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Mr. Richard Calhoun

Office of Management Planning
Agency for International Development
Room 1066

New State Department

21st and Virginia Avenues
Washington, D.C. 20527

Reference: PIO/T 2195003 Public Information Study
Dear Mr. Calhoun:

This final report concludes our analysis of the public information
activity of the Agency for International Development. The

Study confirmed that AID's system for responding to public
requests is inadequate, except for the tight management and
controls exercised by ES for those addressed to the Administrator
and the Deputy Administrator and those addressed to LEG by

members of Congress. Otherwise, our major findings and
conclusions are:

) Agency guidance is vague and ambiguous and a major
cause of the existing situation.

° 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 OPA 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 for handling written reguests:

® A: Centralized Receipt and Distribution, Control,
and Response Preparation in the Office of Public Affairs

® B: Centralized Control in OPA, with Response
Preparation Performed by Offices and Bureaus Which
Have Primary Access to Records Regquired to Provide
the Response
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° C: Decentralized Receipt, Control, and Response
Preparation by all Offices and Bureaus in AID

We make a number of recommendations that apply equally to
all three alternatives. The major one is that a centralized
telephone inquiries service be established in OPA, regardless
of how written requests are handled.

Finally, we recommend that Alternative A be given the most
serious consideration by AID management. It provides the
greatest assurance that public regquests will receive prompt,
courteous, consistent attention. We believe that it is most
consistent with AID's stated policy of keeping "open" communica-

tions with the public.

We look forward to discussing this report with you and

with interested staff from the Office of Public Affairs, the
Bureau for Development Support, and other Offices concerned
with the study. We have enjoyed the opportunity to participate
in this assignment and express appreciation to the many AID
staff who cooperated in this effort.

Very truly yours,

S§%( F<31Lomu~eg

Kerry G. Treasure Birch & Davis Associates, Inc.
Vice President
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EXECUTIVE SUMMARY

Every year, AID receives well over 50,000 written requests and a
large, uncounted number of telephone requests for information from
the public. These reguests run the gamut from simple reguests for
general information to highly complex and unigue requests related
to the scientific, political, and technical activities of the
Agency. Reguests are sent by school children and college pro-
fessors, by irate taxpayers and foreign assistance supporters, by
Congress and the White House, and by individuals seeking employ-
ment, selling a product, writing a book, making news, and repre-
senting a foreign country.

A large percentage of these requests is addressed to a specific

and appropriate AID Bureau or Office; these apparently are handled
promptly by the Office to which they are addressed. Other reguests
clearly reference the Freedom of Information Act (FOIA), the
Privacy Act, or EO 11652 (concerning declassification), or concern
matters for which the Office of the Executive Secretary (AID/ES)

or the Office of lLegislative Affairs (AID/LEG) has formal respon-
sibility; these inquiries, too, normally receive prompt attention.

1. ALTHOUGH MANY PUBLIC INQUIRIES ARE HANDLED EXPEDITIQUSLY,
THE EXCEPTIONS CONSTITUTE AN IMPORTANT PROBLEM

The problematic ingquiries are the 10,000 to 15,000 written requests
and the large number of telephone requests that are not directed

to a specific Bureau or Office or are inappropriately directed.

It is difficult to handle these requests for a number of reasons:

° The complexity of AID's mission--which transcends
geographic, scientific, and technical boundaries---
precludes the easy assignment of responsibility for
classes of requests along geographic, scientific,
technical, or any other obvious lines.

] The sheer volume of AID documents and records com-
pounds the problem of locating and accessing the
information necessary to respond to the reguest.

i

P The absence of a single indexing system that identifies
’ngv’ .| and classifies all AID documents and publications makes
B it difficult to identify publications that might be

A useful in making the response.
® The regquests vary considerably with respect to the

amount of information regquested, the level of detail
required, the topic, the urgency and importance, and
the clarity of the guestion.

® Even when referrals are made to the appropriate Cffice,
this does not ensure prompt and considerate response.

E-1
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None of the AID Bureaus or Offices has a specific,
well-defined mandate to handle these public inguiries.
At best, this task is seen as ancillary to some other,
primary function; it often is considered something
of a nuisance and, consequently, is accorded low
priority. This feeling of non-responsibility is
pervasive, despite the admonition codified in Hand~
book 18 that all Offices actively participate in
"responding to the need for an accurately informed
public."” The Handbook does not elaborate, however,

on the means by which they are to participate or the
extent of the participation.

@ Finally, the absence of clear Agency guidance delineat-
ing responsibility for responding to the public and
providing adequate staff for doing so has precluded
the establishment of a formal response system. The
Office of Public Affairs (OPA) is required by Hand-
boock 17 to "ensure that information about AID policies,
objectives, and operations is disseminated freely
and fully to the public." Among other responsibilities,
OPA is expected to respond to "...public requests and
to requests for information filed under the Freedom
of Information Act..." Part III of Handbook 18
elaborates on this responsibility, calling OPA the
"focal point" in preparing and releasing public in-
formation and, in Chapter 10, details the "rules and
procedures which govern the processing of requests from
the public." Unfortunately, clear guidance is provided
mainly with respect to FOIA reguests (which comprise
only a small percentage of the total requests); only
fleeting attention is paid to the non-FOIA requests--
the 10 to 15,000 difficult requests mentioned above.
OPA's responsibility for these requests is described
in such general terms that the guidance cannot be
taken literally and, therefore, is difficult to imple-
ment and enforce.

As a result of these problems, no one monitors incoming reguests

or outgoing replies, the nature of requests cannot be determined,
and the guality and timeliness of responses cannot be assured.
Wasteful duplication of effort, frustration (on the part of the
requestor and the responder), and inter-office conflict result.
These problems are experienced throughout AID, but are felt most
acutely by the Office of Public Affairs and the Bureau for
Development Support, Office of Development Information and Utiliza-
tion. Although neither Office is clearly charged with processing
general public inguiries, both are widely perceived by other Agency
staff as having the major, if not the sole, responsibility for
performing this service.



The problems noted above are associated with both written and
telephone requests. In addition, telephone requests occasion

a unigue set of problems. Most members of the public do not
have an AID telephone book and, if they do, may still find it
difficult to use or out of date. Centrex operators are not
trained "information" operators and are largely unfamiliar

with AID operations; conseguently, they cannot provide direction
for many callers. Even if the appropriate respondent is eventually
located, chances are high that the call cannot be transferred
because it crosses Centrex zones.* 1In such cases, the reguestor
must place the call again; this is especially troublesome when

a long distance call is required.

In light of AID's stated policy of maintaining an open line of
communication with the public, these unsatisfied regquests from the
public constitute a serious shortcoming. Although public relations
is a matter of concern to any Federal agency, it is especially
important for AID. Along with the Department of State, AID is

in a unique position among Federal agencies: it enjoys no

natural American public constituency. Unlike HEW, DOL, HUD,

or USDA, whose services and programs have a continuous and highly
visible impact on every American citizen, AID's services are fre-
gquently misunderstood by, if not a complete mystery to U.S. taxpayers.
Thus, AID has at once a great need for gaining the understanding

of the American public and few opportunities for doing so.

This situation can be remedied at a relatively low cost. Despite the
reality of AID's personnel ceiling, we find that the problems
identified herein are of such magnitude and importance to the Agency
to justify the small number of additional staff required to

implement our recommendations.

2. OTHER FEDERAL AGENCIES HAVE DEVELOPED A VARIETY OF
MECHANISMS FOR RESPONDING TO PUBLIC INQUIRIES

As one means of identifying alternatives to the present AID
approach, interviews were conducted in four other Federal agencies
to determine how public inquiries are handled there. A wide range
of procedures was found. The Department of Commerce, like AID,
has a centralized system for handling FOIA requests, but is more
liberal than AID in defining an FOIA request. Alsoc like AID, this
Department has no centralized or ccntrolled system for processing
non-FOIA requests.

In the Department of Agriculture, FOIA requests are decentralized,
with an FOIA officer assigned to each major Office. Non-FQOIA
reguests are also handled by these autonomous FOIA cofficers but
are not subject to the stringent FOIA processing procedures.

The International Communicationn Agency, unlike all others reviewed,
makes the broadest possible interpretation of the FOIA, including

*Due to the physical dispersion of AID, there are three Centrex zones
supporting Agency telephones. Centrex zones cover calls within a
limited, contiguous geographic area. Calls cannot be transferred from
one zone. to another.
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almost all inguiries under the Act and, therefore, subjecting
almost all inquiries to the strict FOIA processing requirements.
The volume of requests received by this Agency, however, is much
smaller than the volume received by AID.

Finally, the Department of State (State) was reviewed. Here, the
number of requests for information is considerably greater than

in AID. FOIA and non-FOIA requests are handled by two separate
Offices (Bureau of Public Affairs and the Office of Public Communi-
cations, respectively). The latter are processed by a highly
automated system which produces computer generated responses for
about ninety percent of the written requests. The requests received-
by State, however, are much more homogeneous than those received

by AID and, thus, are more amenable to "canned" responses.

In addition, State operates a recently implemented telephone in-
guiries service, similar to the one recommended later in this report.

3. SEVERAL BASIC IMPROVEMENTS ARE NECESSARY TQ IMPROVE AID'S
HANDLING OF PUBLIC INQUIRIES

A number of alternative approaches to handling public inquiries

in AID were suggested by the experiences of the four other Federal
agencies described above, by a detailed analysis of the current
situation in AID, and by personal interviews with sixty AID per-
sonnel most directly involved in responding to public inguiries.
These alternatives are considered in the next section of this
Summary. '

Regardless of which alternative is eventually adopted, there are
several basic improvements which should be made in the way public
inguiries are handled in AID:

K Effective controls to ensure expeditious processing of
public inguiries should be established, regardless of
the Office(s) in which this processing is done.

° All AID perscnnel should be reminded frequently, through
a variety of internal communication mechanisms and
in periodic campaigns, that they each have an important
responsibility for ensuring that public ingquiries are
answered promptly and thoughtfully.

° An accessible inventory of available AID publications
should be established and maintained to assist Offices
responding to public inguiries in locating the approp-
riate sources of information. OPA or DIU should be
added to the list of Offices that are routinely advised
of requisitions to publish new documents.

® Most important, a central telebhone ingquiries service
is required to address the unigue problems associated

E-4 %
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with telephone calls. This service should be estab-
lished in OPA to answer and route calls received from
the public. The degree of control and locus of respon-
sibility for preparing the response will be determined
by the overall alternative solution selected (as
discussed immediately below). It is also recommended
that the AID telephone book be improved. This could
be done in a separate book (i.e., are not coupled with

- the State book) or in a joint AID-State book in which
the sections dealing with AID are more clearly segre-
gated and marked. The telephone book should clearly
highlight the existence of the telephone ingquiries service
and should provide an expanded funcational listing to
direct callers to the most frequently called Offices.
Second, the Centrex directory should clearly indicate
the number of the new service and operators should be
informed of the number and role of the service and
encouraged to transfer all regquestors to CPA directly.
Approximately one staff person at the GS 7 or ¢ level
would be required to operate this service. Other
resources required (e.g., telephone lines, space) are
minimal.

4. THREE ALTERNATIVE APPROACHES TC HANDLING WRITTEN PURLIC
INQUIRIES IN AID WERE STUDIED

With respect to handling written public inquiries not addressed to
a specific AID Bureau or Office, seven alternative approaches were
identified. Four of these were rejected early in the study for
convincing reasons*. The three others, varying principally in the
locus of responsibility and the extent of centralization, were
analyzed more closely:

‘@ Alternative A, Maximum Centralization In OPA

° Alternative B, Partial Centralization in OPA, With
Response Preparation Shared By Other Offices And
Bureaus

® Alternative C, Maximum Decentralization To Offices
And Bureaus Throughout AID, Similar To The Existing
Situation

The advantages and disadvantages of each alternative are summarized
in Exhibit E-1, which folds out from the back of this Summary.
These are elaborated as each alternative is explained below.

*See Appendix E, Volume II for details.
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(1) Alternative A, Maximum Centralization

Under Alternative A, all incoming mail not addressed to a -
specific, identifiable AID Bureau or Office would be received
and opened in OPA/PI, rather than in the SER/MO Mail Room as
is now the case. As requests come to its attention, OPA/PI
would be responsible for:

® Preparing the responses to most requests,
making infrequent referrals to other Offices
and Bureaus

° Controlling the action on all requests to
assure a timely and adeguate response:

Alternative A would provide the greatest degree of central-
ization and control and, consequently, the greatest certainty
of providing adequate, timely responses. It also has these
important advantages:

° OPA is currently viewed throughout the Agency as
having a logical, almost de facto responsibility
for answering public inguiries. With adequate
staffing, OPA and other Agency staff could
easily adjust to this new procedure.

e The response burden on other Offices and Bureaus
would be kept to an absolute minimum. This means
that these staff can have more time for their
primary responsibilities. It also means that
on the less frequent occasions when a referral
is regquired, other Offices and Bureaus would be
more likely to be responsive.

° As the Office responsible for overall public
relations, it is helpful if OPA has a means of
assessing changing public attitudes and concerns.
Centralized responsibility would put OPA in
contact with more reguests than either of the
other two options.

® Considerable concern has been expressed about
how differently FOIA and non-FOIA requests are
processed. Under this alternative, non-FOIA
requests would be handled by the same staff that

processes FOIA requests, thus reducing the current

disparity in treatment.

[ When requests are originally addressed to a
geographic ov technical bureau which does not



wish to or is unable to respond, the requestor
will receive better service than is now the
case, for the request can be legitimately

i ' A referred to OPA for action.

. The economies of scale and efficiency of this
alternative are the greatest.

° Finally, this alternative resolves the current
ambiguity between the roles of OPA and DS/DIU.

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

o The existing OPA/PI Reading Room (required by
the FOIA) contains only modest holdings, so
considerable effort would be involved to
develop the required inventory. Moreover, the
enlarged holdings may duplicate, to some extent,
the holdings of other Offices and Bureaus,
especially the DS/DIU library.

o Considerable training of new staff is required;
in the other alternatives, new staff would be
located next to people who already perform
similar search function and who can, therefore,
provide on-the-job taining to the new staff.

. ! Because non-FOIA requests would be handled in the
same Office as FOIA requests, staff may exper-
ience some conflict in priorities between FOIA

requests (with their legally binding due dates)
and non-FOIA regquests. Unless spheres of
responsibility are clearly defined, the non-FOIA
staff may be pressured to attend to FOIA
requests, to the detriment of other public
inguiries.

e Some of the mail opened by OPA would not contain
reguests and would, therefore, experience a
delay in proper routing.

Four staff (two at the GS 7 and two at the GS 9 level) would

be required to implement this alternative; this includes the

one staff person already mentioned who will operate the telephone
ingquiries service. One office (approximately 400 square feet,
with 100 feet of shelving) also would be needed.

(2) Alternative B, Partial Centralization

Under Alternative B, all incoming mail not addressed to a

specific, identifiable AID Bureau or Office would be opened,

as at present, ir the SER/MO Mail Room. Letters so opened
{. would be forwarded directly to OPA if they contained a request



for information, unless a referral could be made to another
Office with certainty that it can be answered easily by
that other Office (e.g., personnel inqguiries). The Office
of the Director, OPA would then be responsible for:

) Preparing responses, if the limited material on
hand in OPA is adeguate, or referring the .
request to the Office or Bureau with jurisdiction
over the information required for the response.

] Controlling the action on all regquests to assure
a timely and adequate response.

The primary advantage of Alternative B is that it would rely
on existing patterns of recordkeeping and, thus, would not
duplicate inventories and other files and documents already
held and controlled by other Offices and Bureaus. OFA wculd
still be privy to the nature of public interest in the
Agency, but the responses would be prepared by the Office

or Bureau most knowledgeable about the subject.

These strengths are offset by several disadvantages of this
alternative:

° The control responsibility would be separated
from the response preparation responsibility.
This would increase the difficulty of managing
the response effort and, consequently, reduce
the likelihood of success.

° The burden of responding would fall heavily but
not entirely on the geographic and technical
offices, a responsibility they are often unable
or unwilling to assume.

e It is sometimes difficult to determine precisely
which Office has "primary" control over the
subject information and this may lead to dis-
agreement about roles.

Three staff would be needed to implement this alternative:
one GS 9 in the DS/DIU library and two GS 7s in OPA (this
includes the staff necessary to operate the telephone
inguiries service). A relatively small office (about 180
square feet) would be needed in OPA and half as much space
would be required in DS/DIU.

(3) Alternative C, Maximum Decentralization

Basically, Alternative C would formalize the existing situation
by lodging responsibility for all requests in the Office which
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first receives the request. Mail would be routed from the
SER/MO Mail Room as it is now. Each Bureau and Office would
establish a central correspondence control point which would:

e Route requests within and outside the Office
or Bureau for response

° Control all requests until action is taken. This
means that the correspondence control point in
one Office might have control authority over
a response that is being prepared by another
Office.

The most compelling advantage of Alternative C is that it
builds upon the existing situation. There would be no
duplication of documents or files and responses would often
be prepared by the Office or Bureau that is the authority on
the subiject.

There are three disadvantages to this alternative. First,
the system's operation hinges on the personal respon-
sibility of more than a dozen individuals who each work in

a separate Office or Bureau and report to a different super-
visor. Without the continuous and enthusiastic support of
top management in each Office or Bureau, this alternative
could easily deteriorate into a replica of the system now

in operation. Considering the other responsibilities of
these Offices and Bureaus, it is somewhat doubtful that
responding to public inguiries will ever be a top priority.

The second disadvantage is the duplication of effort and loss
of economies of scale. 1Individuals throughout the Agency
will be preparing responses without benefit of information
about prior responses and without an accumulation of exper-

.ience in searching for documents and making contacts through-

out the Agency. Thus, although the visible direct labor
requirements of this alternative are less than in the other
two choices, the actual staff time required to prepare and
control responses may be greater.

Finally, there is a high possibility that an inordinate number
of requests will continue to "default" to OPA or to the

DS/DIU library for response, despite the ostensible change

in the lines of responsibility. If this occurs, the situation
will be improved only slightly from the current one--to the
extent that the telephone service is effective.

This alternative would require the addition of one GS 9
librarian in the DS/DIU library to prepare the large number
of responses that would be expected to be referred there for
action. (As noted above, one GS 7 staff would also be
required in OPA to operate the telephone inquiries service.)
A small space in both DS/DIU and OPA (approximately 90 sguare
feet) would be required.
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5. ALTERNATIVE A IS RECOMMENDED AS THE OPTION WITH THE HIGHEST
PROBABILITY OF SUCCESS

Implementation of any of the three alternatives would improve
AID's responsiveness to the public. However, we recommend that
Alternative A be given the most serious consideration by AID
management, believing that it has the highest chance of develop-
ing into a stable, efficient, and effective system for responding
to telephone and written inquiries from the public. We are
convinced that it will prove satisfactory, in terms of:

° Providing timely, consistent, and appropriate responses

4 Withstanding the pressures of time and shifts in
Agency organization and staffing

4 Being accepted easily and widely throughout the
Agency
° Reducing the conflict and tension that have, in the

past, resulted from an unclear division of responsibility

If Alternative A is rejected because of limited resources, then
we recommend that Alternative B be accepted as a reasonable compro-
mise.

During the interim period while AID management select and
implement a preferred alternative, we recommend that several

steps be taken to alleviate the current situation. First, work
should begin on the Document Inventory List, without which none

of the alternatives can proceed. The OPA Research Librarian can
take a lead role in developing the list but should not be expected
to develop the list without help. Thus, temporary duty staff will
be required for about one month to establish the baseline list

and the procedures for updating the information.

Second, the telephone inguiries service should be established

along the lines described in Alternative C. Under this alternative,
the service would simply answer and route calls, not prepare a
preponderance of responses. If Alternative C is eventually
implemented, no modifications will be necessary. If either of the
other two alternatives is selected, the telephone inquiries service
can be built on this initial foundation.

Third, the existence of the new telephone inguiries service and its
immediate scope of responsibility should be widely publicized via
general memoranda to AID staff and to the Centrex operators who
serve the various AID buildings.
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EXHIBIT -1

SUMMARY OF ADVANTAC
ALTERNAT VIS

AND DISADVANTAGES OF
A, B, AND C

ALTERNATIVE

ADVANTAGES

DISADVANTAGES

A. Centralized
Receipt & Distribu-
tion, Control, &
Response Preparation
in the Office of
Public Affairs

B. Centralized
Control in OPA with
Response Preparation
Performed by Offices
& Burcaus with
Primary Access to
Records Required to
Provide the Response

C. Decentralized
Receipt, Control, &
Response Preparation
by All Offices &
Bureaus in AID

.

OPA is already widely perceived as the logical focal point for
this responsibility.

OPA has the opportunity to provide leadership in information
policy.

OPA would receive feedback from public regarding attitudes and
concerns,

The disparity between treatment of FOIA and non~FOIA requests
would be reduced.

The adequacy and efficiency of responses would be greatly
improved.

Fewer requests would “fall through the cracks" by providing
the most comprehensive control and the most direct response.

Routing of mail with invalid addresses would be improved.
Ambiguity between roles of DIU and OPA would be eliminated.

There would be reduced burden on other Office and Bureau
staffs.

‘Existing resources in DIU would be used and duplication would
be minimized.

Additional staff would be provided to optimize DIU efficiency.

OPA would be relieved of responsibility for preparing requests
when other Offices and Bureaus have information.

OPA would be established as the public liaison and DIU as the
central information center which is consonant with their
existing functional responsibilities.

OPA would maintain contact with public attitudes and
sensitivities.

Formalization of current procedures.
Smallest direct incremental costs are required.

The public will be able to track many unanswered requests to
original addressee.

If the Jogging system is fully implemented, better data about
the number and types of requests Agency-wide will be available.

There would be no duplication of effort in creating central
information sources.

There would be minimal training costs for AID staff.

The probability of losing requests would be minimized because
requests would be controlled from the minute they are received.

Minimal space and technical resources would be required.

® OPA's current holdings arc small; consequently, start up and
acquisition time would be required.

e The OPA/PI Reading Room would duplicate the holdings of other
Offices and Bureaus.

& OPA Public TInformation Specialists would have to experience a
slow learning curve compared to DIU librarians--for library
holdings and computer retrieval.

o This option would create the most complex control procedures.
e Direct costs would be the greatest.

e OPA Public Information Specialists might have difficulty
defending against excessive involvement in answering the high
priority FOIA requests.

e The separation of control from response preparation might cause
trouble between the controller and the responder.

@ Other Offices and Bureaus might dispute their responsibilities
for preparing requests when responsibility cannot be firmly
fixed.

® It might be difficult to integrate the new responsibilities
with existing Office and Bureau responsibilities.

e There might be a conflict in priorities between DIU's
traditional clients and the public.

e Other Offices might increase the load on DIU as they perceive
an increase in staff.

e There would be no central oversight control aunthority so
system malfunctions might go unnoticed or uncorrected.

e Control across Office boundary lines might cause jurisdictional
problems.

e OPA might lose touch with public attitudes and interests.

e The opportunity for excessive defaulting to DIC or for cxces-
sive “buck-passing®” exists.

e Requests might get unequal attention because the control and
response activities are dispersed.

® There would be large number of communication links and, s0,
more opportunity for miscommunications.

e The increase workload for Ruiteau and Office staff who have,
traditionally, referred to OPA or DIC might be unacceptable
to Office and Bureau staff. .

e Requests might sometimes be controlled by an Office or Bureau
which has no logical jurisdiction aver the subject information.
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I. BACKGROUND AND PURPOSE

Along with the Department of State, the Agency for International
Development (AID) is in a unigque position among Federal agencies:
it enjoys no natural American public constituency. Unlike HEW,

DOL, HUD, or USDA, whose services and programs have a continuous and

highly visible impact on every American citizen, AID's services
are frequently misunderstood by, if not a complete mystery

to U.S. taxpayers. Thus, AID has at once a great need

for gaining the understanding of the American public and few
opportunities for doing so. It is important that AID

provide prompt, courteous responses to public inguiries.

Every year, the Agency for International Development receives
well over 50,000 requests for information from the public.
Requests run the gamut, from simple requests for general
information, to highly complex and unigue requests related to
the scientific, political, and technical activities of the
Agency. Regquests are sent by school children and college
professors, by irate taxpayers and foreign assistance supporters,
by Congress and the White House, and by individuals seeking
employment, selling a product, writing a book, making news,

and representing a foreign country.

As a matter of stated policy, AID is interested in keeping
open communications with the public and in providing adequate,
timely, and courteous answers to all questions. Yet, the
Agency has no formal, systematic procedures for implementing
this policy. 1In fact, the available Agency guidance on this
subject is wvague and contradictory.

The Office of Public Affairs (OPA) is required by Handbook 17

to "ensure that information about AID policies, objectives,

and operations is disseminated freely and fully to the public."
Among other responsibilities, OPA is expected to respond to

" ...public inguiries and to requests for information filed
under the Freedom of Information Act ..." (FOIA). Part III

of Handbook 18 elaborates on this responsibility, calling

OPA "the focal point"” in preparing and releasing public
information and, in Chapter 10, details the "rules and pro-
cedures which govern the processing of requests from the public."”

Unfortunately, clear guidance is provided mainly with respect
to FOIA requests (which comprise only a small percentage of
the total reguests); only fleeting attention is paid to non-FOIA
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requests. OPA's responsibility for non-FOIA reguests is
described in such general terms that the guidance cannot be
taken literally and, therefore, is difficult to implement
and enforce. Information about "policies, objectives, and
operations" includes all AID records; surely, OPA is not
expected to be acgquainted with and have access to this vast
amount of material.

Understandably, OPA has responded to the firm, clear guidance
on FOIA requests by creating a specific staff and procedure;
in contrast, it has responded to the vague and impossible
non-FOIA guidance with ad hoc procedures and insufficient
staffing.

Within the past several years, OPA has received and responded
to an increasing number of requests from the public. This

has detracted from their other responsibilities. Despite
OPA's efforts, the public information activity has not been
performed adeguately. Accordingly, OPA seeks an improvement
in the situation and some relief for itself--in the form

of clarified Agency guidance and, either, additional resources
or diminished workload.

Despite the ambiguity and voids in the guidance and OPA's
understandably skewed organizational response, staff in most
other Offices and Bureaus share a firm belief that OPA bears
almost exclusive responsibility for the public information
activity. This feeling of non-responsibility persists, in

spite of the admonition codified in Handbook 18 that all

Offices actively participate in "responding to the need for

an accurately informed public." The Handbook does not elaborate,
however, on the means by which they are to participate or

the extent of the participation.

Thus, there is general agreement that the public information

activity is important and that it should be attended to with care.

There is considerable disagreement and confusion about where
this responsibility should be lodged and how it should be
performed. Birch & Davis Associates, Inc. was engaged to

study this situation and then to describe possible alternatives
available to improve it. This report concludes that eight-week
study. The four remaining chapters describe:

® The major findings regarding the current situation
. A mechanism for responding to telephone regquests
® Three alternatives for responding to written requests
o The overall conclusions and recommendations from
the study

Volume II contains the methodology used to conduct the study,
as well as supportive tables, flowcharts, and diagrams.
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I1T. FINDINGS AND CONCLUSIONS

The study confirmed that AID's system for responding to
public requests is inadequate and that there is considerable
room for improvement. The procedures employed for receiving,
distributing, controlling, and responding to written

and telephone requests for information are informal and
unevenly applied. All aspects of the reguest process

are decentralized. While ES, OPA/PI and LEG have formal
tracking and control systems, most other Offices and Bureaus
do not.

Moreover, because of the wide diversity of requests and the
complexity of AID's document inventory and recordkeeping
systems, the response preparation process is the most taxing
problem. There is no central repository of information useful
in preparing responses, nor are there directories to guide the
process. Conseguently, a large portion of the public inguiries
are handled in OPA or DIC by default, rather than by design.
The greatest degree of dissatisfaction and disagreement over
the current situation is related to the response preparation
sub-activity--not to the control or management sub-activities.
Many requests are complex and lengthy. Simply stated, it
takes a long time to prepare an adequate response and most
staff feel too pressed by other responsibilities to take the
time.

Just how long it takes to respond, or how many requests are
processed, however, is a very difficult gquestion to answer.

The study also found that it is impossible to determine
precisely how many public reguests for information are received
because recordkeeping procedures are inadequate. Neither can
the disposition of the reguests be determined with any precision.
We conclude that, as modifications are made in the current
situation, careful watch must be kept on the workloads to
validate or change the planning estimates and, concomitantly,

the plans that are based on those planning estimates.

Finally we conclude that although the situation is highly
complex and not amenable to an easy solution, striking improve-
ments can be made by establishing a telephone ingquiries service
and by implementing..one of the three alternatives for handling
written requests, as set forth in Chapter III.
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1. THE EXISTING SYSTEM IS DECENTRALIZED, YET A LARGE PORTION
OF THE BURDEN FALLS UPON OPA AND DIC

Three important sub-activities comprise the public information
activity: receipt and distribution, control, and response
preparation. Currently, all three sub-activities are de-
centralized and somewhat informal.

Current procedures for receipt and distribution of written and
telephone requests fail to "catch" all requests; thus, the
problem of responding begins when the request is received by
the wrong office or, worse, lost altogether. Written requests
for information are received in every Office and Bureau .*
Re-routing is common, often without an attempt to ascertain
that the referee 0Office will be able to respond better than
the Office that received the reguest originally. Receipt and
distribution of requests by telephone is equally decentralized
because there is no central information number for AID. The
situation is exacerbated by the telephone exchange configura-
tion. Due to the physical dispersion of AID, there are three
Centrex systems supporting Agency telephones. Calls cannot be
transferred from one Centrex to another. In addition, in the
State Department building, central government operators provide
directory assistance for AID and three other agencies. While
these operators can help locate the number if the proper Office
or Bureau is known, they are not familiar with the functions
of the Agency and therefore cannot provide assistance to
callers who do not have a specific individual or Office in
mind.

We conclude that there is no such thing as an "average" response
time--for either written or telephone reguests—--some reguests
are easily satisfied and some require hours, or even days of searching.

Except for the specific control procedures established in ES, LEG,
and OPA/PI, the Offices and Bureaus are allowed considerable flexi-
bility and discretion in establishing control systems for public
requests and other correspondence. Each independent Office and
Bureau has a designated Correspondence Coordinator who must log and
control requests referred by ES, LEG, and OPA/PI (for FOIA reguests).
Generally, the systems used by these Coordinators follow the advice
cf the old Manual Order 510.0, if the response is to be provided
within that Office. If the request is referred outside the Bureau
or Office, control is usually abandoned. In some of the Offices
where reguests are both high in number and very similar in nature
(e.g., Personnel Management, Contract Managment and Program

Policy Coordination), informal but apparently workable systems

. * Unless otherwise specified, reference to "Bureaus and Offices"
refers to Bureaus and independent Offices in the AID organization.
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of control have been established; this is possible when 1) it
is common knowledge who has responsibility for the requested
information and 2) there are standard replies or packets of
information that can be supplied "as is" in response to most
guestions.

As noted above, response preparation is the most time-consuming

and controversial sub-activity in this process. This sub-activity
is complicated by a number of factors. For example:

] The absence of a document inventory system makes it
difficult to locate sources of information, conse-
guently, requests are often re-routed inappropriately
and delays occur.

e There are inconsistencles in the way various regquests
are handled. For example, the response to two
identical requests may vary considerably.

- Staff with different skills and expertise may
prepare the response.

- Response times may vary in length by weeks.

- One response may be satisfied free, the other
at a cost to the requestor.

From all this dispersion and diversity, four Offices emerge as
primary participants in responding to general reguests from the public.-

[ The Office of Public Affairs

® The Development Information Centers

® The SER/MO Mail Room

. The Publications and Audio/Visual Arts Division

In addition, systems employed by LEG and ES were reviewed to
identify analogs for the solution to the problem.

(1) OPA Has "Official" Responsibility For Handling Requests
From The Public, But Lacks The Resources For Doing SoO

OPA is charged with the responsibility of "information pol-
icy leadership and coordination" which includes producing

* PPC, PM and CM are excluded from detailed analysis. Although
they handle a large number of regquests, their roles and re-
sponsibilities are clearly understood and not problematic.



materials for mass communicaticns media, scheduling press

conferences, declassifying documents, publishing periodicals

(e.g., Front Lines), and responding to public requests, includ-
. ing those filed under the Freedom of Information Act. The

staff of 36 is divided among four organizational units:

™ The Media and Publications Division, with a staff
of 9

° The Press and Publications Division, with a staff
of 14

° The Public Inguiries Staff of 7

ps The Office of the Director, with a staff of 6

The Public Inquiries Staff is devoted primarily to FOIA,
Privacy Act, and EO 11652 activities.* They also handle
some general public inguiries as time permits. Most of the
responsibility for public requests falls upon a single
Research Librarian in the QOffice of the Director. This
individual is responsible for 14 primary duties; only one
of which is:

"Receives, researches and responds to large
volume of daily public information ingquiries--
written, telephonic or walk-in. Refers the
inguiries or inguirers to other OPA or AID
offices as appropriate. Develops standard
replies, designs procedures and forms to
ensure prompt and responsive handling of
public regquests."

This one duty consumes more than 80 percent of the Librarian's
time, leaving very little time for library research and
other aspects of the position.

To support the public information activity, OPA keeps on
hand bulk volumes of the 18 general documents listed in
Exhibit II-1l. ** The reguests which cannot be satisfied ty
this supply are referred to offices which are known or
assumed to have the needed information. It is freguently
difficult to identify an appropriate referee. When this
occurs, OPA often passes the request on to OPA/PI or DIC,
even though another Office, if known, would be a more
appreopriate choice. This practice creates considerable
conflict and tension among the staffs of these three
organizations. Once the requests are referred, OPA main-
tains no control and thus, has no idea how or whether
response is made. The flow diagram in Exhibit II-2. **
describes the procedures used by OPA to handle written
and telephone requests.

@
*Regarding declassification of Federal documents
**See Appendix B, Volume II.
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‘The OPA Librarian also receives many telephone calls from

the public. Several years ago his telephone number was
published in a syndicated column and identified as the
number to call for information about AID. Thus, a

de facto telephone inguiries service was created by
chance; resources to support the service have never been
made available.

OPA receives an average of 245 incoming mail requests

per month, 15 percent of which are FOIA or Privacy Act
requests and are referred to OPA/PI. The Research Librarian
screens the non-FOIA and non-Privacy Act regquests and

is able to satisfy 60 percent of the requests using 1)

the 18 documents in his inventory, 2) the Catalogue

of Research Literature for Development or 3) abstracted
information from general reference books at his disposal.
In addition, an average 176 telephone reguests are received
by OPA per month; about 60 percent of them are also

handled by the Research Librarian himself. Thus, a

full 40 percent of the reguests received by OPA are

not responded to or controlled by OPA and, as a result,

OPA is not in the position to assure that the public
information activity is being performed well.

(2) The Development Information Centers Are The Largest
Single Repository Of Information And Therefore Are
Called Upon To Respond To Many Reguests

The Office of Development Information and Utilization
(DS/DIU) administers the Development Information Centers
(DIC) to provide "professional library and reference
services to technical information flowing from DS and
Geographic Bureau supported research activities." While
Handbook 17 states that the Development Information
Center "serves as the focal point for development
information inquiries from the field, LDCs and the general
public," the primary function of DS/DIU is to provide

a "comprehensive program of development information
service to Missions and Bureaus."

° In supporting DS technical offices, geographic
bureaus, other AID offices and collaborating
institutions, DS/DIU:

- Provides access to stored technical
and experimental information

- Interprets requests for information

- Routes substantive requests to DS
technical experts for evaluative response



- Makes comprehensive literature searches

° In supporting Mission and LDC institutions, the
division also provides assistance in the develop-
ment of technical libraries and documentation
systems.

The two Development Information Centers—-located in Room
1656 in the State Department building and Room 105 in

the Rosslyn Plaza Center--are staffed by six librarians

who satisfy an average of 530 requests per month. The
procedure for responding to these requests is diagrammed

in the flow chart in Exhibit II-3.* Less than 25 percent
of the requests handled by DIC are addressed directly

to the library. The other 75 percent have been referred

to DIC by the SER/MO Mail Room, (i.e., mail with an invalid
address) or by another Office.

About 25 percent of the requests received by DIC are

from the public (i.e., not from LDC, Mission, AID/W,

PVO or collaborating institution staff). DIC

attempts to satisfy as many requests as possible,
including public regquests which have been referred by OPA,
even though DIC's official mandate does not reguire that
it serve the public. DIC also bears a large de facto
responsibility for serving members of the public who
"walk in" with a request for information or assistance.**
DIC's response rate is about 85 percent. When unable to
make a direct response, DIC communicates directly with
the requester if the document cannot be located within
AID or if the document can be obtained from another
government agency or private organization. Only

rarely will DIC refer a request elsewhere within AID for
a response. ' :

DIC has no internal controls for monitoring or keeping

track of requests and feels that none are needed because
most of the response work is completed by libraryv staff.
They do not track the occasional referrals sent to another
Office or Bureau for action. DIC has the technical capacity
to respond to many requests, having the following resources
at its disposal:

o AID Research and Development Abstracts (ARDA)
(Quarterly publication)

. Development Information Systems, (on-line):
- Research and Development Data BRase

- Project Data Base

*See Appendix B, Volume II.
**These walk-ins are included in the 530 monthly workload
cited above.
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- Bibliographic Data Base

° Card catalogs for about 60,000 volumes

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

° Government Printing Office Repository Library

° External data bases, such as National Technical

Information Service (NTIS) (on-line)

™ AID liaison librarian in the USDA National
Agricultural Library

° Project literature
® Interlibrary loan program
° AID Funded Regional Information Centers (e.g.,

Population Information Center at George Washington
University and the Appropriate Technology Informa-
tion Center, University of Georgia).

(3) The Office Of The Executive Secretary And The Office
Of Legislative Affairs Have Well-Defined Areas Of
Responsibility And Highly Formalized Systems For
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 reguests.

As the Agency's liaison with the Congress, LEG has estab-
lished a small Congressional Ingquiries staff. In contrast
with the ES staff which rarelv prepares a direct response,

LEG staff most fregquently obtains the necessary information
from other Offices and Bureaus and prepares and sends the
response directly. Agency staff are allowed three working
days to provide the information reguested in a "Congressional"
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 corrzaspondence control system to ensure that all



mail addressed to the Administrator or his staff is answered
promptly by the appropriate party. The eight member corres-
pondence control staff in ES determines response responsibi-
lity, and then:

° Assigns action and due date to a Correspondence
Coordinator at the Bureau or independent Office
level. Three days are allowed for a Congressional
request, four for a White House request, and
seven for other reguests.

° "Requires a copy of the responses or an original letter
for ES signature on the majority of assignments.

° Maintains a Correspondence Alert Suspense List
to track assignments and responses.

o Uses four-part briefs, a cross-reference filing
system, and daily logs for tight control.

ES receives an average of 458 letters per month. Only five
percent of these letters are answered directly by the
2Administrator or his staff; the rest are prepared by other
Agency staff and are often reviewed by ES staff to assure the
adeguacy and appropriateness of the response.* Due to the
visibility and the tight control, requests assigned to other
offices are generally satisfied within the alloted time period.

(4) The SER/MO Mail Room Plays An Important Role In Routing
Many Reguests From The Public Which Were Inadequately
Addressed )

The SER/MO Mail Room receives about 7,000 pieces of pouch
and U.S. Mail each day. Ninety-nine percent of this mail
bears a bona f{{ide address and, in accordance with Hand-
book 21**, is forwarded directly to the addressee. The
remaining one percent (approximately 70 pieces of mail per
day) are inspected and routed by Mail Room personnel.

The Mail Room does not have adequate guidance for routing
much of this mail. Mail Room staff use the guidelines

for routing cable traffic, according to which OPA should
receive mail related only to:

*Based on FY 1978 ES Management reports. »

**wWith few agreed upon exceptions, all mail addressed
o an individual or to_a specific organizational unit in
AID/W is routed unopened to- the employee or office
concerned. Mail which is not addressed to a specific
individual or office is opened and routed according to
the content and subject matter involved.
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® The Press
® OPA Periodicals
® Media Activities and Finctions

DIC staff complain that inappropriate requests are

routed there for action by the Mail Room. Primarily,

these are reguests from individuals, universities,
libraries and businesses for publications to which DIC

has no access. Apparently, the Mail Room tends to send
most requests for specific publications to DIC and regquests
for information (general and specific but not c1tlng a
specific publication) to OPA.

(5) The Publications And Audio/Visual Arts Division Is
Responsible For Managing The Printing Process For
Agency Documents

The Publications and Audio/Visuals Arts Division (SER/MO/PAV)
provides graphics, printing and document distribution ware-
housing functions for the Agency. The Division also maln—
tains 100 mailing lists and controls internal forms. Al-"
though original distribution of documents is made by PAV,
the Office responsible for the publication authorizes the
number of copies to be printed and the disposition of the
surplus, including instructions for storing surplus on
unmonitored shelves in PAV. Though stored in PAV, no
inventory documents or distribution guidelines are available
for reference. Although the stored documents might prove
useful to OPA or DIC in responding to public regquests,

these documents are more or less inaccessible because

no inventories are maintained. It is very difficult,

then, for OPA or DIC to know what materials are

on hand in PAV.

2. AVAILABLE STATISTICS ON WORKLOADS HAVE SERIOUS LIMITATIONS
BUT ARE USEFUL IN PLANNING ALTERNATIVE SOLUTIONS

The work plan for this study anticipated collecting and analyzing
a statistical sample of regquests processed by OPA and DIC. Sta-
tistics on the average volumes, distribution and disposition of
reguests were to be calculated. In addition, average and ranges
for workloads per staff were to be computed.

Unfortunately, the recordkeeping systems employed by

DIC and OPA are inadequate to support a sophisticated statisti-
cal sample. The limited statistical findings that were possible
under the existing constraints are discussed below:



(1) The Ten AID Offices Surveyed Received Approximately
53,000 Requests From The Public Each Year

Ten AID Offices and Bureaus were reviewed to determine the
volume of public requests handled each year. In OPA, DIC
and ES, we reviewed available management. reports to
identify the volumes. In the other seven Offices, the
Correspondence Coordinators and other respondents estimated
the number of telephone and written requests. Exhibit
II-4 shows the actual and estimated volumes of public
requests and also the number of responses prepared. The
Office for Personnel Management, ES, and Contract Manage-
ment receive and process by far the greatest number of
public reguests (30,000, 6,700 and 6,000 respectively).
These are fairly homogenous and, so, it is relatively easy
for these three Offices to respond. The figures on this
chart must be viewed with two limitations in mind:

) First, because of multiple referrals, the same
request may be received and reported by more than
one Office; consequently, the total regquests
actually received is probably less than the total
shown on the bar graph.

° Second, the difference between the requests
received and those for which a response was
prepared does not necessarily indicate the num-

"ber of reguests not satisfied. Many of these
were referred elsewhere for a response and
usually no record of disposition is kept
by the referrer.

(2) Workload Measurements Reveal More Differences Than
Similarities Among Offices

To help develop staffing plans for alternative sclutions,
it is useful to have measures such as workload-to-staff
ratios, and time required to fulfill the average request.
Although available data did not support precise computa-
tions, information available from the AID and State Offices
with substantial public information activity revealed:

° In OPA, the ratio of requests received to staff
is the highest of all offices for which data
are available: 5,300 compared to simple average
of 3,009 for the other four Offices.

° In OPA, approximately 20 minutes were consumed

per request received, compared to a simple aver-
age of 35 minutes for the other four Offices,
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EXHIBIT II-4
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. The computations used to derive these rates are shown in
Exhibit II-5. * Caution must be employed when
analyzing these figures. Some anomolies are not immediate-
ly apparent but, nonetheless, greatly affect the comparabi-

lity of the calculations. For instance:

L The staff who perform these tasks are not all
engaged in comparable activities.

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

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

- In ES, extensive control is performed
with virtually no intraoffice response
preparation.

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

° The types of regquests vary considerably. Most
of DIC's reguests, for example, are not from
the public but, rather, from technical staff
of PVOs, Missions, AID/W, and LDCs; OPA's
requests are more likely to come from the general
"public and range in their technicality.

. The resources available for responding to the
reguests vary among the Offices and, cocnsequently,
so does the time required to respond. 1In State,
for example, a personal response is provided
for each request, whereas OPA rarely prepares
a personal letter.

In spite of their shortcomings, the available data

do provide some general guidelines concerning reasonable
work levels. These productivity measures are used in
Chapters III and IV to staff the three alternative solutions.

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

There are a number of factors which transcend the inadequacies
of existing policies and procedures related to public information

*See Appendix B, Volume II
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requests. The complications stem, in part, from the organization
' . and mission of the Agency. To the extent that the complications
are systemic, they cannot be solved entirely by the proposed
alternatives although, in some cases, recommendations are pro-
vided to mute or accommodate inbred factors.

) The Agency addresses topics which cross geographic,
- functional and project boundaries. As a result,
resources and the knowledge to respond to requests
are widely dispersed throughout the Agency.

) The autonomy of the Bureaus makes it difficult to
establish central control over publications and
documents produced for Bureau-related activities.
While creation of the new Publications Review Board
will improve control over publications, Bureaus
will continue to maintain some authority over
the publications and distribution
processes.

[ In addition to publications, AID has literally
millions of other records and documents that may
be required to prepare responses. The filing
and retrieval problems associated with this volume
of records are obvious. The situation i1s compounded
. by AID's physical dispersion among numerous buildings
in Washington and dozens of foreign countries.

In addition to organizational impediments, personnel responsible
for public inguiries also face the problem of responding
to requests which vary tremendously in: .

Y Detail regquired

o Topic

° Urgency and importance
® Clarity |

Efficiency and adequacy of response are also constrained by the
dilemma responders face when documents are out of print, out of
stock, or too wvoluminous to reproduce. The question arises,
then, as to what degree of effort and expense should be expend-
ed to satisfy public inquiries. This question cannot be answered
easily by our study team but should be a matter for management
policy decision once the final alternative is selected.

4, OTHER FEDERAL ZGENCIES HAVE DEVELOPED A VARIETY OF MECHANISMS
. FOR RESPONDING TO PUBLIC INQUIRIES

Personnel in other Federal agencies were interviewed to identify and
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describe various methodologies for responding to public
inquiries. Our findings indicate that a wide range of pro-
cedures are employed, most of them different from the public
inquiries process in operation at AID.

This finding was echoed in a recent study by the Comptroller
General entitled, "Difficulties In Evaluating Public Affairs
Government-Wide and at the Department of Health, Education,

and Welfare." The report determined that the evaluation

of public affairs is difficult because agencies do not uniformly
define "public affairs" and are not consistent in reporting and
evaluating their public affairs costs. Generally, public affairs
includes such activities as press releases, reports, news con-
ferences, photographs, speeches, publications, audiovisual
materials and facilities for answering daily guestions from
journalists and taxpayers, although any combination of priorities
related to these activities is possible.

The public information systems employed by the four agencies
included in the study reflect this wide diversity, although
each revolves to some extent around the procedures for handling
FOIA requests.

° Department of Commerce: The Department has centralized
systems to separate FOIA from non-FOIA reqguests. Their
interpretation of FOIA reguests, however, is not a
strict one and includes "administrative requests"”

i.e., those requesting information not normally
disseminated to the general public. FOIA regquests

are then tightly controlled by this centralized
system, while non-FOIA requests are referred through-
out the Department for response, with no further
control.

° Department of Agriculture: An FOIA officer is assigned
to each Agency within the Department. These officers
are responsible for responding to FOIA requests re-
lated to their Agency. The system is decentralized,
with FOIA discretion residing within each Agency
rather than in a single location, as in AID. Non-

FOIA requests are also processed by this system
but a lesser degree of attention is paid to these
reguests.

° International Communications Agency (ICA): ICA uses
a broad interpretation of the Freedom of Information
Act to control all requests for information. Based
on this interpretation, all requests fall under the
Act and therefore, all reguests are controlled. The
volume of requests which are received by the agency,
however, is substantially lower than the volume re-
ceived by AID.
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Department of State (STATE): The number of requests
for information received by State is significantly
greater than the number of reguests received by AID.
It is not surprising, then, to find highly centralized
systems, replete with a large staff and automated
equipment. The separation of functions in the de-
partment is as follows:

- The Foreign Affairs Document and Reference
Center (O/FADRC) has several key public
information responsibilities:

° It maintains the Library

° The Publishing and Reproduction Division
(FADRC/PBR) controls the publication,
distribution and storage of all State
documents

® The Document Analysis and Processing
Division (FADRC/DA) is responsible for
the receipt and distribution of all mail
and pouch communications.

- The Bureau of Public Affairs has a FOIA Staff
(PA/FOI) to respond to FOIA requests and an
Office of Public Communications (PA/PC) to
respond to White House and general public
requests. PC, which handles both written and
telephone reguests, is able to satisfy the
majority of these requests because of the
large document inventory it maintains and its
close relationship with FADRC.

The procedures used by FADRC and PA to control the
flow and response of regquests are centralized.
Responsibilities are clear-cut and, as a result, the
public information activity runs smoothly.
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CHAPTER III

ALTERNATIVE SOLUTIONS
FOR HANDLING WRITTEN REQUESTS




ITI.

ALTERNATIVE SOLUTIONS FOR HANDLING WRITTEN REQUESTS

As described in Chapter II, there are various--equally legiti-
mate--approaches for responding to requests from the public.
This chapter describes three alternative solutions for handling
written requests. Appendix E, Volume II, describes several
other alternatives which were considered early in the study but
_later rejected.

1. THE THREE ALTERNATIVES SHARE SEVERAL COMMON FEATURES

The three alternatives described later in this chapter offer
discrete options for responding to written inguiries. Despite
their differences, however, all alternatives reflect several
common features:

SER/MO retains responsibility for routing almost all
agency mail: In two of the alternatives, the SER/MO
Mail Room continues to function more or less as it
does now; in one option, mail that is now opened by
SER/MO because of an incorrect or insufficient
address will, instead, be opened by OPA. 1In all
cases, however, mail with a valid address will be
routed directly to the addressee. The reasons for
this are simple. First, about 99 percent of the
incoming mail has a valid address; presumably,

most of these addresses are appropriate. Second,
only a few of the 7,000 pieces of mail received by
AID each day contain requests from the public. If
all of this mail were to be reviewed each day to
isolate additional requests from the public, a full-
time staff of about 25 would be required,* an
additional day of processing time would be added to
non-request mail, and, most likely, only a small
number of additional requests for public information
would come to light.

A strong degree of control is essential: Although
the locus of control varies among the options, each
proposes much stronger control of incoming requests
and outgoing responses than is now the case (except
for requests now controlled by ES and LEG). Standard
logging, filing, and tracking procedures are provided
in Appendix C for all three options.

A central telephone inguiries service is required:
This recommendation is discussed fully in Chapter IV.

. *40 pieces of mail per hour, for seven hours per day.
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An inventory of available AID publications will be
developed and maintained: Identification of avail-
able publications and documents is crucial to the
success of all three alternatives. 2 Document
Inventory List (see example in Exhibit III-1,*
Appendix B) would catealogue documents (or categories
of documents) for which a keady inventory exists.
The list would be updated monthly and would minimize
search time and inappropriate referrals. Word
processing egquipment recommended for each alternative
would help in maintaining the list.

OPA and DIC will receive an information copy of all
requests for publications: Currently, SER/MC/PAV,
which 1s in charge of publishing most AID documents,
solicits approval from Offices which control the
budget and quantity on publications. Although both
OP2A and DIC are members of the Communications Review
Board, they should be added to the routing of Form
GPO 3019 "for information purposes" so that they can
keep abreast of new holdings.

Two to four Public or Technical Information
Specialists are required to handle mail and telephone
reguests: Although the placement and estimated work-
load of new staff varies in the three alternatives,
each requires the addition of specifically trained
Public or Technical Information Specialists at the

GS 7 or 9 level who will operate the telephone
inquiries service, maintain the Document Inventory
List, and provide some response preparation. In two
of the options, contrecl is alsc performed by this
proposed new staff.

Every pureau and Office retains an important responsi-
bility for being responsive to the public: Although
responses are prepared officially in the three
alternatives, responsibility for the success of each
alternative is shared by all Agency staff. Without
unequivocal and ongoing support from top Agency
management, the public information activity of AID
will not succeed. Thus, each alternative is based

on the fundamental assumption that all AID employees
will be alerted freguently to the need for responding
rapidly, enthusiastically, and thoroughly to the
public, regardless of the formal mechanisms estab-
lished for doing so. In addition, the importance of
this activity can be underscored by periodic
evaluations, the results of which are widely
published.

*See Appendix B, Volume II
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° Requestors should be kept informed on the status of -
the request: When a request is referred to another
Office and referrer expects that the Office will
require more than a few days to respond, the referrer
should satisfy the reguestor (using a simple form
letter) of the referral action.

. Certain categories of requests are eliminated from
the control process: None of the alternatives change
the way certain classes of requests are processed:

- Requests addressed to or regarding the
Administrator or Deputy: referred to ES

- Reguests related to Personnel Management:
referred directly to PM

- Requests related to Contract Management:
referred directly to CM

- Routine passport guestions: referred to State
Department

- Requests from Congress: referred to LEG

. - Requests from an LDC, PV0O, AID/W, or mission
representative: referred to DIC

- Requests under FOIA, the Privacy Act, or
EO 11652*;:; referred to OPA/PI

The balance of this chapter is divided into three parts, one
for each of these alternatives:

e Alternative A: Centralized Receipt and Distribution,
Control, and Response Preparation in the Office of
Public affairs

® Alternative B: Centralized Control in OP2Z, with
Response Preparation Performed by Offices and
Bureaus with Primary Access to Records Required to
Provide the Response ‘

® Alternative C: Decentralized Control and Response
Preparation in Each Bureau and Office with Response
Preparation Defaulting to the Development Information
Centers

. *Regarding declassification of Federal documents
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Each alternative is described in terms of the organizational
and functional responsibilities of various Offices and Bureaus,
required changes in Handbooks 17, 18, and 21, resource reguire-
ments, implementation considerations, and advantages and
disadvantages.

Exhibit III-2 which folds out from the back of this chapter

summarizes the kKey characteristics of each alternative.

2. ALTERNATIVE A: CENTRALIZED RECEIPT AND DISTRIBUTION,
CONTROL, AND RESPONSE PREPARATION IN THE OFFICE OF
PUBLIC AFFAIRS

As discussed on page III-1, tight management of the incoming
requests and outgoing responses is a key characteristic of all
alternatives. In Alternative A, this control is by far the
most centralized and the strongest. Accordinc to the current
AID organization guidance (promulgated in Handbook 17 and 18),
the primary responsibility of the Office of Public Affairs is
"information policy leadership and coordination" to ensure that
"information about AID policies, objectives, and operations is

disseminated fully and freely to the ...public." One activity
cited as part of this responsibility is "disseminate informa-
tion through public affairs programs... and by xesponding Zc
publfic Anquinrdes."™ Although Handbook 18 also notes that all

other Offices and Bureaus share in this resonsibility, the
individual descriptions of these other Offices and Bureaus
(Handbook 17) makes scant, if any, mention of this specific
function. Thus, it is not surprising that many perscnnel in
Offices and Bureaus throughout AID view OPA as the Agency's
liaison with the public and, consequently, as the primary (if
not sole) organization which must control requests and prepare
responses.

Alternative A, then, is built upon this widespread conception
of OPA and, also, upon the fact that many of the requests from
the public* are afready being channeled to OPA for control and
response. Alternative A would formalize a system that now is
hinted at in the Handbooks and is partially in de {acto opera-
tion. Equally important, it would provide OPA with the technical
and personnel resources needed to perform its more clearly
defined role. Currently, OPA is responsible for many varied
public affairs programs, only one of which is responding to
public regquests for information. As a result of this diverse
.and pressing workload, OPA has not been able to give adequate
priority to public regquests, nor has the Office integrated the

*This refers only to the general and diverse requests, not
to the easily classified reguests, such as those related
to contracts management and personnel management.
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public information activity with overall Cffice affairs. Under
Alternative A, this activity would be stressed as OPA assumes
responsibility for all three important sub-activities:

° Receipt and Distribution: OPA would open and review
all mail (approximately 70 pieces per day) that is
now opened, reviewed, and routed by SER/MO. This
assumes that (1) the subject mail can be expeditiously
forwarded to OPA so that only small additional time
is added to the routing of these letters, and
(2) because of its responsibility for maintaining the
Document Inventory List, OPA staff would be better
equipped than SER/MO staff to perform this function.

e Control: OPA would follow and control requests that
come to its attention. Offices and Bureaus which
receive a reguest by accident or by design and are
able Zo nespond, need not forward the request to OPA.
All other requests would be forwarded to OPA and
controlled from that point forward.

] Response Preparation: OPA would attempt to provide
direct responses to as many requests as possible, with
absolutely minimal numbers of referrals to the
geographic and technical offices and to DIC. OPA
would greatly enhance its own delivery system by
enlarging its holdings, maintaining a Document
Inventory List, and accessing DIU's computerized
data base.

(1) The OPA Public Inquiries Staff Would Handle Both FOIA
And Non-FOIA Requests From The Public

Handbook 18 sets forth clear policies and procedures by
which OPA must respond to requests from the public under
the Freedom of Information Act. Under Alternative 2,
these OPA responsibilities for FOIA requests would be
expanded to embrace all public requests explicitly, whether
FOIA is cited or not. This new category of reguests would
not be subject to the FOIA regulations* but rather to the
guidelines described in this chapter and to the changes

in Handbook 18. Exhibit III-3**, provides draft Handbook
changes. Exhibit III-4**, is a flow chart describing the
major processes and procedures required to implement
Alternative A. These procedures are also described below:

*I.e., the ten day limit on responses, filing requirements
and report to Congress would not be applicable to nor-FOIA
reguests.

**See Appendix B, Volume I.
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. Mail received by AID without a deliverable
address or addressed to OPA: OPA would assume
the role now plavyed by the SER/MO Mail Room and
review all mail which does not have a specific
deliverable address. Letters would be referred
out of OPA without further control if they are
related to Personnel Management, Contracts
Management, routine passport processing, or are
addressed to the Administrator or Deputy
Administrator. They are also referred if the
regquestor is a member of Congress or from AID/W,
Missions, LDCs or PVOs (referred to LEG and DIC
respectively). All other written requests would
be logged and filed using the system shown in
Appendix C and would be controlled by OPA until
the request is satisfied.

e Written requests received by other Cffices
and Bureaus directly from the public: For
a variety of reasons {(e.g., prior relation-
ships, knowledge of Agency organization and
functions), other Offices and Bureaus will
continue to receive written reguests directly
from the public. These Offices and Bureaus
would have four possible means of handling
the request:

- If the Office or Bureau is able to respond
to the request with readily available
materials, it musf respond to the regquest
without involvement by OPA. The 0Office or
Bureau may, at its own discretion, provide
OPA with an information copy* of the
request and the response.

- If the request is clearly related to
personnel, contracts, and the Administrator
or Deputy Administrator, FOIA, Privacy Act,
EOC 11652, or if it is from a member of
Congress, it should be forwarded directly
to the cognizant Qffice (see page III-3).
These reguests need not be controlled by
the initial Office ©r Bureau that receives
them and should not be sent to OPA.

*There are two conditions under which OPA should be informed of
requests. First, if the request is related +o an issue of
widespread public concern and might help OPA keep ir touch with
public attitudes, and, second, if the response provided might
help OPA respond to a similar request (directly) in the future.
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- If the request is related to materials held
by the Office or Bureau but will require
substantial research, or if it is related
to more than one Office or Bureau, it should
be forwarded to OPA. OPA may then, in turn,
request assistance from the initial Office
or Bureau but OPA would assume responsibility
for managing the response preparation.

- If the request does not fall into the three
categories described above, it should be
forwarded to OPA for control and action.

The original receiving Office or Bureau
should not route requests outside its own
boundaries except to OPA (and the other
exceptions noted immediately above). It may,
however, advise OPA of the appropriate locus
of referral, if known.

Once OPA receives a bona gfide reqguest via (1) its review
of mail without a deliverable address, (2) mail originally
addressed to OPA, or (3) referred mail reguests, it would
have several major responsibilities:

First, all requests must be logged and tracked
until a satisfactory response is made. (See
Appendix C).

Second, OPA would have the major responsibility
for preparing the response. The major objective
of this alternative would be to minimize the
burden on the other 0Offices and Bureaus. None-
theless, Offices and Bureaus might still be
asked to assist in' three situations:

- When the regquest is highly technical
and complex

- When the Question involves a policy that
is not well defined or is very sensitive

- When the material that OPA is able to
identify appears insufficient, the Bureau
or Office may be asked to review the
response to verify its completeness or
provide additional information.
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OPA would be responsible for carrying out a number of
activities related to this new control and response
preparation activitity:

Create and maintain a reference and resource

stock point: This stock point would contain

bulk copies of all OPA publications and copies

and documents published by other Offices and
Bureaus in sufficient guantity to satisfy demand.
It would also contain copies of reference
material (e.g., Congressional Presentation,

"Green Books," AID Handbooks, and DIC reference
catalogues) from which commonly received requests
can be answered. This stock point is not intended
to expand the research function of OPA or to
duplicate the research capability of DIU/DIC.
Rather, it is intended solely to facilitate
responses to the most commonly answered general
guestions. The Document Inventory List, discussed
on page III- 2, is a major mechanism for keeping
the stock point current.

Publish new documents to satisfy common regquests:
Using the request logs, OPA would monitor the
nature of public requests to identify topics for
which no documentation currently exists. This
may include reissues of out-of-print documents,
original writing of new materials, or printing
excerpts of compilations from existing documents.

Become familiar with and employ the DIC resources:
Under this option, DIC libraries would remain
responsive primarily to LDC, AID/W, PVO and
Mission clientele, &8s well as to walk-ins. The
OPA Public Information Specialist would be
expected to use DIC resources to obtain needed
information. These resources would include
computerized data bases, card catalogues, and
shelf material.

Identify and track delinquent responses which
have been referred to other Bureaus and Qffices:
OPA staff would assign reasonable due dates to
each referral based upon the perceived urgency
of the request and the difficulty of preparing

a response.
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e Ongoing assessment of OPA's resources to handle’
its new resporsibilities: Because the statistics
on which the staff projections are based are so
tentative and incomplete, they would be monitored
carefully; it is possible that additional staff
would be required as Agency staff come to rely on
OPA more and more to control and prepare responses
to reguests.

° Sponsor periodic (at least semi-annual) campaigns:
These Agency-wide promotional activities would
inform staff of new procedures and resources and
remind them of their responsibility.

(2) Under Alternative A, OPA Would Require About Four New
Staff Positions, Additional Space, And Word Processing
Equipment '

Alternative A would require substantial increases in staff
and other resources in OPA. The large increase in responsi-
bilities, including the majority of receipt and distribution,
control, and response preparation sub-activities, would
require the addition of:

[ Between one and two full-time egquivalent
Public Information Specialists (GS 9): As
described in the position descriptions in
Appendix D, these individuals weculd be responsible
for managing the Document Inventory List,
preparing the majority of responses, and, in
general, managing the public information
activity (non-FOIA only).

) Between two and three full-time eguivalent
Public Information Specialists (GS 7): The
position descriptions for these individuals
are also contained in Appendix D. The specialists
.would route mail and prepare responses that can
be answered with information on hand in OPA.
(These same staff would also help support the
telephone inquiry service discussed in Chapter IV.

Exhibit III-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 assigned full-time for each grade and that existing OPA

*See Appendix B, Volume II.
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staff be used to take up the slack. The GS 7 staff would
be expected to operate the word processor; clerical time
would be minimal, due to use of the word processor and

form letters. OPA clerical staff would back up these

new staff for their minimal clerical needs. If this is

not possible, several other courses of action are available:

° Hire two GS 9 and two GS 7 stazff until the
workload can be determined with more certainty,
and until the utility of the word processor
can be assessed. If only three staff are
hired, the word processor becomes more
necessary. (See below.)

® Hire one GS 9 and three GS 7 Staff under the
same condition.

Other resources would be required to implement this cption:

° Space: 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 inadequate or physically
disparate space. Nonetheless, the success of
this alternative would rest, to a large degree,
on having new staff and stock point. Working
space for four and shelf space for 500 to 800
documents would be required. It would be most
desirable to have this space located near or in
the OPA/PI staff, since the new staff would
report to the Chief of the Staff and so that
the PI staff also would have access to the
materials. This may result in some duplication
of materials now held by (and presumably
remaining) in the QOffice ©f the Directcr of OPA
(OPA/D); consequently, it is not illogical to
consider placing the new staff physically near
the existing library in OPA/D, if space permits.
In any event, this staff would have to be
located in the New State Building, rather than
in Rosslyn, so that proximity to the DIU would
be assured.

) Word processing equipment: Word processing
egquipment would be useful, although not
essential unless the full recommended staff is
not available. This equipment can help support
three major ‘unctions of the new staff:
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- Maintain the Document Inventory List.
The list would be stored on the word
processing equipment and easily updated.

- Prepare responses to common requests.
At a minimum, standard introductory and
closing paragraphs could be employed.
Other uses would include: (1) preparing
instructions for ordering publications,
(2) notifying requestors that the
information they seek is out of print or
unavailable, (3) handling peak reguest
issues, such as reguests 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 DIU
to obtain information on publications
and prepare bibliographies.

As can be seen from Exhibit III-6%*, these functions would
reguire only about a quarter of the available annual
machine time for a stand-alone word processor. Thus, it
would be feasible to procure this equipment only if other
activities of OPA (or even of Offices and Bureaus outside
of OPA) would use the balance of the machine time.
Exhibit III-6* also indicates some of the other OPA func-
tions that might be assisted by word processing and the

estimated level of usage. Both of these functions combined

would utilize 87 percent of the available time of the word
processor, making this an efficient, cost-effective
addition to the alternative.

Other resources also would be reguired but their costs
cannot be estimated easily. For example, furniture,
telephone connections and long distance service, and
additional supervisory time would be reguired. The direct
ongoing costs of $62,720 for this alternative do not
include these indirect costs.

*See Appendix B, Volume II.
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3. ALTERNATIVE B: CENTRALIZED CONTROL IN OPA WITH RESPONSE
'PREPARATION PERFORMED BY OFFICES AND BUREAUS WITH PRIMARY
ACCESS TO RECORDS REQUIRED TC PROVIDE THE RESPONSE

As discussed earlier, the ambiguity and lack of precision in
Agency guidance is one cause of the current problem. 2Alterna-
tive B would clarify the existing guidance to reflect what,

we are told, was the original intent of the cguidance.
Specifically, Alternative B would rest on two assumptions:

® There is a need for a central focal point to which
the public can address requests. Traditionally--
both in AID and other Federal agencies--this focal
point has been the OPA or a similarly named counter-
part. As the central focal point, OPA bears the
responsibility for controlling (i.e., managing) the
reguests to assure that appropriate and timely
responses are provided.

°® Information about AID's "policies, objectives, and
operations"” 1s dispersed throughout every Office and
Bureau in the Agency. OPA cannot be expected to be
familiar with this vast collection of materials, nor
can it physically assemble this information in a
central location. Conseguently, each Office and
Bureau must continue to share responsibility for
preparing respcnses that require information held
by that 0Office or Bureau.

The main features of this alternative are summarized below:

® Receipt and Distribution: The SER/MO Mail Room would
continue to review mail without a deliverable address
sending some requests for information to OPA and
others elsewhere {§ a nefernral elsewhere can be made
with cerntainty (e.g., for Personnel Management or
Contract Management) .

) Control: OPA would have major, but not sole, responsi-
bility for controlling written regquests from the
public, assuming that these requests come to their
attention. Other Offices and Bureaus would share
this responsibility by controlling requests which
are appropriately addressed to that Office or Bureau
by a member of the public o4 routed to that Office
or Bureau by the Mail Room according to pre-defined
criteria, and which are to be responded to with
records located in that Office or ‘Bureau.
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OPA would

Response Preparation: OPA would enhance its own
response preparation capability by making a modest
increase in its holdings and by inventorying the
many dispersed AID holdings. Like ES, however, OPA
would continue to rely heavily on other Offices

and Bureaus to prepare responses that are clearly

in the province of that Office or RBureau. DIC would
play a major role in providing responses which
require information not available elsewhere, or
requiring a library search.

be provided Public Information Specialists to help

perform this enlarged responsibility. This staff would
inventory the Agency's holdings, prepare publications for use
in responding to common requests, and track the progress of
requests that are referred elsewhere in the Agency for response.

DIC would
responses

(1)

require a Technical Information Specialist to prepare
related to their vast holdings.

The Office Of The Director, OPA, Would Be The Focal
Point For Non-FOIA Requests From The Public

Handbook 18 (Part III, page 1l-1) states as its basic
policy that:

"The Office of Public Affairs (OPA) is the focal
point for the preparation and release of public
information. But the important task of informing
the public is not left to any single Office. There
must be a continuing, comprehensive, Agency-wide
concern for producing and disseminating timely and
accurate information. OPA can stimulate, program
and coordinate these efforts, but must rely on the
active participation of all major Cffices in AID

in responding to the need for an accurately informed
public. Beyond this, there are certain procsdures
to be followed by all AID Offices and Bureaus to
assure coordination and effectiveness in the
production and release of public information. This
handbook sets forth procedures to be followed in
handling public information materials."

Under this alternative, this basic policy would persist.
FOIA requests, as well as those filed under the Privacy
Act and EO 11652, would continue to be handled by QOPA's
Public Inguiries Staff. Nothing in this alternative
changes the procedures for responding to these three
categories of requests.
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processing by the Office of the Director, OPA (hereafter
referred to simply as OPA). This aspect of Alternative B
would require substantial changes in Handbooks 17 and 18.
Draft changes are shown in Exhibit III-7*. The flow chart
shown in Exhibit III-8* illustrates these procedures in
detail; they are discussed below:

. All other requests from the public would be eligible for

® Written reguests received by OPA directly from
the public or via another Office or Bureau: The
SER/MO Mail Room would operate as it does now,
except that OPA would provide assistance in
preparing more descriptive criteria for routing
invalidly addressed requests. Written reguests
received by OPA (directly from the Mail Room or
as a referral from another Office or Bureau)
would be reviewed to determine the nature cf
the request. Reqguests would be referred cut
of OPA without further control if they are
related to Personnel Management, Contract
Management, routine passport processing, OPA/PI
staff responsibilities, if they are addressed
to the Administrator or Deputy Administrator,
or if they are received directly from a member
, of Congress. All other written reguests would
. be logged (according to the logging and filing

system shown in Appendix C) and handled in one
of two ways:

- OPA would fill the regqguest with materials
on hand. OPA would be responsible for
collecting or producing an inventory of
documents that provide general and
frequently reguested information about
the Agency.

- OPA would refer the request to the 0Office
Or BRBureau wWwhich has primary control over
the subject information. The request
could be referred to either (1) the
designated Correspondence Coordinator
in the Office or Bureau (i.e., the indi-
vidual used as a communication control

point by ES), (2) the specific individual
within the 0Office or Bureau who is known

to have the information or, (3) DIC if a

*S2e Appendix B, Volume II.
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. specific information source cannot be
identified. 1If Alternative B 1is selected,
we recommend that the latter two choices
be selected to reduce the number of
referral steps and to minimize the number
of control mechanisms through which the
reguest must be processed.

OPA would enhance 1its ability to make apprcpriate
referrals by (1) developing and maintaining the
Document Inventory List and (2) identifying a
specific individual (by telephone) prior to
making the referral to be certain that the
referral is appropriate. The referral notice
(see Appendix C for an example) would indicate
whether the referee should (1) send the response
directly and notify OPA of the action taken or
(2) return the information to OPA for mailing.
In either case, OPA would record the action
taken to satisfy each request and would take
corrective action on delinguent reguests that
have been referred outside of OPA.

Bureaus directly from the public or the SER/MO
Mail Room (i.e., not requests referred by OPZ):
Despite the establishment of a prime role in

OPA for handling public requests, other Offices
and Bureaus would continue to receive written
reguests directly from the public (via the Mail
Room) . These regquests would be processed in one
of three ways:

. ° Written requests received by other Offices and

- If the Office receiving the regquest has
primary access to the subject records,
it must control and respond to the reguest
without involvement by OPA. The Office or
Bureau might, at its own discretion,
provide OPA with an information copy* of
the request and the response.

There are two conditilons under which OPA should be informed of
regquests. First, if the request is related to an issue of
wide-spread public concern, and might help OPA keep in touch
with public attitudes, and, second, if the response provided
might help OPA respond to a similar request {directly) in the
future.
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- If the reguest is clearly related to

personnel, contracts, the Administrator

or Deputy Administrator, FOIA, Privacy
Act, EO 11652, or if it is from a member
of the Congress, it would be forwarded
directly to the cognizant Office (see
page III- 2). These requests need not be
controlled by the initial Office or Bureau
that receives them and should not be sent
to OPA.

- All other requests would be forwarded to
OPA for control and action. The original
recipient should not route reguests out-
side its own boundaries except to OPA
(and the other exceptions noted immediately
above) .

The 0Office of the Director, OPA, would have several other
new responsibilities if this alternative is selected.
First, OPA would develop and maintain a Document Inventory
List which describes the location and accessibility of
major AID documents. This list would reduce the system's
reliance on one or two "old-timers" who have the relevant
information stored mentally, but nowhere else. Second,

. OPA would prepare brief monthly reports on the number and
nature of the written and telephone requests, as well as
on their disposition. These reports would be used for
three purposes:

° Ongoing assessment of OPA's resources to handle
its new responsibilities. Because the stati-
stics on which the staff projections are based
are so tentative and incomplete, this would
have to be monitored carefully; it 1s possible
that additional staff would be required as
Agency staff come to rely on OPA more and more
to control and prepare responses to reguests.

. Identifying and tracking delinquent responses as
a part of OPA's oversight responsibility for
following up on referrals to other 0Offices and
Bureaus.

® Monitoring trends in the types of informaticn
requested so that OPA can produce a wide range
of general purpose documents for use in
responding to the public.

campaigns to inform other Agency Offices and Bureaus of

Third, OPA would be responsible for launching freguent
. their ongoing responsibilities to the public.
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(2) Other Offices And Bureaus, Particularly DIC, )
Would Retain Responsibilities Under This Alternative

The increased scope of activities for OPA would not relieve
other Offices and Bureaus of their responsibility to the
public. DIC especially would bear a new responsibility for
responding to the public where, in the past, their primary
responsibility was to clientele comprised of LDC, Mission,
PVO and AID/W reguestor. DIC would continue to be
responsible for .providing assistance to members of the
public who wish to visit the DIC libraries personally
{(i.e., "walk-ins").

ther Offices and Bureaus would be expected to be responsive
to referrals from OPA, to assist in keeping the Document
Inventory List current, and in forwarding the reguests

they cannot handle to OPA for action.

(3) Under Alternative B, OPA Would Reguire One Or Two
New Staff Positions, Additional Space, And Word
Processing Egquipment; DIC Would Reguire One New
Staff Position

Alternative B would reguire an increase in staff and other
resources in both OPA and DIC. The increase in responsi-
bilities would be prepared by OPA and DIC, and would require
the addition of:

° Between one and two full~time eguivalent Public
Information Specialists (GS 9) in OPA: As
described in the position descriptions in
Appendix D, these individuals would be responsible
for maintaining the Document Inventory List,
preparing responses that can be answered with
materials on hand, and controlling requests
which are referred to other Offices for response.
This same staff would operate the telephone
inguiries service described in Chapter IV.

° One full-time equivalent Technical Information
Specialist (GS 7) in DIC: The position descrip-
tion for this individual is also contained in
Appendix D. The Specialist would be responsible
for handling public ingquiries that are addressed
specifically to DIC or referred by OPA to DIC.
This individual would maintain close contact with
OPA's Public Information Specialist to ensure that
the Document Inventory List remains current and
response resources are optimized.
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Exhibit III-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. 1If this alternative is selected, we
recommend that two people be hired full-time for OPA rather
than hiring staff part-time. In this way, OPA's 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 worklcad. Other resources
are reguired to implement this alternative:

[ 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 1656, ample
space would be available for the Technical Informa-
tion Specialist in DIC. It would be most desirable
if the OPA Public Information Specialist(s), the
telephone service, and the OPA Reading Room could
be housed on the fourth floor in the area of the
Office of the Deputy Director of OPA.

° Word Processing Eguipment: Word processing
equipment would be useful (although not essential)
in implementing this alternative. This eguipment
could help support two major functions of the
new staff:

- The Document Inventory List could be stored
on the word processing eqguipment and updated
easily.

- Responses to common reguests could be
prepared. Reguestors could be notified that
the information they seek is out of print or
unavailable, and peak volumes of requests
for particular information (e.g., the CP when
first published) could be handled.

DIC would continue to have the terminal for querying
the R & D data bases. As can be seen from

Exhibit ITII-10*, these functions would require a small
percentage of the available annual machine time for a
standard word processing equipment. While it is
feasible to procure this equipment only if it is shared
with DIC or if other activities of OPA will use the
balance of the machine time, maintenance of the

*See Appendix B, Volume II.
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Document Inventory List would involve a great deal
more effort without this equipment. In addition,
the workload on the secretarial staff would be
increased without this equipment.

Other resources, e.g., furniture, telephone connections

- and long distance service, and additional supervisory time,
also would be required but their costs are not easily
estimated. The direct on-going cost of $45,257 does not
include these direct costs.

4. ALTERNATIVE C: DECENTRALIZED RECEIPT, CONTROL, AND
RESPONSE BY ALL OFFICES AND BUREAUS IN AID

Under Alternative C, the processing of written responses would be
decentralized to all AID offices and bureaus. This alternative
is based on the following assumptions:

° Currently, the public writes directly to the many
individuals and organizational entitites within AID,
presumably with some understanding that the infor-
mation they desire is located at that address.

° The reguests can be controlled most closely and
efficiently if the control is initiated by or near
the point of initial receipt, rather than after
several routings through the Agency. Moreover,
fewer requests will get lost "through the cracks" if
all requests are controlled from the point of receipt
rather than being referred to another Office.
Finally, the disputes about which Office should
perform the control function would be put to rest by
this alternative. Although the assignment of responsi-
bility for control may be inappropriate (or even
ludicrous) in some cases, no Office or Bureau would be
able to dispute or deny its responsibkbility; the
request is controlled by the Office in which it first
lands.

The main features of this alternative are summarized below:

. Receipt and Distribution: The Mail Room would continue
to receive and distribute written requests and be
aided by an up-to-date Document Inventory List and
services list.
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] Control: Control would be exercised in the Office of
the Assistant Administrator or Director of the first
bureau or office to receive the regquest. Any request
received by this control point would be controlled
unless the response point is well known (e.g., if the
source document is listed on the Document Inventory
List).

° Response Preparation: Each . Office and Bureau would
make an exhaustive attempt to locate the requested
information within its boundaries and would refer
outside its own boundaries only after validating by
a telephone call that the referral is appropriate.

One additional Public Information Specialist would be required

in OPA only to operate the telephone inguiries service as
discussed in Chapter IV. DIC would require one more Technical
Information Specialist to help prepare responses related to its
diverse holdings. Exhibit III-11* indicates the Handbook changes
that would be required if this alternative is selected.

Exhibit III-12* is a flow chart of the major processes which
constitute this option.

(1) The SER/MO Mail Room Would Continue To Receive And
Distribute Incoming Requests

Two types of mail are received by AID each day: those with
a complete deliverable address and those without such an
address. The Mail Room would continue to open mail that
lack a deliverable address to determine a proper addressee.
This analysis would be assisted by two additional reference

aids:
. A guick reference of the AID functional service
duties, which is now being compiled by SER/MO
. A Document Inventory List, to be compiled and

updated by DIC

These tools should reduce the number of reguests that are

- inappropriately routed. When there is doubt about the
proper specific address (i.e., below independent Offices or
Bureaus), the mail would be sent tc the Correspondence
Coordinator in the Office of the Assistant Administrator

or Director at the Office or Bureau most likely to have

the information. Vague requests woufd not default auto-
matically to OPA or DIC if some other Office or Bureau is
more likely to have the information.

*See Appendix B, Volume II.
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- Other mail with complete addresses undoubtedly contain
many requests from the public. These reguests would
continue to be received by all organizational levels within
the Agency. Such requests would meet one of three fates:

° If the addressee is below the Bureau level and
can provide the response, he or she should do so
without informing or involving the Correspondence
Coordinator.

® If the request is related to PM, CM, ES or LEG
functions; to FOIA, the Privacy Act, or EO
11652, or if it is from an LDC, Mission, or PVO,
the receiving Office or Bureau should forward
the letter to the Office with jurisdiction.

° If the recipient cannot provide the response
or make a definite referral to one of the above
categories, he or she should send the request to
the Correspondence Coordinator in the Office or
Bureau. Control procedures for these requests
are described in section (2), below.

This latter category of mail regquests would be the only one
eligible for control by the Correspondence Coordinator at
the independent Office and Bureau level.

(2) Control Would Be Exercised In Each Office And Bureau
At The Assistant Administrator Or Director Level

Correspondence Coordinators in independent Offices and
Bureaus would control all action requests which are referred
to that level from (1) within the Office or Bureau., (2) the
.SER/MO Mail Room, or (3) another Correspondence Coordinator.
Control would be accomplished using the logging and filing
system shown in Appendix C. Official control would cross
Office and Bureau boundaries and the Assistant Administrator
or Director of each Office may be called upon to resolve
delinguent cases. In addition, each Correspondence Coordi-
nator would be responsible for making a monthly tally of

the number and type of reguests and for sharing these
reports with OPA so that the latter may keep informed
regarding the public's interests.

Of course, the strengthening of the control function at
this level would relieve the other organizational entitites
at lower levels of their responsibility for establishing
management controls on all correspondences. These
organizations should continue to comply with the guidance
in Handbook 21.
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(3) Responses Would Be Prepared By The Office Or Bureau
Which Has Control Over The Records In Question

The Document Inventory List would be used to help establish
the Office or Bureau with cognizant authority over the
requested information. Each Office and Bureau would be
expected to provide the necessary information and be
responsive in fulfilling requests that originate in the
Office or Bureau or that are referred there. Because of
DIC's vast holdings, many requests for information would

be referred there for action (for preparation, not control).
Other Offices and Bureaus would refrain from referring
regquests to DIC when the information is also available in
the 0Office or Bureau. Finally, each Office and Rureau
would be required to help DIC staff keep the Document
Inventory List up to date by alerting them to new publica-
tions and significant changes in available guantities.

{(4) Alternative C Would Regquire About Two New Staff
Positions, Additional Space, And Word Processing

Equipment

Alternative C would require minimal increases in staff and
other resources in OPA and DIC. The incremental responsi-
bilities, which would include the additiocn of a central
telephone inquiries service in OPA and the new public
inguiries responsibilities of DIC, would reguire the
addition of:

° One full-time equivalent Technical Information
Specialist (GS 9) in DIC: As described in the
position description in Appendix D, this
individual would be responsible for managing
the Document Inventory List and preparing the
DIC responses.

° One full-time eguivalent Public Information
Specialist (GS 7) in OPA: The position
description for this individual is also contained
in Appendix D. In addition to routing and
controlling mail addressed specifically to OPA
and preparing responses that can be answered
with information on hand in OPA, this individual
will also operate the central telephone inguiries
services discussed in Chapter IV.
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Exhibit III-13* provides the assumptions regarding workload
and productivity that were used to develop these estimates
and shows that 1.2 GS 9 and 1.0 GS 7 staff are needed.
Exhibit III-14* documents other resource assumptions. If
this alternative is selected, we recommend that one person
be hired full-time for each grade, rather than hiring part-
time individuals. Other resources are reguired to implement
this option:

® Space: In DIC, space would be reguired for one
" additional librarian. This could be accomodated

within the recently renovated library space 1in
the new State Department building. In OPA,
working space for one person and shelf space for
15 to 25 documents would be required but already
allocated to this activity; this placement is
appropriate since the new staff reports to the
Deputy Director of OPA.

) Automated Equipment: Automated equipment would
be useful (but less essential than in Alternative
for B) in implementing DIC's new role under this
alternative. Word processing eguipment and the
existing terminal in DIC could help support two
major functions of the new staff:

- The existing terminal would be used to guery
the R & D data base, obtain information on
publications, print out document prices,
and to prepare bibliographies. Form letters
would be used to transmit these computer
printed bibliographies.

- Maintain the .Document Inventory List. The
list can be stored on word processing
equipment and easily updated. A DIU Lexitron
or other shared currently existing word
processing eguipment could be utilized for
this function since only about 100 hours
(5 percent utilization) are required. An
alternative would be the use of an existing
terminal and some new computer programs to
utilize the main AID computer. This alterna-
tive is not costed because of the availability
of shared existing word processing equipment.

*See Appendix B, Volume II
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. Other Arequired resources cannot be easily costed or
represent the utilization of current "sunk"* costs. These

include:
° Telephone service and FTS service
° Furniture and shelving
. Continued assistance by staff and management
in other offices and bureaus
° Computer time accessing the DIS data bases

Because these costs are minor and, for the most part, not
incremental, they have not been documented. The total
direct costs of this alternative are $31,000,

5. THE THREE ALTERNATIVES WOULD HAVE SIMILAR IMPLEMENTATION
SCHEDULES AND COSTS

Regardless of the alternative selected, 14 tasks would be
required before implementation can occur. Exhibit III-15 lists
these tasks and shows that between four and five months would be
required to launch the new procedures, with Alternative C being
slightly less time-consuming. Exhibit III-16 provides estimates
of the level of effort (in terms of person-weeks**) required

for each alternative, by task. As might be expected, Alterna-
tive A regquires the most investment in start-up, although not
substantially more than Alternatives B or C.

6. EACH OF THE ALTERNATIVES HAS DISTINCT ADVANTAGES AND
DISADVANTAGES

As is evident from the preceding sections, the alternatives vary
considerably in the locus of responsibility for receipt and
distribution of public requests, for control over requests, and
for preparation of responses. They alsc vary in start-up and
ongoing costs. Each configuration of responsibility 1is
associated with some important advantages and some disadvantages
that reguire serious weighing by AID management. Exhibit E-1

in the Executive Summary summarizes the. primary benefits and
limitations of each alternative and these are described more
fully below:

*Refers to costs which would he incurred regardless of the
implementation of the activities in guestion.

. **These person weeks are not converted to dollars because
the individuals involved have a wide range of salaries.
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(1) Alternative A Provides The Greatest Assurance That

Public Requests Will Receive Prompt, Courteous

Attention

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

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.

OPA is widely viewed throughout AID 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 were asked to
increase 1ts role, whereas, in the other options,
considerable in-fighting and disagreement about
the precise division of responsibility may occur.
Egqually 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 for their primary responsibi-
lities. It also means that when a referral is
required, other Offices and Bureaus would be more
likely to be responsive.

Regardless of the role OPA plays in providing
responses to individual public reguests, it would
continue to perform many public liaison functions.
To perform these other activities adeguately,

OPA must be sensitive to and knowledgeable about
the current attitudes and concerns of the public.
It is difficult to keep tabs on these ever-
changing sentiments unless the letters and
telephone calls from the public are monitored
closely. Although the other alternatives contain
some mechanisms for providing feedback to OPA,
they would not provide it as completely and as
sensitively as in Alternative A.

ITI-25



Considerable concern has been expressed about the
disparity with which FOIZ2 and non-FOIA reguests

are processed. Regulation 12 states clearly that

a bona fide FOIA reguest must be clearly marked

as such. Nonetheless, the spirit of the Act
suggests that all requests from the public be
handled expeditiously and equitably. Under this
alternative, non-FOIA reguests would not be
subjected 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 FOIA requests. Non-FOIA reguests would also be
handled by a staff whose piimary purpose is
service to the public, whereas, in other
Alternatives, the Office in which the cognizant
staff reside is concerned with other, ocften
conflicting priorities; in these latter cases,

the needs of the public may not receive the
attention they would in Alternative A.

Although the incremental direct costs of imple-
menting and operating this alternative are greater
than the costs of the other alternatives, this
Alternative is the most efficient overall. 1In
this option, the great majority of the costs
associated with responding to the public are
centralized in OPA and, therefore, easily measur-
able. 1In the other alternatives, the response
burden is dispersed throughout the Agency and is
"hidden" in the overall costs of the other Oifices
and Bureaus. If these hidden costs could be
measured, we believe that they would exceed the
costs of operating a central correspondence
control service in OPA, for 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 in
preparing diplomatic, courteocus requests to
the public. Staff in Alternative A are more
specifically trained and equipped to provide
this service quickly and effectively.

- 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 0Pa, and,
thus routing and referrals are kept to a
minimum.
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In the other Alternatives, staff may be tempted
to overlook or "lose" reqguests, rather than
prepare a reply. 1In Alternative A, even the
most delinguent staff may be motivated to pass
the 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 Bureaus.

Currently, many letters (containing reguests and
other information) are received with invalid
addresses; the SER/MO Mail Room lacks the
resources to refer these letters with precision
and, as a result, 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 promptly
and accurately.

Finally, this alternative would resolve the current
ambiguity between the roles of DIC and OPA. The
relative responsibilities of the two offices would
be demarcated by clientele: OPA would be respon-
sive to the public (including US universities,
corporations, and foreign requestors not from

an LDC).

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

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

Considerable training of new staff would be
required; in the other Alternatives, new staff
will be co-located with existing staff and
therefore can be trained by staff who already
perform similar and related activities.

The largest space is required by this Alternative;
in AID, space is exceedingly difficult to obtain.
Without adeguate contiguous space, this alterna-
tive could fail, even if all other resources

and procedures are adeguate.
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o Because the reguest would be handled in the
same Office as FOIA reguests, staff may
experience some conflict in priorities between
FOIA reguests (with their legally binding due
dates) and non-FOIA requests. Unless spheres
of responsibility are clearly defined, the non-
FOIA staff may be pressured to attend to FOIA
requests, to the detriment of other public
inguiries.

(2) Alternative B Relies On Existing Collections Of
Information But May Cause Confusion Over Roles And
Responsibilities

The primary advantages of Alternative B are:

° It relies on existing patterns of record keeping
and, thus, does not duplicate inventories and
other records held and controlled by other
Offices and Bureaus.

° 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:

° The control responsibility is separated from the
response preparation responsibility. This
increases the difficulty of managing the response
effort, and, consequently, reduces the likelihood
of success for the system.

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

. It is sometimes difficult to determine precisely
which Office or Bureau has "primary" control
over the subject records and this may lead to
disagreements about roles among the Offices.

These issues comprise the crux of the debate about
Alternative B. This alternative is a compromise between
Alternative A and C. It regquires less start-up and direct
costs than Alternative A; it can operate in a smaller space
than Alternative A can operate and regquires more space

than Alternative C. It provides about the same degree of
control as Alternative C but less than Alternative A and,
the burden on other Offices and Bureaus on this option is
greater than in A but less than in C.
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(3) Alternative C Is The Least Disruptive To The Existing
Situation But Puts The Most Burden On The Geographic
And Technical Office Staffs

The most compelling advantage of Alternative C is that it
involves the least disruption to the existing situation and
builds upon a system that AID staff are somewhat familiar

with. It also creates the least arduous procedures and controls
and has the smallest direct costs. Control and service
delivery would not be changed fundamentally from the current
practices but merely tightened up and supported. There would
be no duplication of files and documents. If the system
operates as it is intended, the majority of requests would

be controlled and processed correctly.

The major disadvantage of this alternative, of course, is
the very large number of control points in the system. A
system which hinges on the personal responsibility of more
than a dozen individuals (i.e., the Correspondence Coordi-
nators) is somewhat risky. It is especially fallible if
there is no central authority or oversight responsibility
point within the Agency. Without the continuous and
enthusiastic support of top management in each Office or
Bureau, this alternative could easily lapse into a

replica of the system now in operation.

Another point worthy of consideration is the possibility of
requests defaulting heavily to OPA or DIC. While the system
clearly outlines the conditions under which this should occur,
the habitual thinking of agency personnel may nullify newly
established procedures which rely on an "honor system."
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in the Office of
Public Affairs

B. Centralized
Control in OPA with
Response Preparation
Performed by Offices
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IV. TELEPHONE REQUESTS

Regardless of the approach taken to responding to written
reguests, we conclude that a central telephone ingquiries

service is regquired to give direction to the many callers
requesting information. In all three alternatives, the telephone

inquiries service would be located in OPA--in the Public Inguiries

Staff for Alternative A and in the Office of the Director for
-Alternatives B and C.

Telephone calls received by OPA (directly from the public,
via the Centrex operator, or referred from another Office or

Bureau)

may be handled in a number of ways. In all cases, the

cbjective of the telephone inguiries service is to minimize
caller frustration and expense. The desires of the caller
would determine which of the following courses of action
are to be pursued:

OPA would transfer or refer the call onfy if (1) the
name and number provided to the caller would be
certain to provide an adegquate response and (2) the
caller wishes to place another call. These calls
would include those related to PM, CM, passports,

and LEG and ES affairs, as well as those in which

the caller wants to locate an individual, an organiza-
tional entity or an Office responsible for a

specific project or policy.

The call would be developed into a "written reguest"
(i.e., a clear, specific message would be taken).
This written request would then be handled just

as if it were a letter request:

- In Alternative A, OPA would control the request
until a satisfactory answer is assured and would
prepare the majority of responses (see page III-4
for details about OPA's responsibility for
controlling requests and preparing responses).

- In Alternative B, OPA would control the reguests
until a satisfactory answer is assured and would
either prepare the response with materials on
hand or would refer the "message" elsewhere for
a response. (See page III-12 for details about
OPA's responsibility for controlling requests
and preparing responses).

- In Alternative C, OPA would serve as a referral
network and would be responsible for controlling
and answering only those reguests which kear

directly upon OPA's other specific responsibilities.
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When an individual in another Office or Bureau receives
a call requesting information, one of two actions would Le
taken:

° First, the individual in the Office or Bureau

who initially receives the call would attempt to
satisfy the request with available information.

If the call would be handled within the Office or
Bureau, the call would be transferred for response
within the Bureau or a message would be taken.

If a message is taken, the initial recipient must
be certain that the message is clear and specific.
In all cases, the initial Office or Bureau would
avoid repeated transferring of the call from one
location to another without first ascertaining
the precise location of the reguested information.

@ Second, if the recipient of the call determines
that the Office or Bureau cannot respond to the
request with materials controlled by that Office or
Bureau, the call would be transferred to the telephone
inquiries service in OPA. If the call is long
distance, the Office or Bureau may offer to have
OPA return the call so that the caller will not
be forced to pay for an additional toll charge.
OPA then would process the call as discussed above.

To operate this service OPA would reguire a telephone with

three seqguential lines (e.g., 632-1234, 632-1235, 632-1236)
connected by a "hunting"* rotary. In this way the OPA staff
would place a caller on hold to verify the source of informaticn
through a second telephone call and more than one case

could be handled at once if staff are available.

When a referral is reguired, one of two situations would be
encountered:

° If the referree is in the same Centrex system as
OPA (e.g., located in the New State Department
Building), a direct transfer would be made.

o If the referree is in another Centrex system (e.g., in
Rosslyn Plaza), the call would not be transferred
automatically. The caller would be given the choice
of (1) making the call directly or (2) having the
AID referree return the call. The latter probably
would be more frequent when the initial call is
long distance.

*Thus, if one dials 632~1234 and it is busy, the telephone
will automatically "hunt" for the next free line.
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Two additional steps would be required to improve the tele-
phone information process. First, the AID telephone book should
be improved. This could be done in a separate book (i.e., oOne
not coupled with the State book) or in a joint AID-State book

in which the sections dealing with AID are more clearly segre-
gated and marked. The telephone book should clearly highlight
the existence of the telephone inquiries service and should pro-
vide a functional listing to direct callers to the most frequently
<alled offices. Second, the Centrex directory should clearly
indicate the number of the new telephone inguiries service.
Operators should be informed of the new number and the role

of the service.
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V. RECOMMENDATIONS

In summary, we believe that there are several strategies available
to AID for improving the manner in which the public information
activity is performed. Some of these are generic, applying equally
to all three suggested alternatives. As discussed more fully in
Chapter IV, these include:

A centralized telephone inquiries service should be
established in OPA to receive and route calls from
the public.

The AID telephone directory should be improved to
highlight the existence of the telephone ingquiries
service; a functional directory should also be included
to help the public find the Offices most commonly desired
(e.g., personnel and contracts). '

All mail that is received in AID with a complete,
valid address should be forwarded to the addressee
without intervention by OPA or the SER/MO Mail
Room. Only mail with an incomplete or invalid
address should be reviewed before routing.

A strong degree of control is essential, regardless of
the Office from which it is exercised.

An inventory of available AID publications (i.e., the
Document Inventory List) should be developed and
maintained to assist the cognizant Office(s) in locating
the appropriate source of information requested by the
public.

OPA and DIC should be added to the list of Offices that
routinely review (for information purposes only) the
order requests to publish new AID documents (i.e.,

GPO form 3019).

Additional, adegquately trained and skilled staff should
be hired, and their new responsibilities clearly
spelled out. :

Regardless of the alternative selected, all Offices and
Bureaus in AID should be made aware of the new procedures
and of their continued involvement in assuring that

the new procedures operate effectively. Semi-annual
campaigns—--via memoranda, posters, or other media--
should remind all Agency staff of the importance of this
activity and their respective roles.



[ Procedures for processing certain categories of
reguests should not be changed and these regquests
should not fall within the jurisdiction of the
office(s) which assumes responsibility under one of
the alternative solutions. Specifically, reguests
traditionally handled by PM, CM, STATE, ES, LEG, or
the OPA/PI staff, as well as those from LDC, PVO,

- AID/W or mission staff should not be included.

We feel that, in this framework, any of the three alternatives

will result in a substantial improvement over the current situation.
They are not, however, egual in their prospects for success. We
believe that Alternative A should be given the most serious
consideration. Although it requires the largest investment of
resources, it has the highest probability of success, measured

in terms of:

] Providing timely, consistent, and appropriate responses
to regquests from the public

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

° Enjoying ready acceptance throuchout the Agency

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

If Alternative A is rejected because of the resources required,

then we recommend that Alternative B be accepted. It is a reasonable
compromise and, over time, the sphere of responsibility for OPA

can be increased (towards an approximation of Alternative A) if
desirable. If Alternative B is selected, the relative roles of

DIC and OPA must be very clearly defined.

Alternative C is our last choice. Although it would be an improve-
ment over the current situation, it bears the most risk of failure.
There 1is no oversmght authority and responsibility for the success
of the system is dependent on many individuals, each with a host

of other duties competing for priority.

While the Agency is selecting and implementing the preferred
alternative, interim steps can be taken to alleviate the current
situation. First, work should begin on the Document Inventory
List, without which none of the alternatives can proceed. The OPA
Research Librarian can take a fead in developing the list, but
should not be expected to develop the list without substantial
additional help. Thus, temporary duty staff will be required

for about one month to esta>lish the baseline list and procedures
for updating the informaticn.



Second, the telephone inguiries service should be established,

as described in Alternative C. Under this alternative, the telephone

ingquiries staff responsibilities would be limited to answering the
calls, routing calls, and providing responses to the simplest
reguests. If Alternative C is eventually implemented, no modifica-
tions will be necessary; if either of the other two alternatives
is selected, the telephone ingquiries service can be built on this
foundation.

Third, the existence of the new telephone service and its immediate
scope of responsibility should be widely publicized via general
memoranda to AID staff and to the Centrex operators who serve the
various AID buildings.
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A. METHODOLOGY

The methodology employed by Birch & Davis Associates, Inc. to conduct
the public information study revolved around gaining a clear under-
standing of AID's mission, its organization, and its existing pro-
cedures for responding to public requests. Weekly meetings to
maintain an interactive dialogue with MP and OPA, and to report

the week's activities were an integral part of the methodology.

The meetings provided feedback on prior work, guided activities
planned for the following week, and provided a formal structure within
which information gathered to date could be synthesized into  three
acceptable alternative solutions.

The following steps wére taken to satisfy the requirements of the
study:

Defining the Problem

Identifying Key Personnel

Conducting Interviews

Collecting Data

Performing Analysis

® ¢ & & & o

Developing Alternative Solutions
o Making Recommendations
1. THE PROBLEM AS DESCRIBED IN THE PIO/T IS THAT "THE AGENCY

CURRENTLY LACKS AN EFFECTIVE SYSTEM FOR RESPONDING TO INFORMATION
REQUESTS FROM THE PUBLIC"

As stated in the PIO/T, the "lack of a clearly defined and efficiently
functioning system has led to divergent perceptions...as to who has
responsibility for responding to public inquiries." This hypothesis
indicates the need to determine the volume, nature, distribution,

and disposition of public requests received by the Agency. The
information could then be used to assess how the existing procedures
for responding to public inguiries corresponded to or contradicted

the assignment of responsibilities described in AID Handbooks.

From the outset, we established certain boundaries within which to
conduct the study. These boundaries, based on background information
provided by MP, took into consideration some of the budgetary and
organizational constraints governing aAgency activities.
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Basically, the boundaries provided a general work plan which
concentrated on:

° Interviewing a highly selective sample of
personnel who respond to public inquiries.

° Analyzing forms, procedures and filing systems in these
offices.

° Noting redundancies, conflicts, and inconsistencies.

° Soliciting advice and support from offices
involved in responding to certain types of public
reguests.

° Making on-going evaluations of how adequately the various

offices respond to regquests for information.

With these thoughts in mind, we proceeded to carry out the remaining
six steps--each step overlapping adjacent steps and each con-
tributing further to the definition of the problem.

2. MAJOR RECIPIENTS OF INFORMATION REQUESTS AND PERSONNEL IN
ORGANIZATIONS WITH FORMAL CONTROL SYSTEMS WERE IDENTIFIED
AND INTERVIEWED

Once the problem was defined, key personnel involved in the public
information activity were identified in OPA and in the Bureau for
Development Support, Office for Development Information and Utiliza-
tion (DS/DIU). Within DS/DIU, particular attention was addressed
also to the Development Information Center (DIC). In addition,

the Office of the Executive Secretary (ES), which receives a large
number of reguests, is known to have a highly effective centralized
tracking system for controlling specific categories of correspondence,
For this reason, interviews were conducted with the four analysts and
management staff in ES. Correspondence Coordinators in the geoaraphic
and technical bureaus who serve as the focal point for correspondence
were also consulted. Other AID offices and staff with a role in
responding to public regquests were identified through interviews

with these key staff and were then also interviewed.

Agencies outside of AID were also targeted for interviews. These
included the Department of State, the Department of Commerce, (DOC)
the Department of Agriculture (USDA), and the International Communi-
cations Agency (ICA). The purpose of these interviews was to identify
the numerous techniques employed by other Federal agencies and to
determine whether these techniques could be transferred to AID.
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3. INTERVIEWS WERE CONDUCTED WITH SIXTY INDIVIDUALS

Sixty individuals with a direct involvement in the public informa-
tion function were interviewed and are listed in Exhibit A-I. The
interviews solicited the respondents' assessment of the following
subjects:

e The kinds of requests received

® The volume of requests received

) Logging and tracking systems used

. The filing system used to support the public information
activity

° The kinds of reguests which could be answered by the office

with information on hand

° The procedures for routing reguests which could not be
answered directly

) The perceived level and locus of responsibility for the
public information activity

° The inter-office relationships that were created to .
accommodate this activity and any strains in these relation-
ships

° The location, availability, and accessibility of sources
of information in AID (e.g., publications, reference
materials)

[ The overall perception of the adegquacy of the public
information activity

This line of questioning proved fruitful. The respondents wvaried in
their experience level and their understanding of the problem; yet
they were very cooperative and were able to provide us with sufficient
information to better frame the problem, to identify additional
candidates for interviews, and to pinpoint available data sources

for further analysis.

4. DATA COLLECTION HAD SOME SET-BACKS

The data collection process was divided into two major activities:

° A three-week sample of all reguests received by OPA and
DIC was to be the basis of the request analysis phase.



AID
AID
AID
AID
AID

AID

AID

AID
AID
AID
AID
AID
AID
ATID
AID
AID
AID
AID

AID

AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID
AID

AID
AID

SER/MP/I Chief

OPA Deputy Director
OPA/PI Chief

OPA Librarian

ES Deputy Executive

Secretary
ES Communications
Coordinator
ES staff
Staff
Staff
Staff

DS/DIU Director

DS/DIU Deputy Director

DS/DIU/DIC Chief

DS/DIU/DIC Staff

DS/DIU/DIC Librarian

DS/DIU/DIC Librarian

DS/DIU/DIC Staff

DS/DIU Staff

DS Staff

DS/AGR Staff

SER/MO Communications

and Record Management
Chief

SER/MO General Services

Chief

SER/MO/PAV Chief

SER/MO/PAV Staff

SER/MO Staff

SER/DM Director

SER/DM Data Systems

SER/MO Staff ’

SER/CM/SB Staff

PM Recruitment Chief

PM Staff

FM Staff

LEG Staff

PPC Staff

PPC/PDPR Staff

PPC/WID Chief

PPC/WID Librarian

PPC/PIAS Staff

PPC/PIAS Statistics and
Reports

AG Special Assistant

AG Staff

EXHIBIT A-I(1)

PERSONNEL INTERVIEWED

Richard Calhoun
Christine Camp
Arnold Dadian
James Bednar
Douglas Clark

Angella Greene

Ruby Egglesston
Vernice Johnson
Mary Wills

Larry Frazier
Lida Allen

Maury Brown

Edna Flabo

Jane Nida

Joanne Paskar
Susan Weintraub
Margaret Pope
Lee White
Charlotte Kjellmark
Lennie Jordan
Stanley Holladay

Clyde Laursen

Roger Mieras
David Hughes
Aundrae Teague
James McMahon
Willard Lee
James Russell
Nedra Rowe
Sandy Stone

~ Vivian Bryant

Marian Nelli

Elve King

Fuki Seki

Beverly Farrell
Arvonne Fraser
Eleanor Sajeski
Kay Lee

Albert Huntington

Delacy Cox
Vivian Pimberton



AID GC staff

AID PDC Staff

AID EOP Staff

AID IIA Staff

AID AA/AFR Staff

AID ASIA/EMS Director
AID ASIA/EMS Staff

AID NE

Staff

AID LAC Staff

State
State

State
- State
State
State

ICA/FOI

PA/PC Chief

P2A/PC Correspondence
Management

PA/PC Public

Information

FADRC/DA Chief

FADRC/LR Chief

FADRC/PBR/Distribu-

ticon Chief

Public and

Congressional Liaiscon

USDA Office of Government and

Public aAffairs

USDC Public Information

DOC,/FOI

EXHIBIT A-I(2)

Joan Novotny
Justine Baylor
Jo Williams
Mary Brock
Diane Blount
Fred Fischer
Jerry Nathan
Del Davis
Bette Cook
Paul Auerswald
Susan Haufe

Peter Xnecht
William Parks
Conrad Eaton
Virginia Butler
Charles Jones

Hal Taylor

Joe Slye
Anthony Sturm
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During the first week, we asked the two managing librarians
of DIC, the Research Librarian in OPA, and the Chief of
OPA/PI to copy all mail and telephone inguiries from the
public which came to their attention and to annotate the
request describing the action taken. The purpose of this
request was to establish a statistical data base of the
volume, distribution and disposition of public requests.
This sample could not be developed as planned for two
reasons: :

- Because the main DIU/DIC library was closed for renova-
tion during this period, librarians were unable
to collect data for the sample.

- DIC and OPA personnel felt that the extra time
required to explain why a particular action was
taken for each request, in addition to logging
all requests and copying those referred to other
cffices, would greatly detract from their ability
to respond. In addition, both OPA/PI and the
Rosslyn library were short of staff during this
period and therefore could not provide the
information regquested. Consequently, only the
Research Librarian in OPA complied fully with
our reguest.

Instead, statistics were collected by studying historical
files which contain requests and responses by month. In
addition management reports, internal memoranda

resource files were reviewed. The major limitation of
this collection method was the inability to determine

the volume, distribution and disposition of referrals.
Interviews with other offices, however, provided enough
information to overcome this limitation.

Data and estimates were alsc collected from Correspondence
Coordinators and individuals in bureaus and offices who
respond to public inguiries. The purpose of this effort
was to obtain an indication of the total volume of public
inguiries, and the number of personnel assigned to satisfy
these reguests. This determination was important for

two reasons:

- With this information, we could estimate the
distribution of referred requests and conjecture
about the ability of offices and bureaus to respond
to these requests.

- We could determine the increase in workload and
time requirements which would fall on any office
recommended to receive and distribute, control and

respond to reguests.
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Data collection was also supplemented with information gathered
from interviews with non-AID personnel. Although these interviews

served mainly to assess the applicability of the;r systems to AID‘S
environment, they also provided us with correlation figures which

were used to confirm staff productivity standards used in
Chapters III and IV.

5. A SUFFICIENT AMOUNT OF INFORMATION WAS GATHERED FOR THE REQUIRED
DATA ANALYSIS

Data analysis was a four-step process:

® First, all of the information was classified and converted
to yearly figures for reguests, responses, and staff
hours.

° Next, data were graphed to visualize the magnitude of

differences in these figures.

o In conjunction with these activities, data concerning
publications, documents, and other technical resources
were analyzed to determine the feasibility and necessity
of compiling an inventory of available information.

® Finally, the data were cast against a number of processing
options to determine the basic feasibility and practicality
of the approach.

6. THREE ALTERNATIVE SOLUTIONS, APPROVED BY OPA, DS/DIU AND MP
WERE DEVELCPED :

Flow charts and general analysis of three alternative solutions
were presented to OPA, DS/DIU and MP at the end of the fifth week

of effort. A narrative on each alternative included the premise

on which the alternative was based and a description of the organiza-
tion and functions which would be recommended with each alternative.
These alternatives were discussed with personnel in organizations
which would be most affected by these solutions. At this point,

it was necessary to have the support of any organization which
would be accepting a greater responsibility in the area of respond-
ing to public inguiries. Concurrently, it was necessary to verify
that those organizations eliminated from playing a major role in
any solution had no desire to do so.

At the end of the sixth week, representatives from DS/DIU, OPA and
MP gathered to decide whether the three tentative alternatives were
worthy of more detailed analysis and consideration. One alternative
was eliminated at this point and a hybrid of the remaining two
alternatives was added.
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The recommended solution for handling telephone inguiries is
described in Chapter III. Three alternatives for processing
written requests are presented in Chapter IV.

7. A RECOMMENDATION WAS MADE BASED ON BOTH LONG-TERM AND SHORT-TERM

CONSIDERATIONS

Before determining which of the three alternatives was preferable,
we established criteria which would be used to make this evaluation:

° The most important consideration was the degree to which
the alternative would be accepted and endorsed by the
Agency as a whole and by the individuals and organizations

which would be most greatly affected by the change.

° The second consideration was the degree of efficiency
and success that could be anticipated from the new
system. This was expressed in terms of:

° Finally, the implementation and on-going costs were

Clarity in roles and responsibilities among
various offices.

The validity of the logical premise on which
alternative 1s based.

Stability and longevity of the system.

Responsiveness~-with respect to the gquality,
consistency, and timeliness of the response.

assessed against the other two criteria.

the

The three alternatives were ranked against these criteria and a
recommended alternative was selected.

-t
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EXHIBIT II-1

MATERIALS NOW ON HAND IN OPA

The Challenge Brochure

A Fact Sheet

Why Foreign Aid

Front Line

AGENDA

AID's Work In Heazlth

AID's Work In Nutrition

AGENDA Articles on Population

GENDA Articles On Agriculture

Appropriations Bill

CP Main Volume

Development Issues

Trade Policies Toward Developing Countries

Green Books

Food For Peace

Current Technical Services Contract

AID FINANCED UNIVERSITIES

Master Copy of Organization Chart in Handbook

US Response to Sahel Drought
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EXHIBIT II-2

OPA RESEARCH LIBRARIAN
OPERATIONE

eermam REFTER TO
R_gb_-; PROPER
PECEIVED ORGANIZATION

REFER

TC tal
SEND OUT -455————————
OPA/PI A

SEND OUT

SUBLICATION
T INVERS
TORY2

NECESSARY?

NOw

0BTLIN OF L0GICxi OFS:éE OR
DOCUNENT RETERRAL i :
CUNENT BUREAU

V NO

NC

“I'} SEARCH

/ YES l
RECORD
PUBLICATION NO
NUMBER : ‘ll'
\ \/ s
SEND TO
Ds/DIU/DIC RECORD IN
RCLLADEX
FILE




REQUEST
RECEIVED

REQUIRES

IN R&D
DATABASE

REQUIRES JRequine
LIBRARY TECH
SEARCE XPEETISE
? ¥
\i/ vES \i/ YES
REFER TO
PERFORN TECHNICAL
F OFFICE
REQUIRED

MARE A
DECISION
AS TO HOW
REQUEST SHOULD
BE HANDLED

SEND
ouT
\l/No
DC KEYWORD
EEARZE
AND SEND
oUT
BEST AVAILABLE COPY
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EXHIBIT II-3

DIC OPERATIONS

ORIGINATING

DETERMINE i
OFFICE

LCQUIRE AND
OR_ANOTHEF

SEND OUT
DOCUMENT
INSTRUCTIOKS

WRITE
LETTER

OF REGRET




OPA

EXHIBIT II-4

WORKLOAD FACTORS FOR THE
PUBLIC INFORMATION ACTIVITY

AVERAGE TIME REQUIRED TO PROCESS A REQUEST*

Research Librarian (85%2/& 16562/)% (4500 requestsﬁ/ = 19 minutes per request

FOIA Officer (15%l/x 16562/) + (800 requests)é/ = 19 minutes per request

(6 Librarians) x (60%l/k 16562/) + (7480 requests)ﬁ/ = 47 minutes per reguest

(4 Bnalysts) x (100%l/x 16562/) = (6700 requests)1/= 30 minutes per request

Telephone (4 staff ) x (100% x 1656) <. (10,008 requests)é/ = 39 minutes3/ per request
written (13 staff) x (100% x 1656) + (53,400 requests) 3/ = 24 minutes 2/ per request

STAFF-TO-REQUEST WORKIOAD RATIO
(ANNUAL)

1:5,300 4. State-Telephone 1:2,502

1:2,078 5. State-Written 1:4,108

1:3,350

*Staff and request volume based on office management reports and AID staff estimate.

1/
2/
3/
a/
5/

Estimated percentage of available time spent processing requests.

Available hours per year less vacation and sick and 10 percent down time.

All requests, including some not from the public.

Non-FOIA only.

During startup period, expected to decrease overtime as service becomes more widely known.

(p)g XIANZIAY
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BEST AVAILABLE COPY

EXHIBIT III-1

DCCUMENT INVENTORY LIST, ILLUSTRATIVE

SPECIFICATIONS FOR DOCUMENT INVENTORY LIET

1. Data Elements
. Title of Document
. Puklishk Date or Freguency
. Locatior cf Main Inventory
. PUB Number (GPO, Hampten, NTIS, Eilc.)
. Two Key Worgs
2.

Tyoes of Documents on Lis:

° Must be Current ané in & Kerd Copy Inventery

Africa Economic Growth Trends
Asia Economic Grow:th Trends
hdgricultural Development

Bilateral Development Assistance Prog, &
Strategy for

Cengressional Presentation, Annex III, LAC SAEN b No Eresenta-

Development Digest : GPC 1978 0-261-
404/4

Development Issues Arnual

Loans and Grants, Ass't FM Internat'l Annual PPC/PIAS
Organ., LU.S. Overseas

DeeT AUAIL AREE ANPY
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EXEIBIT III-3(1)
DRAFT CHANGES IN HANDBOOKS, ALTERNATIVE A

CURRENT HANDBOOK GUIDANCE DRAFT CHANGES
4 ndbook 17, all offices and bureaus have The following statement will be added to the
; functional statement that may or may functional statement for each office and bureau,
not adcress the specific responsibilities except for OPA:

related to responding to public ingquiries.
"Subject office or bureau is responsible for
cooperating with OPA in assuring timely, appropriate
responses to public reguests. The office or
bureau will:

. Answer directly any reguests addressed or
telephoned to that office if the information
is recorded in that office or bureau.

® Refer inappropriately addressed requests o
OPA.
[ Respond to referrals from OPA whenever said

office or bureau is the major repository of
the specific information required to answer
the request.

. Keep OPA informed of public inguiries that are
important indicators of oublic attitudes and of
new publicaticns ané documents held oy tha: office
or bureau."

-

, Page 13-3, Paragraph 13C-1: This section will be amended o read as follows:

2. Hanépboox 17

Receives, reviews, researches, coordinates, and "Receives, reviews, researches, cooréinates, re ¢

oversees creparazion of timely respcnses to and oversees preparation of zimely responses to pu
wblic inguiries filed under: (a) the incuiries Ziled under: (z) the Freedom of Informa

reedom of Informatien Act: (b) the Privacy A z; (b} the Privacy Act: znd (c) EIxecutive Order

; ané {c¢) Executive Orcer 11652, concerning concerning the declassification of AID documents and

declassification of AID documents and records.”

-

AL e ]
(3]

3 ndbock 17, Page 13-3, Paragraph 12C-2: 13C-2 will te amended to i ude the following activities:

cnes anc prepares timely responses to o "Operate a2 central telephone intake se
iries received from the American public receive ané route or responé to inguir

the Ceongress about the fcreign the public.

ance program and AID history, operations,

and obliectives. - Written or telephone rezuests addressed to
OPA cdirectly unless <they are related =o
CM, PM, routine passports, Concressicnal
inquiries, or the personal affairs of the
Administrator or Deputy Administrator.
In adéition, FOIA, Privacy Act, ané O 1.1

. reguests will not be handled in O0ffice cf
the Director.

€

-
<

wn

- Writtcen or telephone —eauests referreé to
CPA by other offices and bureaus which are
urgile tec provide an arprcpr;ate response
with information availaple in thar office
or bureau.

. Develop an extensive inventory of documents which
is needed to respond to frequently received
information regquests and provide this information
directly to the public.

™ Maintain a current {i.e., updated monthly) list
of Agency resources and records and use the
list to refer all reguests that cannot be answerad
by the holdings of OPA."

4. Handbook 18, Part III, Pages 1l0-1 through This chapter will be retitled "Public Access to AID

10-11, Chapter 10, Public Access to AID Records Under the Fresdom of Infcrmation Act" ané rewrizrer

Records. tc make explicit that the "published rules” require
that FOIA requests be parked as such on the envelope
and lettrr itself. Then, every reference in Chapter 10 o
a publicr request will be preceded by the term "FOIA."
The purose of this specilication is to separate the
procedures governing Public Inguiries Staff wnho handle
FOIA requests from those governing Public Inquiries S5taff
who handle non-FGIA reguests.

BEST AVAILABLE COPY



CURRENT HANDBOCOK GUIDANCZET

Handpook 18, Part III, Page Z-1:

The range of services rendered by CP: is

reflected in its component organization unics.

OP% is responsible for develoring public inform-
ation policies, preparin¢ informational materizls,
é¢isseminating infecrmation about the foreign assis-
tance program to the U.S. public, and preparing
certain informational materials for internal
Agency distripution.

A new chapter on non-FOIA reguests will be
acded to Handbook 1€, Part III.

BRandbook 21, Part II, Paragraph c:

with a few agreed upon exceptions, all other

mail addressed to an individual or tc a specific

organiztional unit in AID/W is routed unopened to
the employee or office concerned. Mail which is

not addressed to a specific individual or ofiice

is opened and routed according to the content

and subject matter involved.

BEST AVAILABLE COPY

APPENDIX B(7)

EXHIBIT III-3(2)

DRAFT CHANGES

This section will be changeé to say:

“The range oI services rendered by OPA is reflected

in its component organization units. OPX is responsgible
for develcping public information policies, cperazting

a central telephone inguiries service, con:rc’l;ng ail
requests which come to its attention, respondinc directly
to requests for information, ané referrinc snec fic or

technical requests tc other offices and bureazu

which have primary access to the records neeie‘ te
provide the response. It alsc will prepare irformazicnal
materials for distribution to the public ané for internail
Agency distribution.”

The new chapter will be titled "Public Bccess t¢ Records In
Generzl {(i.e., Not Under FQIA)". The chapter will
contain the following secticns:

A. PURPOSE
This chapter se+ts forth rules ané procedures
which govern the processing of non-FLIX resuests

from the public.
B. PCLICY

It is the pclicy of the A;ency
dc not specifically cite the
with the published rul
nonetheless, responded to w;zn
These reguesSTs &re nc, howeve:,
the strict rules which govern the
reguests.

C. RESPONSIBILITIES

1. OPL

OPA is responsible for contrelling wri
ané telephone reguests that come :
1) éirectly, 2) bv referral,
Roorm, labeled "NCON-SPEIZIFIC
alsc respensible fcr providing direc
te requests, for referrinc tecnnicel
speciiic ques.10n= tc other offices andé re
for action, ané for openingc, sortingc., ané rou
mail which is no:t addressed tc & speciii
individual or office.

2. Other Offices and Bureaus

Other offices and bureaus are responsiktle fcr:

. Answerinc directily reguests zdédressed or
telephoned to the office or bureauv iI the
requested information is available in tha*
cffice or bureau.

. Referring inappropriately addressed reguests
to OP&.
. Responding to referrals from OPA whenever

they are made.

L] Keepine OPA informed of public inguiries
that are important indicators cf public
attitudes ané of new publications enc documents
held by that office or bureau."

This paragraph will be amended to read as follows:

"With a few agreed upcon exceptions all other mail ad
to an individual or +o a2 specific organizaticnal i
in AID/W is routed unopened to *he emplovee cr cfiic
concerned. Mail which is not addressed to a speciiic
individual or office will be routed to OPA, labeled
"NON=-SPECIFIC ADDRESES." This mail will be hand-del:ivered
to OPx daily to expedite processing."”

% o



APPENDIX B(8)

EXHIBIT ITII-4
FLOW CHART OF PROCEDURES POR ALTERNATIVE A

/'\
PORWARD TO OFA /ﬂ:qursr
FOR REVIEW AND ~FOR CM,PM, ORN YES N

SPECIFIC ORARD AS
VALID —— =— ARD
ADDKESS Los 1N ‘\’usy APPROPAIATE
?
_—

REQUEST

| %)
veS FROM LDC,
MISSION,
- b Al
FORWARD ABLE g :
) T0 RESPOND?
ADDRESSEE FORWARD TQ DIC
FOR ROUTINE
PROCESS ING
-

ON HAND?

=30 @D

FORWARZ, LOG
AND FILE

RESPOND, LOG RESPONG, iOG

—~ CE- N\ REFERENCE I i
) coaact
\ FEamncE  NIFRCL ! RS
. Ao SONDUCT: PR
A b oarch on Re- ,__/.4’*0 D EY O =
| nerermas :
!
\'[/
p .
/
REFER, LG
AND FILE — X1CKLER
/ FILE \
A

TELEPHONE PEQUEST

et bty

FORWARD CALL OF
TAKE MESSAGI,
PER CALLER

| ToLEPHONE RE-
TUEET FOR PUBLIC
I INFORMATION

RECEIVTR » (ALl
HANDLE CALLS OPA FREPARCS
WRITTEN
REQUEST
RECTIVER \l/
HANDLES ->-| END )
CALL TELEPHONE CALLS >@

FNTER PROCESS
ABOVE

« FIRLIC AFFAIRS: ©OM, PM, FASSPORTS, POLICY
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APPENDIX B(9)

EXHIBIT III-5(1)

STAFT

4o

ING ASSUMPTICONS

ERNLTIVE R

1. TIMZ REQUIRED TO HANDLE TELEPEQONE REQUESTS

L IR 176 calls per month currently received in OPA., This will triple over the next vear
as the telerhone inguiry service becomes more publicized anéd is used as a defaul:
by the other offices and burezus. Estimate 528 calls per month or 6,336 per vear.
rouné to 6,500 for calculation purposes.

. T™e goal of Rlternztive 2 1s tc handle as many calls a2s possible with informaticn on
hané. There are four pos cle outcomes for the czlls received by OPA. These zre
summarized anc anzlyze ln the tacle below:

MINUTES REQ

HCOURE REQUIRED

z. TIMZ REQUIRIZD

TC OPEXN

TUIRED

5 min.

15

pa A ART ROUTI INVALIDLY ADORESSED MATL
. Apprexi ra:ely 7C rieces of invalidly acddressed mail are receivel esch day. This ig asous
17,500 pieces annually.
. Many of these letters will not contain requests Zor formatiorn
by OFR (approximately 70%). The 17,500 pieces c¢f mail will be
the table below:

Lezter referred
controel

Sené mazeria
Search for response

Refer ocut of OPA
for response

TOTAL MINTUTES REQUIRED

STAFT HOURS REQUIRED

FTEs REQUIRZD™

Averace Recuests/

12,250

2450
1400

1400

*™TE = 2080 hours, less 160 hours

BEST AVAILABLE COFPY

leave, 80 hours sick time, ané ac



APPENDIX B(10)
EXHIBIT III-5(2)

3. TIME REQUIRED TQ HANDLE OTHER WRITTEN REQUEST
[ Currently, 2500 rezuests are received in CPA each vear. This will increase by abouz
50% to 3750 per vear as the new mechanism becomes well-known.
. hgain, the objective of Alternative 2 is to responcd tO as many recuests as possible

with meterials on hand or with searching done by OFr staff, to minimize the burden co
the geographic ané technical bureaus. The chart below shows the outcomes andé voiumnes
£ the reguests thet will be handled by OPa:

£ of ALl Average Reguests
Reguests Time

Refer withou+t corntrecl

Sené mea:erials on hand

Searcr fcr response
out of OPA
MINUTES REQUIRED

EQOURSs REQUIPED

S TIMZ REQUIRED T2 MRIINTAIN TEI DOCUMINT I

ENTORY LIST

. Once the list is estan-lished, it will take approximately
maintain it.

. {3 Zays per month) X (12 months per vear) / 1€56 worx davs per vear = .17 FTI, G& ¢.

5. TINMNE SUMMARY (FTEs: GE ¢ ce
. tc handle telephone reguests X 7e
. tc opern andé route invelidly addéressed LEZ P
. Time recuired tec handle other writtern reguests LA 23
. Time regulrel Te maintein Document Inventory W17 ---
List
TOTAL TIME REQUIRED 1,62 2.68
£. STATT TC REQUEST RRTIO -=- 1:4,021

Excludes stzff time spent on telerhone ané written reguests referres
without contrel and time requirec to maintairn the Document Inventory List.)

*PTE = 208C hours, less 18C hours leave, 80 hours sick time, and at 80% eZiiciency

BESTAVAN ARLE COPY



OTHER

EQUIREMERTS

GS 9 Public Information Specialists (€ $17,000) pys

GS 7 Public Information Specialists (6 $14, 0002/

WORD PROCEZESSING EQUIPMENT
» Public Information Activities
- Maintain Document Inventory List
- Prepare responses (2360 respcnses}%;/(@ 6 minutes:
- Query DIU date base (433 gueries'4: A& 20 minutes’
- SUBTOTEL HOURE
L] Other OFA Activities
- Text editing
- Maintain mailing lists
- Print malling labels
- STBTQOTAL HOURS
. TCTAL HOURS
. ¥exd processing assunrticns
- Purchase price S12,00C £/
- Useful life 3 years - $2,000 per year
- 2,00C hours per vear = $1.Z0 per hcuré;/
- S1.30 X 480 hours
CTHER RESCURCIS REQUIREIT
L) Telephcne lines ané long distance service for new
stzff including &t least ONe two-Iulton rotary
telephone {(expense not caliculated’
® FPurniture for new gtaff, including book shelves
for CFAh Realing Rocm {assumes that furniture
is available in AID or GSA inventory)
[ Indirect costs not calculatesd:
- Continued assistance by stwail in other offices
and bureaus
- hdditional on-line time on the TIC ZIS system
TOTAL DIRECT COSTS QOF ALTERNATIVE 2
1. Does not include £ringe benefics.
2. 25% of reguests fuilled with materials on hancd and 23% c¢f
search (see Exhi.it IV-3)

Department of State spend ister

k]
involves the werd processing

Ten percent of reguests recu ring a search.

Industry average with Government discount.

100% uti

h

Assumes lization of machine purposes.

response of which
comes to € minutes per response.

APPENDIX B(11)
EXHIBIT III-6

RESOURCE ASSUMFTIONS,

ALTERNATIVE &

10C hours
/ 236 heurs
14¢ hours
48C nours {z4% usace,

SCurs £2% usage’
i72¢ hours  (E7% usacs

(%3
-t
o
Lat

S62,72C

£illed by arn OFA

15 vpercent of the <ime

BEST AVAILABLE COPY b



CURRENT HANDBOOX GUIDANCE

Handbook 17, all offices and bureaus
nave a functional statement that may

or may not adéress the specific respon-
sibilities related tc responding to
public inquiries.

Handbook 17, Page 13~3, Paragraph 13E-12:

Or. referral from other AID offices, responds
to telerhone ané mail ingquiries Zfron the
American public anid the Congress relatinc

te the general activities ol AIL.

Handbook 17, Page 13-3, Paragraph 13C-1:

Receives, reviews, researches, coordinates,
ané oversees preparation of timely responses
to public inguiries filed under: (a) the
Freedon ol Infcrmation ACci; {b) %ne Privacy
Act; ané (c) Executive Order 11652, concerning
the declassification of AID documents ang
records.

APPENDIX B(12)

EXHIBIT III-7(1)

DRAFT CHANGES IN HANDBOOKS, ALTERNATIVE B
DRAFT CHANGES

The following statement will be added tc the
functional statement for each office ané bureau,
except for OPA:

“Subject office or bureau is responsizle Zfcr
cooperating with OPZ in assuring time
responses to public reguests. The o

bureau will:

5
i
y
i

)

'
ce cr

) aAnswer directly any reguests acdcéressed or
telephoned tc that office if the inicrmation
is recorded in that office or bureau.

) Refer inappropriately addressed regues=ss tc
OPA.

[ Responé to referrals from OPA whenever
saic¢ office or bureau is the meajor reposicery
of tne specific information reguirel o

answer the recuest.

. Keep OPA informed cf public es a
are important indicators of azzitul
ané of new publications ancd cecumernts held

oy that cffice or pureau.”

13B-13 will be amended to include the Iollowing
activities:

° "Operate a central telephone incuiries service
tc receive ané route or respond to inguiries
from the public.

. Conzrol (i.e., loc ané follow-:
appropriate action) the following
reguests:

- Written or telephone reguests adcdressed
tc OFA directly unless they are related
te CM, PN, routine passpeorts, Congressional
inguiries, or the persenal affairs of )
the Administrator or Deputy Administrator.
In addition, FQOIA, Privacy Ac:t, anc
EC 11652 reguests will nc: be handlecd
in O0ffice of the Director.

-
-

- Written or telephone regues:ts ref
to OPA by other offices anc purea
which are unable to provide an ap
response with information availab
that office or bureau.

0,

erre

riate
n

©

o

o]

ol
i

. Develop anéd keep on hand whatever documents
are needed to respond to the most cenerzl,
freguently received information reguests and
provide this information directly to the public.

. Maintain a current {(i.e., updated monthly) list
of Agency resources and records anc use the
list to refer all reguests that cannot be
answered by the general holdings of OPA."

This section will be amended to read as follows:

"Receives, reviews, researches, coordinates, ieggjess,
anc oversees preparaticn of timely respenses tc

public inguiries filed under: (a) the Freedom

of Informatieon Act; (b) the Privacy Ahct: and (c¢j
Executive Order 11652, concerning the declassiiication
of AID documents and records.”

BEST AVAILABLE CcOpy



CURRENT HAKDROOK GUIDANCE

4 Hanébook 17, Page 13-3, Paragraph 13C-2:
Researches and prepares timely responses to
mail inguiries received from the American public
ané/or from the Congress about the fcreign
assistance program and AID history, operations,

ané objectives.

wn

. Handpook 18, Part III, Page 2-1:

The range of services renderel by OFA is

reflected in its component organization units.

OPA is responsible for developinc public informe-
tion policies, preparing informational materials,
cisseminating information about the foreign
assistance program to the U.E. public, ané preparing
cerzeain informational materisals for internal

Agency distribution.

III, Pages

€. andbook 18, Part 10=1 t¢hrcugh
10-11, Chapter 1C, Public Access te AID
recorcs.

7. k new chapter on non-rOI: reguests will be

added tc Handbock 18, Part IZI.

ETSLE AEAIE A LI rrnry

APPENDIX B(13)

EXHIBIT III-7(2)

Omit this section. The responsibilities of
Inquiries Staff will be limited to handling
described ir Handbook 17, Page 13-3, Par

the Puklic
the recuests
agraph 13C-1.

This section will be changed tc say:

"The range of services renderec bv OPL is reflected

in its component organization units. OPZ is responsible
for developing public information policies, operating
a central telephcne inguiries service, contrelilinc all
reguests which come to its attention, responding
éirectly to reguests for general information, and
referring sp cific or technical reguests t¢ cther
offices ané bureaus which have primary access to the
records needec to provide the response. It also will
prepare informational materials for disiribuszion to
the public ané for internal Agency disgzribuzion.”

Tnis chaprer will

envelope anc lette' itgell. every reference in
i 1l be precec¢ei by the

cna....es 1s

be rewritten tc make expliciz =wnaz
-he "published rules" retitled "Public Access to AID
Records Under the Freedeorm ¢f Informzticn Act” reguire
that FOIR reguests must be mari as such on the
m:
+
t

\..hao‘_e* it
term "FOIA.
clea*l\' demark
Inguiries

Director |

u
B
v,
e
4]
"
]
«Q
c
1]
wn

.
To & 1
The purpose “0f these
the responsibilitie
Svafi (FPOIA regues n
nen-roIi

ts)
reguests) .
l be titied "Public Access to

"{i.e., Not Under FOIX.. The chapter
Zcllowinc sections:

The new chapter w‘
Recorés In General
will contair the
A "PURPQOSE

th rules ané procedures which

This chap
th non~FOIX recuests Irom

cove-“
the puk

POLICY

is of +the Agency =

It the poiicy of La
vy cite *he FOIx
er

o]

eguests whach
ordance wiznh
nonetheless,
These reguests

rules

e
3
2]
0

icy
do not specifically cite

. the published rules (regulation
responced to with care and
are not, however, covernes by
which govern the Zcna “icdg FOI

U
m

[N}

b
il
o
o
el
[
M g

dilig
the

w0~ et
[l
w0
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RESPONSIRILITIES

1. oer

OPA is responsible for controlling reguests that
come to its attention 1) directly, 2) by

appropri late referral, 3) from the Mail Room. It
is also responsible for providing direc:t responses
to cernercl reguests and for referring technical

anéd nichly specific guestions tc other offices

and bureaus for action.

2. Other Ofiices anc Bureaus

Other cffices and bureaus are responsible for:

. Answering directly reguests addressec or
telephoned to the office or bureau if the
reques.ec information is controllec by

that office or bureau.

. Referring inappropriately addressec reguests
to OPA.

. Respondince to referrals from OPA whenever
they are made.

[ Keepinc OPR informed of public inguiries

that are important indicators of putlic
ttitudes and of new publications anc document

held by that office or bureau.” ﬁ‘
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REQUEST
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APPENDIX B(14)

EXHIBIT III-8

FLOW CHART OF PROCEDURES FOR ALTERNATIVE E

FILL REQUEST.
LOG AND FILE

=

REQUEST ENTERS
OPA CONTROL INFORMATION
SYSTEM ON HAND?

PROCESS AS USUAL

PREPARE AND

CALL REFERRED
WITHOUT FURTHER

RETER AND

SEND RESPONSE CONTROL TRACK REQUEST
l KO

\J' i
TRACK REQUEST ]
|
|
I
!

( END

i.e., RELATED TC PM, 4, ROUTINE PASSPORTS, ES, LEG, OPA/PI? .
/

TELEPHONE REQUEST

TELEPHONE REQUEST)
FOR
PUBLIC
INFORMATION

OPA DIRECTLY?

RECEIVER
HANDLES CALL

END

REST A

VA

v

FORWARD CALL

PER CALLER

{OR TAKE MESSAGE

HABLE COPY

OPA PREFARES
WRITTEN REQUEST

V

REQUEST

CONTROLLED
FROM THIS
POINT ON




APPENDIX B(1l5)
EXHIBIT III-9(1)

STAFFING RESUMPTICNE
ALTERNATIVE =
1. TIME REQUIRED TC EANDLE TZILEPHCOWE REQUESTS .
. 176 calls per month currently received in OFA. This will triple over the nex:t vear
"as the telephone inguiry service becomes more publicized and is used as a defeul:
by the other offices and bureaus. EIstimate 52£ czlls per menth ©r 6336 per year.
Round to 6500 for calculzticn purpeses.
. The goal of Alternative E is to handle as many cells as possible with information

on hané. There are four possible outcomes fcr the calls received by OPA. These
are summarized in the table below:

Average Reguests
Time
Transier
without
message
o hand

message

messace and
ciiice

th X

0 )
¢ M

13
o]
13

REQUIRZID
S RZIQUIRED

QUIRZD*

Z. TINZ RECUIRED T EANDLI WRITTEN REQUEETS

[ Currently, 2300 recuests are received in OPL each vear. Thies will increase =v €30: 303 ¢
mail referrel tc DIC oy bureaus and offices will be referred +«¢ QF2 orn thig alzernativs.
Tetzl reguests received by COPA, then, will be 335C. DIC will process E53( reguveszs.

* Agzir, the objective c¢f Rlternazive B is t0 respcnd TC 28 MENY resuests as possiflie wi
materials on hand and provide contrcl for reguests referred to cther cifices and tureaus.
The chart below shows the outcomes and volumes ¢f the regues<ts *hat will be handliel =
tne Publiz Information Specialists:

reier withousz
send materials on hand

Refer by CPA to DIC

Refer to another office of
bureau

Receiveé by DIC from other % 25,500
sources

TOTAL MINUTES REQUIRED
F HOURS REQUIRED

REQUIRED*

*PTE = 2080 hours, less 160 hours leave, BC hours sick time, ané at 90% efiiciency

~+3C

REST AVAILABLE COPY



o

APPENDIX B(1l6)

EXHIBIT III-9(2)

Once the list is estadblished, it will take approximately three cdays Dper monih to

TIME BEQUIRTC TD MEINTREIN THE DOCUMENT INVENTORY IIST
°

meintain it.
.

TIME REQUIREMENTS SUMMARY (FTEs) GS § (DIC) &S - ¢

(3 days per month) X (12 months per vear) / l€56 work dave per year = .17 FTZ,GE 7.

(8]
N
T

Time recuired +“c handle telephene L4 T2
Time reguired to handle written reguests .58 Léc
ine reguired tc maintain Document L13
Inventory List

TOTAL TIME REQUIRED . 9¢ 1.3t

des steff time spent on telechene and written reguestis
red without contrel and time reguirsd te maintaln
cooment Inventery List.)

.



APPENDIX B(17)
EXHIBIT III-1l0

COTYER RESOURCE ASSUMPTIONS, ALTIRNRTIVE B

. One G5 9 Public Information Specialist (¢ $17,000)%/ £17,600
. Two G5 7 Public Informatior Specialists (& $14,000)%/ S2%,000

. Puplic Information Activities

- Mzinzain Document Inventory List 100 heurs

- 2./ : .3,/ -

- Prepazre respenses (710 responses)$r’ (8 € minutes;=— 71 hours
.

- SURTOTAL ROURS 171 hours (9% useage’
. Word processing assumptiolis:

- Purchase price $i5,00C ¢/

- Usefvl life 5 years - S3000 per vear

RTTUIRED

. Teleghone iines and charces for new ste ineluding
&T 122S8T Cne TWO-DULICR rotary teleshcne (expense
net calculactsd)

B

3

[ ]

- Continued assistance %3 staff in cther offices
anc bureaus

- LiZiticnazl con=-line time on the DIT IS svs+tenm
TCTAL DIFECT CCETE OF AITERKATIVE 2 S42,287
2. Does not include fringe benefits.
2. 25% of reguests filled with materials on handé (see Exhibit IV-9)
3. Department of State spencs 25 minutes per written response of which 12 percent of ths

time inveives the word processing eguipment. This comes to € minutes per respense.
4. Industry average with Government discounct.
5. assumes 100% utilization cf machine fcr other purposes.

BEST AVAILABLE COPY



CURRENT HANDBOOK GUIDANCE

Handbook 17, 2ll offices and bureaus

have a functional statement that mav or

may not address the specific responsibilities
relateé to responding to public inquiries.

Handbook 17, Page 13-3, Paragrapn 1i3E-13

On referral f£rom other RID
to telephone and mail ingud
publicz ané the Congress re
activities of AID.

offices, resoponds
ries Zfrom the American
azing to the genersl

Handbook 17, Page 13-3, Paragraph 13C-1:

keceives, reviews, researches, coordinates,
and oversees preparation of timely responses
t¢ public inguiries filecd under: {a) the
Freedom of Information Act: (b) the Privacy
Act; andé {(c) Executive Order 11652, concerning
the declassificarion of AID documents and
records.

Handbook 17, Page 13-3, Paragraph 13C-2:

Researches and prepares timely responses to mail
inguiries received from the American public
and/or from the Congress about the foreign
assistance program anc¢ AID history, operations,

186 objecti B -
ané objectives BESIAVAILABLE COPY

APPENDIX B(18)

EXHIBIT III-11(1)

DRAFT CHANGES IN HANDBOOXS, ALTEIRNATIVE

[#]

DRAFT CHANGES

The followingc statement will be addeé to the
functional statement for each office ané bureau,
except for OPA:

"Subject office or bureau is responsible £
cooperating with OP2 in assuring timely, &
responses to public reguests. The cffice
bureau will:

. Answer directly any reguesits addressed or
telepnoned to that cffice if the infcrmation
is recordeé in that office or bureau.

. Act as primary correspondence control point
and refer inappropriately addressed reguests
to other offices or bureaus irn acccrdance
with AID Bandbook 21, Parz II, IIZ. 2.

. Responé to referrals from other cfiices
ané¢ bureaus whenever subject cifice or
bureau is the mejer reposizery of <he
specific informaticn recuirel to answer
the reguest.

. Keer OPZ informed of public inguiries that
are important indicaters oI public at:itudes
and cf new publicaticns and documents
held by that cifice or bureau."

138-13 will be amended to include the fcllowing
activities:

. "Cperate & central tel
receive anc route ©I r
Irom the puklic.

intake service to

pond o inguiries

] Provide responses tc the following tipes of

reguests:

- Writter or teleghone reguests addiressed
C OPA directly urless they are related
«c CM, PM, routine passports, Congressional
inguiries, or the personal affairs of
the Administrator or Deputy Administrator.
In addition, FOIA, Privacsy AcCt, andé EC
11€52 recuests will not be handled in
0fiice of the Director.

- Written or *eleahone reguest for senenal

information referred by cther cffices
or bureaus.

- Respond to or route telephone reguests
referreéd to OFA by other niffices and
bureaus which are unatlc¢ e provide
an appropriate response with informaticn
available in that office or bureau.

. Develop andé keep on hané whatever documents
are needed to respond te the most general.,
frequently received irnformation recuests
anéd provide this information directly
to the public.”

This section will be amended to reac as Iollows:

"Receives, reviews, researches, coordinates, tegfens,
and oversees preparation of timely respcnses to

public inguiries filed under: ({(a) the Freedom

of Information Act; (b) the Privacv Act: and (¢!
Executive Order 11652, concerning the de:lassification
o AID documents and records.”

Omit this section. The reeponsib‘ities of +he
Public Inguiries Staff will be limiteé ¢ hancdl
the reguests described in Handbook 17, Page 13
Paracraph 13C-1.

ng
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CURRENT HANDBOOK GUIDANCE

Handboock 17, Page 20-10, Paragraph 20F-2.a.:

Supports DS technical offices, Geographic Bureaus,
cther 27D offices and collaborating institutions
by providing acress to stored technical and
experiential information; interprets regquests

fer information, routes substantive requests

tc DS technical experts for evaluative response,
makes comprehensive literature searches, ané
develops ocutreach programs through announcements,
catalogues, abstracts, ané other devices.

Hanébook 17, Page 20-10, Paragraph 20B.2.b.:

Aéministers the AID Development Information
Center which provides professional library

and reference services to technical information
Ziowing from DS and Geographic Bureau suppeorted
research activities. Makes available to Agency
personnel and perscanel cf collaborating development
zesistance instituticns, publications, abstracts
anc¢ microfiche records of documents prepared by
AID anc AID-supported institutions. Acguires
pertinent technical puklicatvions, periodicals,
né cther documents useful to AID personnel.

1]

s

Handpbook 17, Page 20-11, Paragraph 20F.2.i.:
Assists other DIV units and DS
the preparation of pibliograchi
decsigned tc bring the latest i
cdevelopment assistance to the a
cificials.

technical offices in
es and compenciums

Te ure in

Tt n of interested

Hancdbook 18, Part III, Pages 10-1 throucgh
10-21, Chapter 10, Pukbklic Access tc AID Records.

Handbook 18, Part III, Page 2-1:

The range of services rendereé by OPA is

reflected in its component organizacion units.

CF# is responsible for developing public information
policies, preparinc informational materials,
disseminating information about the foreign
assistance program to the U.S. public, and preparing
certain infcrmatzionzl materials for internal

Agency distributiocn.

BESTAVAMABLECOPY
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EXHIBIT III-11(2)

This section will be amended to reaé as fcollows:

"Supports DS technical offices, Geocraphic Bureaus,
other AID offices, collaborating instituzions,

ané the gerenal public by providinc access tc

stored technical and experiential informazicn:
interprets reguests for information, routes

requests to DS technical experts for evaluative
response, makes comprehensive literature searches.,
and develops outreach programs through announcements,
catzlogues, abstracts, and other devices.”

This section will be amenéed to readé as fcllows:

Administers the AID Development Informaticn Center
which provides professional librarv and reference
services to technical information flowinc from

DS anc Geographic Bureau supported research activities.
"Makes avallable to Agency personnel, personnel

oI collaborating development assistance inmszitutions
anc the gercral public, publications, abszracts,

and microiiche recorés of documents prepared
by AID and AlD-supported institutions. &cce
perzinent technical publications, periodice
anc¢ other documents useful +to AIL perscnn:el.

Tnis section will be amended to read as follows:

"Assists cther DIU units < chnical ofiices
in the preparation cf il aphies ang
compendiums designed to bring the latest liszerature
in development asgistance to the attenzicn of
interested officials. MNeintains a curreaz (i.e.,
updated mornthly) list of &ll agency ctut.icazicns
that are held in inventery for distribution andé

the locaticorn of that inventory.”

This chapcer will be rewritten tec make
that the "published rules" retitled "FPu
te AID Records Under the Treedom of Inf
Act” reguire that FOI2 reguests mus: De
such orn the envelope andé letter itse! '
reference in Chapter 10 to z public reguest will
be preceded by the term "FCIA." The rurpese of
thess changes is to clearly demark the responsizilities
of the Public Inguiries Staff (FOIX reguests!

and the 0fIice of the Director (non-FCIA reguests).

This section will be changed to say:

"The range c¢f services rendered by OPz is reflected
in its component organization units OFx is
responsible for developinc public infcrmaiion policies,
operatinc a central telephone inguiries service,
controlline all requests which are adéressei to OPA

by the public, responding directly to requests

for genetal information, ané referrinc svecific

or technicazl reguests to other offices ané bureaus
which have primary access tc the records needed

to provide the response. It alsec will prepare

generci{ informational materials for distribution

to the public and for internal Agency distribution.”

o
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EXHIBIT III-11(3)

CURRENT HANDBOOK GUIDANCE DRAFT CEANGES .
. E new chapter on non-FOIA requests will be The new chapter will be titled "Public Access to
acded to Handbeok 18, Part III. Records in General (i.e., Not Under FOIA)." The

chapter will contain the following sections:
A. "PURPOSE

This chapter sets forth rules ané procedures
which govern the processing of non-FOIA
requests from the public.

B. POLICY

It is the policy of the Agency that recuests
which de not specifically cite the FQOI2 in
accordance with the published rules (reculation
12) be, nonetheless, responded tc with care

and diligence. These reguests are not, how-
ever, governed by the strict rules which covern
the bena g«de FOIA reguests.

cC. RESPONSIBILITIES

. 21l offices and bureaus zre e
responsible fer controlliine w
and telephcne reguests that o
their attenticn 1) édirectly, ey
acprepriate referral, 3) from the Mail
Room. They are respeonsible for providing
direct responses to recuests ICcr ceneral
technical and highly specific cuestions
when the records which centain this in-
formation is heléd by the office or bureau.
When the information is locztel else-
where, the regquest may be referrei for
action but control remaine in the
criginating office or bureau.

em
waa
5 -

114

2
er

re

[SE¢IRERI¢]

. All offices anéd bureaus are all respon-
sible for establishincg a central control
point and designating a2 Correspornience
Coordimator to manage correspondsnce
irn accordance with Handbook 21, Part III
ID. 2.3.

. All offices and bureaus mus:t T
requests that are referred ape
from other offices and bureaus

. All offices and bureaus should keep CPA
informed of public inguiries tha:t are
important indicators of public azzitudes,

[ A1l ofZices and bureaus should keep DIC

informeé¢ ¢f new publications ané documents
held by that office or bureau."

BEST AVAILABLE COFY
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APPENDIX B(21)

EXHIBIT ITII-12

FLOW CHART OF PROCEDURES FOR ALTERNATIVE C

FORWARD
TO
ADDRESSEE

BELOW BUREARU
OR OFFICE

CONTROL REQUEST
AT BUREAU
OR OFFICE LEVEL

FORWARD TO CC*
IN
BUREAU OR OFFIC1

ADDRESSEE
APPROPRIATE ?

/

REVIEW INVENTORY

CONTROL LIST
AND

QTHER SOURCES

v

IDENTIFY
ASSIGNEE
AND
ROUTE

s
ASSIGNEE
AFPPOPRIATE 2

PREFARE AND SEND
RESPONSE

:Qllllllllllllllllllll-_
S SEND COPY OF H
2 REQUIREMFNTS %
< AND RESPONSIBI- £

H

L1
o]
0
<]
"
i
—~
[2]
0

)

PEEPARE
AND
SEND RESPOMHSE:
NOTIFY CC
nF ACTION

TELEFHONE REQUEST

TELEPHONE REQUEST
FOR
PUBLIC
INFORMATION

RECEIVER
HANDLES
CALL

TORWARD TALL
OR TAKE MESSAGE.
PEZR CALLER

CALL
REFERRED?

CALL
TRANFERRED TO
OPA

@«

OPA PREPARES

WRITTEN REQUEST

IDENTIFY
APPROPRIATE
BUREAU
OR
OFFICE




1

[N}

TIME

APPENDIX B (22)
EXHIBIT III-13(1)

STRFFTING ASSUMPTIONS
ALTERNATIVZ C

REQUIRED TO HANDLE TELEPHONE REQUESTS

176 czlls per meonth currently received in OFA. This will triple over the next vear
as the telephone inguiry service becomes more publicized and is usecd as a default by
the other cffices and bureaus. Estimate 528 calls per month or €236 per vear.

Rouné to €500 for calculation purposes.

The goal of Alternative C is to handle as many calls as possible with information
on hand. There are four possible ocutcomes for the calls received by OFA. These
re summarized and analyzed in the table below:

Averzce
Time

Transier or refer call
without control

message
on hand

Take 2 written message and
refer to 2IC for response

Take & writter message
and refer tc ancther office
for response

TOTAL MIKUTZS REQUIRED

TIME REQUIRED TC HANDLE WRITTEN PEQUESTS

® Currently, 2500 reguests are received in OPR each year. This will remairn -elea<ively scnstan
under Alternative C. CDIU/DIC will receive aprroximatelv 120( recuests from sources c=her
than OPZ.

® Acein, the objective of Alternative C iz <o respend tc as many Tecues:s af possible wish
materials on hand. The chart below shows the cutcomes and volumes c¢f <he reguests that will

be handied by the DPublic Information Specizlists.

Average

Time

Send materials on harnd ' 11,628

Refer by OPA to DIC 12,000

24,000 24,000

Refer to another office or 12,000
bureau .

Received from other sources 3€,000
ry DIC

TOTAL MINUTES REQUIRED ) 96,350
STAFF HOURS REQUIRED

FTEs REQUIRED*

*

I3

TE

= 2080 hours, less 160 hours leave, 8C hours sick time, and at 90% efficiency
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o

TIME REQUIRED TO MAINTAIN THE DOCUMENT INVENTORY LIST

° Once the list is
to maintzin it.

° (3 days per month) ¥ (12 months per year) / 1656 work days per

TIME REQUIREMFNTS STUDY

established, it will take approximately ¢

. Time required to

° Time reguired to

° Time reguired o
reguests

° Time reguired o
e
List

(FTES) GS S
handle telephone reguests .39
open and route invalidly —
handle other written .60
maintain Documen: Inventory .17

1.1¢

referred

Irvent

APPENDIX B(23)

EXHIBIT III-13(2)

per month

= .17 FTE, Gs ¢&.

o+
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EXHIBIT III-14

CTEER RESCURCE ASSUMPTIONS, ALTEIRNATIVE C

PERSONNEL REQUIREMENTS

° One GS 9 Public Information Specialist (& $17,000)i/ $37,000

. One GS 7 Public Information Specialist (& $14,000)1/ $14,00¢

L] Maintain Document Inventcry List . 100 hours
. Word srocessinc machine time will be acguired fror
cther ofiices at nc additional cos} o AlID
(i.e, utilization of sunk costs).Z Nene
CTEZZIR FEESOURCIS REQUIRED
. Telerhone lines for new s+zff includinc at least
one two-button rotary telephone {expense not caiculated)
. iture for new staff, includinc book shelves
CPx Reazding Roonm {assumes that furnizture is
lazie in RIC or GSi inventery:
® incdirect costs not calculezed
- Centinued assistance by steff in cther cffices
and burezus
. - A4ccitionel on-line =ime or the DIS systerm None
TOTAL DIRECT COSTE OF 22 TERNZTIVI C §31,000
z. Does not include Iringe benefits

3]
'h
ot
iy
o
=
3]
‘0
s
@
3
D
)
i
I
o
Ja
0
I3

ers to costs which wguld be incurreé regardless
activities in cuestion

~
(¢
[

BEST AVAILABLE COPY
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APPENDIX C(1)

. STANDARD LOGGING AND FILING INSTRUCTIONS

Currently, Handbook 21 reguires that:

"Each office is responsible for establishing and
implementing internal controls and procedures to
assure prompt attention to all action communica-
tions. Forms AID 3-27: Communications Log, and

AID 3-29: Communications Control Card, may be used
for this purpose." *

This guidance will continue to be valid, regardless of the alternative
selected. 1In addition, the office(s) which are designated as the central
control point(s) will be required to use a more formal control system,
similar to the one described below.

1. OVERALL RESPONSIBILITY

KHeads of the office(s) assigned primary responsibility for the control

of public requests for information are personally responsible for

assuring that prompt and responsive action is taken for all incoming
ommunications. They are further responsible for ensuring that the
ntrol system described below operates efficiently and effectively.

2. APPLICABILITY

The communication control system is used for all written requests that
come to the attention of the primary correspondence control point(s),
including telephone requests that have been converted to written requests.

3. CONTROL RESPONSIBILITY

The Public Information Specialist or Correspondence Coordinator deter-
mines the types of communications requiring control and acts as the
primary control point by:

. Determining proper action responsibility

° Assigning appropriate response due dates

° Following up and expediting action on overdue communications

The action officer promptly informs the Public Information Specialist
or Correspondence Coordinator when reply due dates cannot be met, when

. Handbook 21, Part II




APPENDIX C(2)

he use of an interim reply is advisable, or when the action respon-
ibility must be transferred to another office.

4. FOLLOW UP OF OVERDUE REPLIES

A control system is no better than the diligente and effectiveness of
follow up procedures. Follow up ensures compliance with response time
standards and, ultimately, is the personal responsibility of the super-
visors and heads of offices at all organizational levels. Follow up
must be continuous and systemmatic. It includes identifying and re-
solving problems which delay the preparation of replies, and sending
interim replies when necessary. Staff meeting agendas in the office(s)
with primary responsibility for controlling requests should always
include a discussion of the status of overdue communications.

° Report On Overdue Communications: A semimonthly report on
all overdue requests will be prepared by the Public Informa-
tion Specialist or Correspondence Coordinator. Exhibit C-I
is an example of the report. The report shows the type and
subject of each reguest, the date of receipt, the name of
the action office or action officer, the overdue period,
and the status of the reply action. Copies of the report
will also be distributed to all action offices and officers
with responsibility for overdue requests.

. ® Personal Follow Up By The Office Head: The Public Information
Specialist or Correspondence Coordinator contacts each office
and officer holding overdue requests, as the due date arrives.
The reason for the delay will be determined and procedures to
expedite the response will be identified. The office heads
of the primary control points must be kept informed of the
status of unanswered referred reguests and must initiate
effective corrective action to eliminate serious backlogs.

5. CONTROL METHODS, FORMS, AND PROCEDURES

This section describes methods for controlling action requests (either
letters or telephone requests recorded on the Telephone Referral Record
described below). Existing AID forms described in this section are
available from SER/MO/PAV.

14

Opticnal form 102(4-75) is the basic tool used in this control system.
A copy of the form is shown in Exhibit ¢-11. The form is utilized as
follows:

a. Fill out the form, indicating the referring office, subject,
date of referral, office referred to, date reply due.

b. Attach the first three copies to the original request and

forward to the action office. If uncertain that the correct
action office has been identified, verify by telephone before
routing.

Y



STATUS REPCRT:

EXHIBIT C-I

SAMPLE REPORT ON OVERDUE REFERRALS

REQUESTS REFERRED

CONTROL
NUMBER

SUBJECT

DATE REC'd ACTION OFFICE
DATE REF'd ACTION OFFICER

DUE DATE

G5

Fteles oo
‘Z/(;Z/f{/c"ﬁf«’

JT UL Gl
Vilal
A

Rrsf5e | g i
;C/&Z/éz' :13&;

o
é:;i; S

Ry
,-7/:/:"-'

: jy?)/“T/'
-~ £ -

DATE OF REPORT:

3/ e/ %

-

PREPARED BY: ,:/ \//77,(,/,(/

BEST AVAILABLE COPY
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c. File the fourth copy in a suspense file by date action is

due
. d. At the beginning of each working day, remove the fourth
copy from the suspense file for the current date. Tele-
phone the action office to determine the status of the
response. If the due date is extended, write the new date
on the fourth copy and refile according to the revised due
- date.

€. When the action is completed, the original control record
is returned with a copy of the original request and a copy
of the response, if appropriate. Ensure that the type of
action is noted on the original control record and file the
control record by action office, by date of the request (i.e.,
in chronological order according to the pre-printed control
number on the upper right corner of the control record).
Clip the fourth copy from the suspense file to the original
request and file these in chronological order.*

f. The completed action, files are to be maintained for one year.
After one year, they can be destroyed or filed in a dead file.

When the action reguest and the original control record are received

by an action officer, the cfficer determines the feasibility of complet-
ing the action within the assigned reply time. When it is decided that
ore time is needed, the action officer consults the Public Information

qucialist or Correspondence Coordinator about extending the due date.

f the requested information is not available in the action office,

the control point is notified and arrangements are made for referring

the request elsewhere. When the action has been completed, the action

officer notes the action taken on the bottom of the original control

record; the second and third copies can be kept on file in the action

office, if desired. The original request and the original control

record are returned to the control point.

6. TELEPHCONE REFERRAL RECORD

When a telephone request is received at a primary correspondence control
point (in all three alternatives, this activity is in OPA), the request
can be transferred or a written reguest can be prepared. If a written
request is necessary and desired by the caller, a one part Telephone
Referral Record is. completed and is then handled as if it were mail.

A copy of this form is shown in Exhibit C-III.

* These records are not to be filed by the name of the reguestor. To
do so creates a "system of records" under the Privacy Act and adds
unnecessary reporting burdens to the staff.



EXHIBIT C-II

OPTIONAL FORM 102(4-75)

o un__]_

1978

CGOVERIRMLMT PRIBITING OFTICE

NO CARBON PAPER REQUIRED

COMMUNICATIONS DATE RECEIVED oz A0
CONTROL RECORD A - T T -
FROM
SUBJECT _
RFRD
DATE
DATE REPLY DUE DATE REPLY SENT PREPARE REPLY FOR SIGNATURE OF
1 —_—
1—LOCATOR COPY 50102101 OPTIONAL FORM 102 (4—75) i
GSA FPMR (41 CFR) 101—113
_ 50102—101 QOPTIONAL FORM 102 (4—78) —_
2—FOLLOWUP COPY CSA PN 161 CFI 101113
|
50102—101 QPTIONAL FORM 102 (4-~-7T5)
3—~FOLLOWUP COPY GSA FPMR 141 CFR) 101 =313
I
4—RECORD COPY 50102—101 OPTIONAL FORM 102 (4-75)

GSA FPMR (41 CFRY 10t —11.3

W



EXHIBIT C-III

TELEPHONE REFERRAL RECORD

TELEPHONE REFERRAL RECORD

CONTROL NO.

REQUESTOR'S NAME

AFFILIATION

DATE OF REQUEST

STREET ADDRESS

CITY, STATE, ZIP CODE

§ 7~ONE NO. (Ares Code)

DOCUMENT ID

DISPOSITION

REFERRED TO

RESPONSE DUE

REQUEST TAKEN BY:

NATURE OF REQUEST (Be as specific as possible)
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. PERIODIC REPORTS

The new operation will require that a number of periodic workload
reports be made so that the performance, adequacy of staff, and
referral patterns are continually assessed. Three major reports
are required, although the specific content of the forms will vary
depending upon the alternative selected:

. Daily summary of telephone worklocad: This log will make
a brief notation of every call received, regardless of
whether or not the call is developed into a written re-
quest and controlled to completion. This will provide
an indication of how well the telephone advertising cam-
paign is doing, of the adeguacy of staff ability to make
appropriate referrals, and of the overall performance
of the central telephone inguiry service. A sample of
log is shown in Exhibit C-IV.

° Daily summary of mail reviewed and processed: This log
will make a brief notation of every piece of mail re-
ceived, regardless of how the mail is eventually processed.
It will allow OPA to review (over time) the adequacy of
its materials on hand, and the referral burden on other
offices and bureaus. A sample of this form is shown in

. Exhibit C-V.

° Monthly report of activity: This will allow top management
to determine easily how well the public information functio
is being performed and what degree of problem, if any is
being created by delingquent referrals. A sample of this
report is shown in Exhibit C-VI.

n



EXHIBIT C-IV

DAILY TELEPHONE ACTIVITY*

DAILY TELEPHONE ACTIVITY LOG DATE: /)/,Z7CA}0
TOTALS

Calls satisfied with materials on hand ™ 0 A /74 1. FY

Calls requiring search by OPA /L ) 2. 7

Calls referred out of QOPA

Referred without Referred with
Control Control

AFR

AG
ASIA
CM

DM
DS/DIC
DS--other
ES

FM

GC

IIA
LAC
LEG
QEQ
OPA
PDC

M

PPC
QOther

TOTAL A /)

4. TOTAL CALLS PER DAY

* This form will be slightly different depending on which alternative is
selected.



anibil L=y

DAILY MAIL REVIEW LOG*

DAILY MAIL REVIEW LOG DATE: 4/22j2/¢ﬁa

TOTALS

Total Mail Received and Reviewed

A. Proper Address ZZ

B. Invalid Address 70 1, 9/

Non-request Mail Referred Without Control: '

™ Y A 2. /6

‘Mail Referred Out of OPA

Referred With Control Referred Without
Controls

AFR

AG

ASIA

CM

DM
DS/DIC
DS/Other
ES

M

GC

I7A

LAC

LEG

QOEOQ

obPaA

PDC

PM /1~
PPC

Other Stk

Fo/R

A: /d
. Requests Satisfied With Materials On Hand

I ON SN T M TR N

. Requests Requiring Additional Searches

o S

Totals for items 2,3,4,5, and 6 should equal item 1.




EXHIBIT C~VI
MONTHLY REPORT*

MINTHLY REPORT

Total pieces of mail opened )291
(summary of item 1, DMRL)

Total telephone calls answered ‘7ZC
(summary of item 4, DTAL)

Total contacts with public /»lvl
(1+2)

Number and percent of requests $§7 5
handled with materials on hand

(summary of item 1 DTAL, and

item 4 DMRL, divided by item

3 above to obtain percentage)

Number and percent of requests
requiring OPA search (summary
of item 2 DTAL and item 5 DMRL,
divided by item 5 above to
obtain percentage)

Number and percent of requests
referred with control (summary
of items 3B DTAL, and 3A DMRL,
divided by item 3 above to obtain
percentage

Number and percent of requests
referred without Control (summary
of item 3A DTAL and items 2 and
5B DMRL divided by item 3 above
to obtain percentage)

Number of referred responses that are overdue

/ Sdays Z 10days / more than 10 davs

* This form will be slightly different depending on which alternative is 5618Cte§§
4
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APPENDIX D(1)

ALTERNATIVE A

JOB TITLE: Public Information Specialist (GS 9)
ORGANIZATION: Public Inquiries Staff, OPA
JOB PURPOSE: To coordinate and prepare AID's responses to

non-FOIA requests and to telephone reguests
from the public.

JOB DUTIES:

1.

Maintains familiarity with the functional responsibilities
of all AID organizational units. This includes maintaining
a working relationship with the designated Correspondence
Coordinator in each office and bureau.

Develops and maintains a Document Inventory List which
lists the titles, guantities, and physical location of
all current AID publications (not including the DIC holdings).

Originates, searches, locates, refers, reproduces, and
otherwise develops and procures the responses to non-FOIA
reguests for information from the public. Assures the
timeliness of replies, including tracking and following to
resolution all requests referred out of OPA for action.

Contributes to the development and maintenance of the

AID Reading Room. The Reading Room is the ultimate
responsibility of the FOIA officer, but the Public Information
Specialist will help collect materials, maintain stock,

write or compile new materials for the reading room, and
otherwise contribute to its smooth operation.

Becomes knowledgeable about the holdings of the DIC and,
in particular, learns to use the automated retrieval
equipment in DIC which is the source of many responses
to public inguiries. '

Prepares monthly statistical reports summarizing the number
of public requests, the nature of the request, and the
manner in which a response was made.

Supervises the performance of the GS 7 non-FOIA staff
in the Public Inquiries Staff.

Assists in preparing FOIA responses, as availlable time
permits.
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Provides feedback to OPA staff concerning public needs,
e.g., new brochures, reprints, publication updates.

CONTROLS OVER WORK:

Works under minimal supervision. Reports to the Chief, Public
Inquiries Staff.

POSITION REQUIREMENTS:

lb

2.

Demonstrated skills in library research, records management,

and administration of small staffs.

Demonstrated ability to operate a computer terminal in
an interactive mode with a complex data base.

Comprehensive knowledge of the functional responsibilities
of the AID organization, of foreign economic assistance
and U.S. foreign policy in general, and of AID's policies,
projects, procedures, and history.

Diplomacy and tact in dealing with diverse individuals
under time pressures and conflicting commitments.

Ability to write clearly and effectively about a range
of general topics related to AID's policies, history,
and activities.



APPENDIX D(3)

ALTERNATIVE A

JOB TITLE: Public Information Specialist (GS 7)
ORGANIZATION: Public Inquiries Staff, OPA
JOB PURPOSE: To support the public information responsibility

by operating a central telephone inguiry service
and by reviewing requests from the public.

JOB DUTIES:

1.

3.

Operates the AID telephone inquiry service and either directs
callers to the appropriate source of information or prepares
a written request for attention by the Public Information
Specialist (GS 9). ‘ :

Reviews all mail from the SER/MO Mail Room which does not
have a valid address and makes a determination about the
appropriate referral for the letter. 1Isolates non-FOIA
requests from the public for attention by the Public
Information Specialist (GS 9).

Prepares responses to public requests that can be answered
by information on hand in OPA's Reading Room.

CONTROLS OVER WORK:

Works under the direct supervision of the Public Information
Specialist (GS 9) with ultimate responsibility to the Chief,
Public Inquiries Staff.

POSITION REQUIREMENTS:

Ability to deal with the public in a courteous, efficient,
and productive manner.

Ability to operate word processing eguipment.

Ability to administer a logging, filing, and tracking system.
Ability to use discretion in routing mail and telephone
inguiries and in preparing responses from materials on

hand in the OPA Reading Room.

Overall knowledge of foreign assistance policies and programs,

AID policies and procedures, and the organization and history
of AID.
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ALTERNATIVE B

JOB TITLE: Public Information Specialists (GS 7)
ORGANIZATION: Office of the Director, OPA
JOB PURPOSE: To coordinate and manage AID's responses to

non-FOIA requests and to telephone requests
from the public.

JOB DUTIES:

1.

Maintains familiarity with the functional responsibilities

of all AID organizational units. This includes maintaining
a2 working relationship with the designated Correspondence
Coordinator in each office and bureau.

Develops and maintains a Document Inventory List which lists
the titles, guantities, and physical location of all
current AID publications (not including the DIC holdings).

Contributes to the development and maintenance of a
modest AID Reading Room. The Reading Room is the ultimate
responsibility of the FOIA Officer, but this individual
will assure that general documents and brochures are
prepared in response to frequent requests and that
adequate inventories are on hand.

Reviews reguests that come to the attention of OPA and
determines the appropriate course of action:

® Refers the regquest to PM, CM, State, ES, LEG or
the OPA/PI staff without further control

o Refers the request to the AID office or bureau with
cognizance over the material and follows up on the
reqgquest to be sure that a response is made

® Sends a response with information on hand

Operates the AID telephone inquiry service and either directs
callers to the appropriate source of information or prepares
a written request. These latter reguests are handled in

the same manner as written reguests (item 4, above).

Prepares monthly statistical reports summarizing the number
of public requests, the nature of the request, and the manner
in which a response was made.
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CONTROLS OVER WORK:

Works under the direct supervision of Deputy Director of OPA.

POSITION REQUIREMENTS:

1. Ability to deal with the public in a courteous, efficient,
and productive manner; diplomacy and tact in dealing
with diverse individuals under time pressures and conflicting

commitments.
2. Ability to operate word processing eguipment.
3. Ability to administer a logging, filing, and tracking system.
4. Ability to use discretion in routing mail and telephone

inquiries and in preparing responses from materials on
hand in the OPA Reading Roomn.

5. Comprehensive knowledge of the functional responsibilities
of the AID organization, of foreign economic assistance
and U.S. foreign policy in general, and of AID's policies,
projects, procedures, and history.
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ALTERNATIVE B

JOB TITLE: Technical Information Specialist (GS 9)
ORGANIZATION: Development Information Centers (DS/DIU/DIC)
JOB PURPOSE: To review library holdings to prepare responses

to non-FOIA reguests from the public.

JOB DUTIES:

1. Maintains familiarity with the functional responsibilities
of all AID organizational units.

2. Originates, searches, locates, reproduces, and otherwise
develops and procures the responses to non-rFOIA reguests
for which no other AID office or bureau has available
records.

3. Becomes knowledgeable about the holdings of the DIC and,
in particular, learns to use the automated retrieval equipment
in DIC which is the source of many responses to public inquiries.

4, Assists in other library duties, as time permits.

5. Maintains close contact with Public Information Specialist
(GS 7) in OPA to optimize the rescurces employved in
satisfying public inquiries.

CONTROLS OVER WORK:

Works under minimal supervision. Reports to the DIC Chief
Librarian.

POSITION REQUIREMENTS:

1. Demonstrated skills in library research, and records management.

2. eDemonstrated ability to operate a computer terminal in an
Yinteractive mode with a complex data base.

3. Comprehensive knowledge of the functional responsibilities of
the AID organization, of foreign economic assistance and U.S.
foreign policy in general, and of AID's policies, projects,
procedures, and history.

4, Diplomacy and tact in dealing with diverse individuals under
time pressures and conflicting commitmrents.
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ALTERNATIVE C

JOB TITLE: Public Information Specialist (GS 7)
ORGANIZATION: Office of the Director, OPA
JOB PURPOSE: To support the public information responsibility

by operating a central telephone inguiry service
and by providing general readily available
information about AID.

JOB DUTIES:

1.

Operates the AID telephone inquiry service and either directs
callers to the appropriate source of information or prepares

a written request to be referred to the appropriate location

in the agency.

Prepares responses to public regquests that can be answered by
information on hand in OPA.

Controls requests for information when the information is
contained in records held primarily by OPA.

CONTROLS OVER WORK:

Works under the direct supervision of the Deputy Director of
Office of Public Affairs.

POSITION REQUIREMENTS:

1.

Ability to deal with the public in a courteous, efficient,
and productive manner. "

Ability to use discretion in routing mail and telephone
inquiries and in preparing responses from materials on hand
in the OPA Reading Room.

Ability to operate a modest interoffice control system for
logging, filing, and tracking interoffice reguests.
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ALTERNATIVE C

JOB TITLE: Technical Information Specialist (GS 9)
ORGANIZATION: Development Information Center (DS/DIU/DIC)
JOB PURPOSE: To provide responses to requests for information

from the public.

JOB DUTIES:

1.

6.

Maintains familiarity with the functional responsibilities
of all AID organizational units.

Develops and maintains a Document Inventory List which lists
the titles, gquantities, and physical location of all
current AID publications (not to duplicate the DIC holdings).

Originates, searches,; locates, reproduces, and otherwise
develops and procures the responses to non-FOIA reguests
for which no other AID office or bureau has available records.

Becomes knowledgeable about the holdings of the DIC and, in
particular, learns to use the automated retrieval eguipment
in DIC which is the source of many responses to pubklic
inguiries.

Prepares monthly statistical reports summarizing the number
of public reguests, the nature of the request, and the manner
in which a response was made.

Assists in other library duties as time permits.

CONTROLS OVER WORK:

Works under minimal supervision. Reports to the DIC Chief Librarian.

POSITION REQUIREMENTS:

1.

2.

Demonstrated skills in library research, and records management.

Demonstrated ability to operate a computer terminal in an
interactive mode with a complex data base.

Comprehensive knowledge of the functional responsibilities of
the AID organization, of foreign economic assistance and

U.S. foreign policy in general, and of AID's policies, projects,
procedures, and history. ‘

s
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Diplomacy and tact in dealing with diverse individuals
under time pressures and conflicting commitments.
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A. OTHER ALTERNATIVES CONSIDERED BRIEFLY

The three alternatives described in Part A represent what we
believe are the most viable and acceptable choices. There
are, in addition, several other choices which were considered
during the course of the study and rejected for a number of
reasons. To spare the reader the chore of envisioning these
options and weighing their pros and cons, we will discuss each
of these rejected alternatives briefly and present the reasons
for the rejection.

1. TWO ALTERNATIVES INVOLVING THE OFFICE OF THE EXECUTIVE
SECRETARY WERE CONSIDERED

Within AID, ES operates a well-established, highly respected,

and effective system for routing requests for information and
controlling requests to assure that appropriate timely action

is taken. From the outset of the study, ES loomed as a potential
candidate for taking on additional responsibility for all

public requests. On the surface, it seems an easy solution to
simply expand upon a system that already works well and is
familiar to most staff throughout the Agency. Two alternatives
were considered and rejected for the reasons described below:

(1) Central Control In ES And Response Preparation In The
Other Offices And Bureaus In Aid

Under this alternative, ES would simply take on responsi-
bility for controlling all regquests from the public, in
addition to those addressed to the Administrator or Deputy
Administrator (the current limit of their responsibility).
All public reguests would be routed to ES, action respon-
sibility would be determined there, and the reguest and
dreaded "buck" slip would be routed to the appropriate
office or bureau. Follow-up would be accomplished as it
is now, lending ES's considerable clout to the effort.

As now, ES would have no response preparation responsibility
but, instead, would rely on other Agency staff to prepare
the response.

This alternative has considerable intuitive appeal. Unfor-
tunately, it fails to recognize that the most time-~consuming
and difficult sub~function in the public information process is
response preparation, not control. Under this alternative, the
burden on the other offices and bureaus would not decrease,
since ES does not prepare any responses directly. 1In
particular, the burden on OPA and DIC would not decrease

and might even increase (e.g. time pressure). Because

one major objective of the study was to provide some relief

to these two staffs, this alternative was eliminated from
serious consideration.
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(2) Central Control And Service Delivery In ES

Having rejected the prior alternative because it fails to
provide ES with response preparation capability, one is forced
to consider an alternative in which ES is provided with
that capability. At first glance, it appears that staff and
responsibilities proposed for OPA in Alternative A can be
simply transplanted into ES, thereby avoiding the brutal
transition period always experienced in setting up entirely

- new procedures. This would almost double the amount of
requests handled by ES each year (including telephone
requests) .

If this option were selected, it would be logical to
perform the response preparation sub-activity for ES's
traditional mail as well as for the other reqguests

from the general public. The level of staff now pro-
posed, to perform response preparation in Alternative A,

would be inadeguate to service these combined reguests.
Thus, cne of two situations would occur:

° ES would be forced to maintain an artificial
distinction between their traditional work-
load (i.e. requests addressed to the
Administrator or Deputy) and other reguests
from the public providing service for the
latter but not the former.

° ES would regquire additional response preparation
staff.

Perhaps most important, ES has expressed very little interest

in assuming an enlarged responsibility under any possible

option. It now has a well-defined, smoothly operating system
that is directly related to the larger mission of the ES--serv-
ing the Administrator and the Deputy. The additional respon-
sibility of serving the public in general would be a distraction,
not well integrated with overall office priorities.

2. AS THE LARGEST REPOSITORY OF INFORMATION IN AID, DIC IS A
LOGICAL CANDIDATE FOR RESPONDING TO PUBLIC REQUESTS FOR
INFORMATION

From the beginning of the study, DIC was a serious contender for

this new responsibility. Two factors make DIC an attractive
choice:

] DIC has the largest single repository of information
in AID. Many--although certainly not all--questions

raised by the public can be answered by information
available through the library.

o



dad b Aol Lo dw (D)

e As part of its ongoing acgquisition process, DIC

is very familiar with the document holdings of

other offices and bureaus throughout the Agency. Thus,
. when DIC itself was unable to provide a response,

it would be in a good position to make an informed
referral elsewhere for action. Because of these
compelling advantages, this alternative was proposed
to the project steering committee during the sixth
week of the study. After lengthy, and lively dis-
cussion, the alternative was rejected for several
reasons: :

- DIC's major mission is to serve LDC, PVO, AID/W,
and mission staff. The library has developed
its holdings specifically to meet the unique
needs of professionals in these very specialized
areas. Although members of the general public
are alsoc -sometimes interested in similar in-
formation, the librarv is not eguipped to pro-
vide the wide range of general information
(including answers to policy guestions) the
public desires.

- The library maintains working and reference
copies on thousands of documents and also
maintains several off-site development inventories
of documents often requested by the professionals
they serve. They do not have the space, how-
. ever, to stock bulk copies of the more general
literature frequently used to reply tc the public.

Most important, however, is a strong feeling among
library staff that dealing with the public is a ~
very different and somewhat distracting experience.
They do not feel that services to both the development
assistance community and the public are easily wedded,
and they are concerned that adding a new role may
compromise their ability to perform the o0ld one well.
Although DIC is very willing to provide some support
to the public information activity, it does not want

this activity to compete with or override its
traditional purpose.

3. A SYSTEM ANALOGOUS TO THE STATE DEPARTMENT's OFFICE OF PUBLIC
COMMUNICATIONS WAS ALSO CONSIDERED

The State Department's Office of Public Communications enjoys a
good reputation among the AID staff.
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This system was examined carefully to determine how, if at all,
the AID system might replicate its success. As described in
Chapter III, their system is highly automated and processes four
to five times as many requests {(mail and telephone) as OPA.
Alternative A incorporates some features of the State Department
model, i.e. reviewing invalidly addressed mail, developing better

shelf resources, establishing a central telephone inguiries services.

The major feature of the State Department model --the automated
letter writing system--was rejected for two reasons:

o The volume of requests in OPA is not adequate.
to justify the expense of developing and
operating the system.

° More important, the types of requests received
by AID vary widely and do not lend themselves
t0 standard, uniform responses.

Thus, the choices faced by top AID management are varied and
complex. Alternatives that seem logical and simple, are not
so. Alternatives that bear the weight of scrutiny also are
beset by important disadvantages. Morever, other alternatives
besides the three suggested and the four rejected in this
Chapter exist. New alternatives can be created by changing

any feature of the alternatives described here. We believe,
however, that the three with the highest probability of success
have been identified. 1In Chapter V, these three are ranked

and recommendations for implementation are provided.
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F. IMPLEMENTATION PLAN

Regardless of the alternative selected, 14 tasks would be
required before implementation can occur. Exhibit F-I lists
these tasks and shows that between four and five months would

be required to launch the new procedures, with Alternative C
being slightly less time-consuming. Exhibit F-II provides
estimates of the level of effort (in terms of person-weeks¥*)
required for each alternative, by task. As might be expected,
Alternative A reguires the most investment in start-up, although
not substantially more than Alternative B or C.

The 14 tasks listed in the exhibits are discussed below and
the major differences among the alternatives are highlighted:

(1) Select Preferred Alternative

The first task is for the top AID management to select

an alternative or some hybrid alternative. This would
require circulation of the final report to all interested
parties for comments and recommendations. Very little

action can take place on the other tasks until decisive
action is taken on this one.

Approximately two weeks are allocated for this task and
up to 20 top managers would be involved in the review and
comment process. The resources required for this task

do not vary by alternative.

(2) Draft Handbook Changes

Once the alternative has been selected, the reguired
Handbook changes will be drafted using the suggestions

in this report as a point of departure. This task,

which also does not vary by alternative, will reguire

the skills of a writer and a secretary; management personnel
will be needed to direct and review the changes. The
elapsed time is one month and level of effort is four

weeks for all alternatives.

(3) Obtain Approval For Handbook Changes

Once the new guidance is drafted, it must be disseminated
to all interested parties for review and comment.
Interested parties will be given three weeks to prepare
written comments and these will be consolidated into the
Handbook changes, as appropriate. This process is more

or less identical for all alternatives and requires

an estimated month and one-half elapsed time and 30 person-
weeks.

. * These person weeks are not converted to dollars because the

individuals involved have a wide range of salaries.
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(4) Prepare Position Descriptions

Concurrent with the drafting of Handbook changes, work

can begin on drafting position descriptions for the re-
quired new staff. These descriptions will include the
purpose of the position, primary duties, level of super-
vision, and gqualififcations. The draft descriptions
provided in Appendix B can be circulated and used as a
starting point. Even though the number of staff varies
among the alternatives, the number of position descriptions
does not. Consequently, the same elapsed time (two weeks)
and level of effort (one week) are required for Alternatives
A through C.

(5) Obtain Personnel Approval And Recruit Staff

Approval for the specified number and levels of Public
Information Specialists must next be obtained. While

the same approval process applies to all alternatives,

the elapsed time for recruiting and hiring depends 1)
upon the size of the staff and 2) whether the Specialists
will be hired from within or from outside the Agency.

In the former case, the recruitment process can probably
be completed within two months. If staff are recruited
from outside of the Agency, six to eight months may be re-
gquired. As shown in the position description in Appendix
B, familiarity with agency operations is a major pre-
requisite. Consequently, we recommend that these posi-
tions be filled by existing Agency staff and the planning
estimates shown in Exhibits F-I and F-II assume that this
recommendation is accepted. If it is not, scheduling and
level of effort estimates must be extended accordingly.

(6) Train In DIC Inventory And System

In each alternative, some of the new personnel will be
required to become familar with the DIC operation. We
estimate that it will take one week in DIC under the
tutelage of the chief Librarian to obtain the necessary
familiarity. A clear understanding of the nature,

volume and location of Agency documents will be gained
during the training period. 1In addition, the concentrated
interaction between OPA and DIC will help establish
rapport between the two staff and minimize future mis-
understandings about respective roles and responsibilities.
The level of effort required for this task varies according
to the number of staff to be trained:

e Alternative A: Requires one week elapsed time
and three person-weeks

® Alternative B: Requires one week elapsed time
and two person-weeks

® Alternative C: Requires one week elapsed time
and two person-weeks . x%@
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(7) Train In New Procedures

After Handbook changes have been published and new per-
sonnel have been through orientation in DIC, attention
will be given to establishing the new procedures required
for system implementation. Supervisors to the Public
Information Specialists will be required to help establish
and document the new procedures and to train the staff in
their new responsibilities. In Alternative C, Correspon-
dence Coordinators from all of the second level offices
and bureaus will be included in this phase of the training.
The purpose of this effort is to ensure that all key
personnel are well versed in the new procedures and are
prepared to accept the attendant responsibilities. One
week elapsed time is allowed in each alternative but the
level of effort varies according to the number of staff

to be trained:

° Alternative A: One week elapsed time and three
person-weeks

) Alternative B: One week elapsed time and two
person-weeks

° Alternative C: One week elapsed time and eight
person-weeks

(8) Train In Computer And Word Processing Equipment

In Alternative A, OPA's office word processing equipment ¢
will also serve as a computer terminal. The one week
training course for accessing the computerized data bases
will be taught to the GS 9 Public Information Special-

ist by the DIC staff. In Alternative B, where the GS

9 specialist is assigned to DIC, the terminal and computer
expertise is already available so training will be tail-
ored to the existing operation.

In both of these alternatives, training in word processing
egquipment is also required. This will be provided by the
vendor to all of the specialists who are assigned to OPA.
The purpose of this is to ensure that its usage is inte-
grated into the activities of all the specialists. It is
also reasonable to expect that, with experience, more and
more responses can be made efficiently with this eguipment.
In addition, maintenance of the Document Inventory List
will be more easily controlled in this environment.

Maintenance of the Document Inventory List and the need

for a word processor falls upon DIC in Alternative C. As
recommended earlier, word processing equipment will be used.
DIC will not acquire this egquipment, however, but will
instead rent time on one within the building. Arrangements

for this will be provided by the office owning the equipment:

° Alternative A: Two weeks elapsed time and nine
person-weeks
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® Alternative B: Two weeks elapsed time and six
person-weeks

® Alternative C: One week elapsed time and five
person-weeks

(9) Prepare Document Inventory List And Launch The
Acguisition Effort

As discussed earlier, the Document Inventory List is a key
component of all three alternatives. Initially the list
will facilitate the reguisite acquisition process in
Alternatives A and B. If Alternative A or B is implemented,
acquisition will be an ongoing task with considerably more
time required for Alternative A. The list, though not

used for acquisition in Alternative C, will be very critical
to the smooth operation of this system:

. Alternative A: At least five weeks elapsed
time and four person-weeks

® Alternative B: Four weeks elapsed time and
four person-weeks

° Alternative C: Three weeks elapsed time and
three person-weeks

(10) Install Telephone Service

In all three alternatives, the telephone inquiries service
will be installed in OPA. Although the timing of instal-
lation is earlier in Alternative C, the elapsed time

(one week) and level of effort (one person-week) is the
same for all three alternatives. This task includes
completing the requisition process for ordering the pro-
posed two-station rotary, determining service set-up, and
alerting the Centrex operators to the existence of the new
service.

(11) Procure Equipment And Prepare Input

While use of word processing eguipment and a computer
terminal is proposed for all of the alternatives, the time
and effort required for incorporating this eguipment into
the system operation varies significantly. In Alternative
A, a word processor also serving as a computer terminal
will be selected. The number of paragraphs of input is
greater in Alternative A than in Alternative B; hence,
more elapsed and person time is scheduled. Alternative C
will use the word processor for the Document Inventory
List only and therefore does not involve the procurement
of a word processor. Rather, time will be rented from an

office which has excess time on an existing machine . The
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effort reguired for exploring the availability of word

processing equipment in Alternative C is included in the
following estimates:

® Alternative A: Fourteen weeks elapsed time and
nine person-weeks

® Alternative B: Ten weeks elapsed time and five
person-weeks

° Alternative C: Three weeks elapsed time and
two person-weeks

(12) Design Forms And Obtain Approval

Draftors, Graphic Artists and PAV personnel will be
involved in this task. This activity can begin after
the handbook changes have been approved. The proposed
forms are more or less the same for all the alternatives
and an estimated three weeks elapsed time and three
person-weeks of effort are reguired.

(13) Publicize New Procedures Agency-Wide

In all three alternatives, a public information campaign
will be initiated by OPA to introduce the new system
and reacquaint agency personnel with the Agency's
responsibilities to the public., A kick-off meeting will
be held for all upper-level managers. This will be
followed by six weeks of special notices, posters and
promotional activities.

At least six weeks elapsed time and three person-weeks
of effort are planned for each alternative.

(14) Evaluate The New System As An On-Going Effort

Once the preferred alternative is in operation, evaluation
of the new system will be on-going. In Alternatives A and
B, OPA will have this on-going management responsibility.
In Alternative C, this responsibility can be 1) shared by
all office and bureau heads or 2) assumed by a specific
office or bureau, e.g., MP or OPA. The assessment will
test the validity of the planning assumptions upon which
the alternatives are based and indicate what, if any,
changes or refinements should be made; this is especially
crucial during the first six months of operation. The
person-time involved in this effort will be considered

as an operational cost and therefore is not included in
Exhibit IV-16. This task, as a final and salient part

of the implementation schedule, is included in the
schedule to highlight the importance of dedicating the
resources to continually evaluate the system and its
value to the Agency.

4
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In summary, the costs and elapsed time for implementation do

not vary tremendously among the three alternatives. Certainly,
the decision about which alternative to select will not hinge )
on these small differences in implementation effort. It is

also important to remember that most of the implementation

costs are sunk costs; that is, the staff who will be performing
much of the review, processing and training are already employed
full-time by AID and so very little incremental costs will be
incurred.
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