of other public 
inquiries. 

(2) Alternative B Relies On Existing Collections Of ---- -"- ---- 
Information But Mav Cause Confusion Over Roles And 

\ 

The primary a d v a n t a g e s  of A l t e r n a t i v e  % are: 

e~ 1.t relies on e x i s t i n g  p a t t e r n s  of record k e e p i n g  
and, thus, does not duplicate inventories and 
a t h e r  records he ld  and controlled by o t h e r  
offices and buxesus. 

(63 Responses are made by the o f f i c e  ar bureau 
most knowledgeable about the subject. 

Ironically, these two strengths contribute to the major 
disadvs .ntages  af the alternative: 

6% The control r e s p o n s i b i l i t y  is s e p r a t e d  from the 
response preparation responsibility. This 
increases the difficulty of manaqing the response 
effort and, consequently, reduces t h e  Likelihood 
of success f o r  t h e  system. 

ca, ?'he burden for responding falls on t h e  
g e o g r a p h i c  and  technical o f f i c e s ,  a responsibility 
they are often unwilling to assume. 

o It is sometimes difficult to determine precisely 
which office or bureau h a s  "primary" control 
over the sub jec t  records and this may Lead 
to disagreements about r o l e s  among the o f f i c e s .  

These issues conpr ise  the c rux  of the dehzte  ahout 
A l t e r n a t i v e  B.  This altsrnative is 2 compromise.  between 
Alternative A and C. I t r e q u i r e s  less start-up and direct 
c :os ts  than Alternative A; it can operate in a smaLRer 



space than Alternative A can operate and requires more 
space than Alternative C, It provides  about the same 
degree sf cont ro l  as Alternative C but less than 
Alternative A and, thk burden on other offices and 
Sureaus on this option is greater than in A but less than 
i n  C, 

(3) Alternative - @ Creates ------- The Smallest Bureaucrag --- - But 
Puts ------.- The Most Burden On The Geoqxaxllric And Technica l  ----- - -".. 
Qf fice Staffs ------- 

The mast compelling advantage of AZtcrnative C is that it 
involves the l e a s t  d is rupt i .on  to the status quo, contributes 
least to the bureaucratic structure and requires the 
smallest direct costs. Control and service delivery are 
almost entirely decentralized; procedures would not be 
changed fundamentally from the current practices but 
merely tightened up and suppor ted .  There would be no 
duplication of files and records. If the system operates 
as it is intendedp most requests would ass through an 
office or bureau level control point an8 thus, most requests 
(possibly rnozrc than in the two o t h e r  alterr~atives) would k>e 
controlled and processed correctly. 

The major disadvantage of this alternative, of caurse, i s  
the very l a rge  number of control points in the system. 
A system which hinges on the personal responsibility of n lore 
than a dozen individuals (i,e. the Correspondence Caordi- 
nators) is somewhat r i s k y .  It is cspecial3.y fallible if 
there is no central authority sr oversight responsibility 
point within the Agency. Without the continuous and 
enthusiastic support of top management in each o f f i c e  or 
bureau, this alternative could e a s i l y  degenerate into a 
replica of the system n o w  in operation, 

Another point worthy of consideration is the possibility of 
requests defaulting h e a v i l y  to OPA or DIC. d.:hile the systen 
clearly outlines the conditions u n d e r  which this should occur, 
the habi tual .  thinking of agency personneb may nullify newly 
established procedures which rely on an "honor system." 

PART B: OTHER OPTIONS -. -- 
The three alternatives described in Part A represent wh-" = L  we 
believe are the most viable and acceptable choices. There are, 
in a d d i t i o n ,  s e v e r a l  o the r  choices which were cansidered during 
the course of the study and rejected for a number of reasons. To 
spare the reader the chore of envisioninq these options and 
weighing their pros an3 cons, we wi l l  discuss each of these 
rejected alternatives briefly and present the reasons far the 
rejection. 



In summary, we believe that t h e r e  are s e v e r a l  s t r a t e g i e s  available 
to A I D  for improving the manner in which the public information 
activity is performed. Some of these are generic, apply ing  equally 
to all three suggested al-ternativcs. As discussed n o r e  f u l l y  in 
Chapter bV, these include: 

8 A centralized telephone inquiries service should be 
esta.blished in @PA. to receive and route call-s from 
the public. 

I%B The AID telephone di rec%ory  should be improved to 
highlight the existence of the telephone inquiries 
service; a functional directory should a l s o  be included 
to help the public find the offices most cornonly desired 
( e . g , ,  personnel and contracts). 

a%, Receipt and distribution of mail should be limited 
to invalidly ad-dressed mail; all letters w i t h  a 
valid address should be forwarded directly to the 
addressee, without intervention by OPA or the XE3/MO 
Mail Roam. 

@a A strong degree of c o n t r o l  is e s s e n t i a l ,  regardless of 
the office from which it is exercised. 

An inventory of available AID publications (i.e. the 
Document Inventory List) should be d,eveloped and 
maintained to assist the cognizant office(s) in Locati-ng 
the appropriate source of information requested by the 
pub1.i.c. 

8 OPA and DIC should he added to the list of offices that 
routinely r?view (for information purposes only) the 
order requests to pubJLish new A 1 3  documents l i m e .  
GPO form 3019). 

9 Additional, adequately trained and skilled s t a f f  shou ld  
be hired, and their new responsibilities c l e a r l y  
spelled cut. 

fs Regardless of the alternative selected, all offices and 
bureaus in A I D  should be made aware of the new procedures 
and of their continued involvement in assuring that 
the new procedures operate effectively, 



9 Procedures for processing certain categories af 
requests should not be changed and these requests 
should not fa31 w i t h i n  the jurisdiction of t h e  
officegs) which assumes responsibility under one of 
the alternative solutions. Specifically, requests 
traditionally handled by PM, GM, STATE, CS, LEG, or 
the OPA/PI staff, a s  well as those from LBC, PVO, 
AZD/W or mission staff should not be included, 

W e  f ee l  that, in this framework, any of the three alternatives 
will result i n  a substantial improvement over the current situation. 
They are not, however, equal in their prospects for success, We 
belreve that Alternative A should  be g iven  t h e  most ser ious  
ccns idexat i . .on .  Although it requires the largest investment of 
resources, it has the highest probability of success, measured 
in terms of: 

B Providing timely, consistent, and appropriate responses 
to requests from the public. 

m Withstanding the pressures of time, as shifts in Agency 
organization and staffing occur. 

Q Enjoying ready acceptance throughout the Agency. 

Q Reducing the conflict and tension that has arisen from 
an unclear division of responsibility. 

~f Alteraative A is rejected because of the resources required, 
then we reeo~mend that Alternative B be accepted. It is a reascnable 
compromise and, aver tiune, the sphere of responsibility fo r  OFA 
can  be increased (towards an approximation of Alternative A) If 
desirable, If Afternative E is selected, the r e l a t i v e  roles of 
DIC and OBA must be very c l e a r l y  defined. 

.Alternative C is our  last choice, Although it would be an improve- 
ment ever the current situation, it bears the most risk of failure. 
There is nc oversight authority and responsibility f o r  the success 
of the sys tem is dependent on many individuaPs, each with a host 
of other  duties competing for priority. 
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I 

ALTERNATIVE C 

J O B  TITLE: P u b l i c  I n f o r m a t i o n  S p e c i a l i s t  (GS 7 )  

ORGAN I Z AT ION : Office of t h e  D i r e c t o r ,  OPA 

J O B  PURPOSE: To s u p p o r t  t h e  p u b l i c  i n f o r m a t i o n  r e s p o n s i b i l i t y  
by o p e r a t i n g  a  c e n t r a l  t e l e p h o n e  i n q u i r y  s e r v i c e  
and by p r o v i d i n g  g e n e r a l  r e a d i l y  a v a i l a b l e  
i n £  o r m a t i o n  a b o u t  AID. 

J O B  DUTIES: 

1. O p e r a t e s  t h e  AID t e lephone  i n q u i r y  s e r v i c e  a n d  e i t h e r  d i r e c t s  
c a l l e r s  t o  t h e  a p p r o p r i a t e  s o u r c e  of  i n f o r m a t i o n  o r  p r e p a r e s  
a w r i t t e n  r e q u e s t  t o  h e  r e f e r r e d  t o  t h e  a p p r o p r i a t e  l o c a t i o n  
i n  t h e  agency.  

2 .  P r e p a r e s  r e s p o n s e s  t o  p u b l i c  r e q u e s t s  t h a t  c a n  b e  answered by 
i n f o r m a t i o n  on hand i n  OPA,  

3.  C o n t r o l s  r e q u e s t s  f o r  i n f o r m a t i o n  when t h e  i n f o r m a t i o n  i s  
c o n t a i n e d  i n  r e c o r z s  h e l d  p r i m a r i l y  by OVA, 

CONTRQLS OVER WORK: 

:forks under  t h e  d i r e c t  s u p e r v i s i o n  of t h e  Deputy D i r e c t o r  o f  
O f f i c e  of P u b l i c  A f f a i r s .  

P O S I T I O N  REQUIREMENTS : 

1. A b i l i t y  t o  d e a l  wi th  t h e  p u b l i c  i n  a c o u r t e o u s ,  e f f i c i e n t ,  
and p r o d u c t i v e  manner. 

2 .  A b i l i t y  t o  u s e  d i s c r e t i o n  i n  r o u t i n g  m a i l  and t e l e p h o n e  
i n q u i r i e s  and i n  preparing r e s p o n s e s  from materials on hand 
i n  t h e  OPA Reading 3.oom. 

3 .  Ability to operate a modest i n t e r - o f f i c e  c o n t r o l  system f o r  
logging, f i l i n g ,  a ~ d  tracking i n t e r - " o f f i c e  requests. 



A1,TERNAT IVE C 

J O B  TITLE:  Public I n f o r m a t i o n  S p e c i a l i s t  IGS 9 )  

ORGAMIZAT ION : Development I n f o r m a t i o n  C e n t e r  (DS/DIU/DIC) 

JOB PURPOSE: To p r o v i d e  r e s p o n s e s  t o  requests f o r  i r ~ f o r r n a t i a r l  
from t h e  p u b l i c .  

JOB DUTIES: 

1. M a i n t a i n s  f a m i l i a r i t y  w i t h  t h e  f u n c t i o n a l  r e s p o n s i b i b i t i e s  
o f  all AID o r g a n i z a t i o n a l  u n i t s .  

2 .  Develops and m a i n t a i n s  a Document I n v e n t o r y  List w h i c h  lists 
the t i t l e s ,  q u a n t i t i e s ,  and p h y s i c a l  l o c a t i o n  of a31  
c u r r e n t  AID p u b l i c a t i o n s  ( n o t  t o  d u p l i c a t e  t h e  DIC h o l d i n g s ) ,  

3 .  O r i g i n a t e s ,  searches ,  l o c a t e s ,  r e p r o d u c e s ,  and o t h e r w i s e  
d e v e l o p s  and p r o c u r e s  t h e  responses t o  non-FOIA r e q u e s t s  
for which no other AID o f f i c e  o r  bureau has a v a i l a b l e  records, 

4 .  Becomes knowl.e6qeable about t h e  h o l d i n g s  of the BIC a n d ,  i.E 
p a r t i c u l a r ,  l e a r n s  t o  u s e  t h e  automated  retrieval equigment 
i n  D I C  which i s  t h e  s o u r c e  of many responses t o  p u b l i c  
i n q u i r i e s .  

5. Prepares nro~ithly statistical r e p o r t s  summarizing t h e  nuxber 
of p u b l i c  r e q u e s t s ,  t h e  n.a. t .ure of the request, an2 tihe r a n n e r  
i r z  which a r e s p o n s e  w a s  ~na .de .  

6 .  A s s i s t s  i n  other l i b r a r y  d u t i e s  a s  t i m e  p e r m i t s .  

CONTROLS OVSR WORK: 

Korks  u n d e r  minimal s u p e r v i s i c n .  R e p o r t s  t o  t h e  DIC Chicf L i b r a r i a n ,  

P O S I T I O N  REQUIKTMENTS : 

1. D e m o n s t r a t e d  s k i l l s  in l i b r a r y  research, and records management. 

2 .  Demonst ra ted  ability t o  operate a ccmpute r  terminal i n  an 
i n t e r a c t i v e  mode with a complex d a t a  base, 

3.  Comprehensive knowEedge o f  the  f u n c t i o n a l  r e s p o n s i b i l i t i e s  o f  
t h e  AXE o r g i i n i z a t i o n ,  o f  f o r e i g n  economic a s s i s t a n c e  and 
U.S. f o r e i ~ n  p o l i c y  iri  general ,  and of AID'S po? ie ies ,  projects, 
procedures ,  and  h i s t o r y .  
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4 .  Diplomacy and tact in dealing with diverse individuals 
under time pressures and conflicting commitments. 


