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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 reportT provides detailed designs fo? three alternative 
solutions for handling written requests: 

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 Required 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 
af 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 requests 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, 

Kerry G. Treasure 
Vice President 

Bi c & Davis Associates, Inc. @ 4v d- 
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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 requests run the gamut from simple requests for 
general information to highly complex and unique requests related 
to the scientific, political, and technical activities of the 
Agency. Requests 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 regre- 
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 requests 
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 Legislative Affairs (AID/LEG) has formal respon- 
sibility; these inquiries, too, normally receive prompt attention. 

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

The problematic inquiries 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. 

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

The absence of a single indexing system that identifies 
and classifies all AID documents and publications makes 
it difficult to identify publications that might be 
useful in making the response. 

a The requests vary considerably with respect to the 
amount of information requested, the level of detail 
required, the topic, the urgency and importance, and 
the clarity of the question. 

Even when referrals are made to the appropriate C,ffice, 
this do2s not ensure prompt and considerate response. 



None of the AID Bureaus or Offices has a specific, 
well-defined mandate to handle these public inquiries, 
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- 
book 17 to "ensure that infomation about AIG 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 111 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 requests (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. 
OPA1s 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 requests 
or outgoing replies, the nature of requests cannot be determined, 
and the quality 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 a r e  experienced throughout AID, but a r e  felt m o s t  
acu te ly  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 inquiries, 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 a r e  a s s o c i a t e d  wi th  bo th  w r i t t e n  and 
te lephone  r e q u e s t s .  I n  a d d i t i o n ,  te lephone r e q u e s t s  occasion 
a unique s e t  of problems. Most members of t h e  p u b l i c  do n o t  
have an A I D  te lephone book and, i f  they  do, may s t i l l  f i n d  it . 
d i f f i c u l t  t o  use o r  o u t  of d a t e .  Centrex o p e r a t o r s  a r e  not  
t r a i n e d  " information" o p e r a t o r s  and a r e  l a r g e l y  unfami l i a r  
w i t h  A I D  opera t ions ;  consequent ly,  they cannot  provide d i r e c t i o n  
f o r  many c a l l e r s .  Even i f  t h e  a p p r o p r i a t e  respondent  is  even tua l ly  
l o c a t e d ,  chances a r e  high t h a t  t h e  c a l l  cannot  be t r a n s f e r r e d  
because it c r o s s e s  Centrex zones.* I n  such c a s e s ,  t h e  r e q u e s t o r  
m g s t  p l a c e  t h e  c a l l  aga in ;  t h i s  i s  e s p e c i a l l y  troublesome when 
a long d i s t a n c e  c a l l  i s  requ i red .  

I n  l i g h t  of A I D ' S  s t a t e d  p o l i c y  of ma in ta in ing  an open l i n e  of 
communication wi th  t h e  p u b l i c ,  t h e s e  u n s a t i s f i e d  r e q u e s t s  from t h e  
p u b l i c  c o n s t i t u t e  a  s e r i o u s  shortcoming. Although p u b l i c  r e l a t i o n s  
is  a  m a t t e r  of concern t o  any Federa l  agency, i t  i s  e s p e c i a l l y  
important  f o r  A I D .  Along wi th  t h e  Department of S t a t e ,  A I D  i s  
i n  a  unique p o s i t i o n  among Federa l  agencies :  i t  en joys  no 
n a t u r a l  American pub l i c  cons t i tuency .  Unlike HEW, DOL, HUD, 
or  USDA, whose s e r v i c e s  and programs have a  cont inuous  and h igh ly  
v i s i b l e  impact on every American c i t i z e n ,  A I D ' S  s e r v i c e s  a r e  £re-  
quen t ly  misunderstood by, i f  n o t  a  complete mystery t o  U.S. taxpayers .  
Thus, A I D  has  a t  once a  g r e a t  need f o r  g a i n i n g  t h e  understanding 
of t h e  American p u b l i c  and few o p p o r t u n i t i e s  f o r  doing s o .  

This  s i t u a t i o n  can be remedied a t  a  r e l a t i v e l y  low c o s t .  Despi te  t h e  
r e a l i t y  of A I D ' S  pe r sonne l  c e i l i n g ,  w e  f i n d  t h a t  t h e  problems 
i d e n t i f i e d  h e r e i n  a r e  of '  such magnitude and importance t o  t h e  Agency 
t o  j u s t i f y  t h e  smal l  number of a d d i t i o n a l  s t a f f  r e q u i r e d  t o  
implement our  recommendations. 

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

A s  one means of i d e n t i f y i n g  a l t e r n a t i v e s  t o  the p r e s e n t  A I D  
approach, in te rv iews  were conducted i n  f o u r  o t h e r  Federa l  agencies  
t o  determine how p u b l i c  i n q u i r i e s  a r e  handled t h e r e .  A wide range 
of procedures  was found. The Department of Commerce, l i k e  AID, 
has a  c e n t r a l i z e d  system f o r  handl ing FOIA r e q u e s t s ,  b u t  i s  more 
l i b e r a l  than  AID i n  d e f i n i n g  an FOIA r e q u e s t .  Also l i k e  AID, t h i s  
Department has  no c e n t r a l i z e d  o r  c o n t r o l l e d  system f o r  p rocess ing  
non-FOIA r e q u e s t s .  

I n  t h e  Department of A g r i c u l t u r e ,  FOIA r e q u e s t s  a r e  d e c e n t r a l i z e d ,  
w i t h  an FOIA o f f i c e r  ass igned t o  each major O f f i c e .  Non-FOIA 
r e q u e s t s  a r e  a l s o  handled by t h e s e  autonomous FOIA o f f i c e r s  b u t  
a r e  n o t  s u b j e c t  t o  t h e  s t r i n g e n t  FOIA p r o c e s s i n g  procedures .  

The I n t e r n a t i o n a l  Communicationn Agency, u n l i k e  a l l  o t h e r s  reviewed, 
makes t h e  b roades t  p o s s i b l e  i n t e r p r e t a t i o n  of t h e  FOIA, inc lud ing  

i *Due t o  t h e  phys ica l  d i s p e r s i o n  of AID, t h e r e  arz t h r e e  Centrex zones 
supporting Agency telephones. Centrex zones cover calls within a 
l i m i t e d ,  cont iguous geographic area. Calls cannot  be t ransfer red  from 
one zone. t o  another .  



alnost all inquiries 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- 
quiries service, similar to the one recommended later in this report. 

3. SEVERAL BASIC IMPROVEMENTS ARE NECESSARY TO 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 inquiries. 
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 
inquiries are handled in AID: 

Effective controls to ensure expeditious processing of 
public inquiries 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 inquiries are 
answered promptly and thoughtfully, 

An accessible inventory of available AID publications 
should be established and maintained to assist Offices 
responding to public inquiries 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 tele,?hone inquiries service 
is required to address the unique problems associated 



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 inquiries service 
and shouI3 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 requestors to GPA directly. 
Approximately one staff person at the GS 7 or 3 level 
would be required to operate this service. Other 
resources required (e.g., telephone lines, space) are 
minimal. 

4. THREE ALTEmATIVE APPROACHES TO HANDLING WRITTEN PUELIC 
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: 

a Alternative A, Maximum centralization In OPA 

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 I1 for details. 



(1) Alternztive 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: 

0 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 adequate 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 inquiries. With adequate 
staffing, OPA and other Agency staff could 
easily adjust to this new procedure. 

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 required, 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 requests 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 0:- 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 
referred to OPA for action. 

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

a 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: 

The existing OPA/PI ~eading 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. 

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 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 
inquiries. 

Some of the mail opened by OPA would zot contain 
requests 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 
inquiries service. One office (approximately 400 square feet, 
with 100 feet of shelving) also would be needed. 

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 inquiries). The Office 
of the Director, OPA would then be responsible for: 

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

Controlling the action on all requests 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. 3 F A  would 
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: 

Three staff 
one GS 9 in 

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. 

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. 

would be needed to implement this alternative: 
the DS/DIU library and two GS 7s in OPA (this 

includes the staff necessary to operate the telephone 
inquiries 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, MaxirnumDecent ra l i za t ion  

Basically, Alternative C would formalize the existing situation 
by lodging responsibility for all requests in the Office which 



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: 

Route requests within and outside the Office 
or Bureau for response 

I) 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 subject. 

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 inquiries will ever be a top priority. 

The second disadvantage is the duplication of effort and loss 
of economies of scale. Individuals 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 
acticm. (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 square 
feet) would be required. 



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 
cbnvinced that it will prove satisfactory, in terms of: 

Providing timely, consistent, and appropriate responses 

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

Being accepted easily and widely throughout the 
Agency 

a  educing 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 sever21 
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 inquiries service should be established 
along the lines described in Alternative C. Under this alternative, 
the service would simply answer and route calls, not prepere 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 inquiries 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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ALTERNATIVE 

4. Centralized 
Xeceipt. a. Distribu- 
tion, Control, 6 
3esponse Preparation 
in the Office of 
Xtblic Affairs 

3. Centralized 
3ontrol in OPA with 
Response Preparation 
Performed by Offices 
5 Burcaus with 
Primary Access to 
Records Required to 
Provide the Response 

2. Decentralized 
Receif,t, Control, & 

Response Preparation 
~y All Offices & 

aureaus In AID 

ADVANTAGES 

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

OPA has the opportunity to provldc leadership in information 
p011cy. 

OPA would receive feedback from public regarding attitudes and 
concerns. 

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

s The adequacy and efflciency of responses would he greatly 
Improved. 

s Fcwer 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. 

s Ambiguity between roles ot DIU and OPA would be eliminated. 

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

s '~xlstlnq resources in DIII would be used and duplication would 
be minmized. 

s Additional staff would be provided to optimize DIU efficiency. 

r OPA would be relieved of responsib~lity for preparing request5 
when other Offices and Bureaus have information. 

s OPA would be established as the public llaison and DIU as the 
central information center which is consonant wlth their 
existlng functional responsibilities. 

s OPA would malntain contact with public attitudes and 
sensl tivltles. 

s Formalization of current procedures. 

s Smallest direct incremental costs are required. 

r The public will br able to track many unanswered requests to 
oriylnal addreswe. 

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

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

s There wt,old be minimal tralning 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 holdinqr, arc small; consequently, start ulj and 
acquisi tlon time would be rcqu~red. . The OPA/PI Readinq Room would duplicate the hold~nqs of ot h ~ r  
Off Ices and Bureaus. 

OPA Publlc Tnformdtion Speclallsts wouirf have to rbxpcrrrnce a 
slow learniny curve compared to UIU Ilbrarla~ls--for I~brary 
holdrngs and computer retrieval. 

s This option would create the most c:omplex control procedure:;. 

s Direct costs would he the greatest. 

s OPA Public Information Specialists might have dlfflculty 
defending against excessive involvement in answerlnq the hlgh 
priority FOIA requests. 

s The separation of control from response prepdratlotb mlgllt caus 

trouble between the controller and the responder. 

s Other Offices and Bureaus might dispute their respons~brlltles 
for preparing requests when responsibility cannot be f~rmly 
fixed. 

s It might be difficult to integrate the new responslbllltlcs 
with existlng Office and Bureau responsibxlities. 

r There rnlqht be a conflict in priorities between Ulll's 
traditional clients and the public. 

s Other Offices might lncrease the load on DIU as tlwy pcrcelvu 
an lncrease In staff. 

. There would be no central oversight control authority so 
system malfunctions miqllt go unnot~ced or uncorrected. 

s OPA might lose touch with public attitudes and interest,. 

Control across Office boundary lines mlqht cause Iurlsdlctlona 
problems. 

s The opportunity for excessive defaulting to DIC or fur Cxces- 
sive "buck-passing" exlsts. 

I 

r Kequests might get unequal attrmtion because the control and 
response activities are d~spersed. 

s There would be large nunher of communicatlo~r llnks and, 50, 
more opportunlty for miscomm!rllir:atlolln. 

s The lncrease workload for I l u ~ c a u  aid Office staff who have, 
traditionally, referred to OI'A or D I C  mlqht be unacceptable 
to Office and Bureau staff. 

s Requests mlqht sometunes be controlled by an Offir<. oor llurcau 
whlch has no loglcal jurtsd~ct~orl nvPr t l ~ ,  sublrt.1 ~nf<,lmatli~ll. 
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BACKGROUND AND PURPOSE 

Along w i t h  t h e  Department o f  S t a t e ,  t h e  Agency f o r  I n t e r n a t i o n a l  
Development ( A I D )  is i n  a un ique  p o s i t i o n  among F e d e r a l  agenc ie s :  
it e n j o y s  no n a t u r a l  American p u b l i c  c o n s t i t u e n c y .  Unl ike  HEW, 
DOL, HUD,  o r  USDA, whose s e r v i c e s  and programs have a  cont inuous  and 
h i g h l y  v i s i b l e  impact  on e v e r y  American c i t i z e n ,  A I D ' S  s e r v i c e s  
are f r e q u e n t l y  misunders tood by ,  i f  n o t  a  comple te  mystery  
t o  U.S. t a x p a y e r s .  Thus, A I D  h a s  a t  once a g r e a t  need 
f o r  g a i n i n g  t h e  unde r s t and ing  o f  t h e  American p u b l i c  and few 
o p p o r t u n i t i e s  f o r  do ing  s o .  I t  i s  impor t an t  t h a t  A I D  
p r o v i d e  prompt, c o u r t e o u s  r e sponses  t o  p u b l i c  i n q u i r i e s .  

Every y e a r ,  t h e  Agency f o r  I n t e r n a t i o n a l  Development r e c e i v e s  
w e l l  o v e r  50,000 r e q u e s t s  f o r  i n f o r m a t i o n  from t h e  p u b l i c .  
Reques t s  run  t h e  gamut, from s imp le  r e q u e s t s  f o r  g e n e r a l  
i n f o r m a t i o n ,  t o  h i g h l y  complex and unique r e q u e s t s  r e l a t e d  t o  
t h e  s c i e n t i f i c ,  p o l i t i c a l ,  and t e c h n i c a l  a c t i v i t i e s  of t h e  
Agency. Requests  a r e  s e n t  by s c h o o l  c h i l d r e n  and c o l l e g e  
p r o f e s s o r s  , by i r a t e  t a x p a y e r s  and f o r e i g n  a s s i s t a n c e  s u p p o r t e r s ,  
by Congress and t h e  White House, and by i n d i v i d u a l s  s e e k i n g  
employment, s e l l i n g  a  p r o d u c t ,  w r i t i n g  a  book,  making news, 
and r e p r e s e n t i n g  a  f o r e i g n  c o u n t r y .  

A s  a matter of s t a t e d  p o l i c y ,  A I D  i s  i n t e r e s t e d  i n  keep ing  
open communications w i t h  t h e  p u b l i c  and i n  p r o v i d i n g  adequa te ,  
t i m e l y ,  and c o u r t e o u s  answers t o  a l l  q u e s t i o n s .  Yet ,  t h e  
Agency has  no fo rma l ,  s y s t e m a t i c  p rocedures  f o r  implementing 
t h i s  p o l i c y .  I n  f a c t ,  t h e  a v a i l a b l e  Agency gu idance  on t h i s  
s u b j e c t  i s  vague and c o n t r a d i c t o r y .  

The O f f i c e  of P u b l i c  A f f a i r s  (OPA) i s  r e q u i r e d  by Handbook 1 7  
t o  " e n s u r e  t h a t  i n f o r m a t i o n  about' A I D  p o l i c i e s ,  o b j e c t i v e s ,  
and o p e r a t i o n s  i s  d i s s e m i n a t e d  f r e e l y  and f u l l y  t c  the p u b l i c . "  
Among o t h e r  r e s p o n s i b i l i t i e s ,  OPA i s  expec t ed  t o  respond t o  
" . . . p  u b l i c  i n q u i r i e s  and t o  r e q u e s t s  f o r  i n f o r m a t i o n  f i l e d  
under  t h e  Freedom of In fo rma t ion  Act . . . I 1  (FOIA).  P a r t  I11 
of  Handbook 18 e l a b o r a t e s  on t h i s  r e s p o n s i b i l i t y ,  c a l l i n g  
OPA " t h e  f o c a l  p o i n t "  i n  p r e p a r i n g  and r e l e a s i n g  p u b l i c  
i n f o r m a t i o n  and,  i n  Chapter  1 0 ,  d e t a i l s  t h e  " r u l e s  and pro-  
c e d u r e s  which govern t h e  p r o c e s s i n g  of r e q u e s t s  from t h e  publ ic . ' '  

U n f o r t u n a t e l y ,  c l e a r  gu idance  i s  provided  main ly  w i t h  r e s p e c t  
t o  FOIA r e q u e s t s  (which comprise  on ly  a  s m a l i  p e r c e n t a g e  of 
t h e  t o t a l  r e q u e s t s ) ;  on ly  f l e e t i n g  a t t e n t i o n  is  p a i d  t o  non-FOIA 



r e q u e s t s .  O P A ' s  r e s p o n s i b i l i t y  f o r  non-FOIA r e q u e s t s  i s  
desc r ibed  i n  such genera l  terms t h a t  t h e  guidance cannot be 
taken  l i t e r a l l y  and, t h e r e f o r e ,  i s  d i f f i c u l t  t o  implement 
and enfo rce .  Information about " p o l i c i e s ,  o b j e c t i v e s ,  and 
o p e r a t i o n s "  inc ludes  a l l  A I D  r ecords ;  s u r e l y ,  OPA i s  no t  
expected t o  be acquainted w i t h  and have access  t o  t h i s  v a s t  
amount of m a t e r i a l .  

Understandably,  OPA has responded t o  t h e  f i rm,  c l e a r  guidance 
on FOIA r e q u e s t s  by c r e a t i n g  a  s p e c i f i c  s t a f f  and procedure; 
i n  c o n t r a s t ,  i t  has responded t o  t h e  vague and imposs ib le  
non-FOIA guidance wi th  ad hoc procedures  and i n s u f f i c i e n t  
s t a f f i n g .  

Within t h e  p a s t  s e v e r a l  y e a r s ,  OPA has  r ece ived  and responded 
t o  an i n c r e a s i n g  number of r e q u e s t s  from t h e  p u b l i c .  This  
has  d e t r a c t e d  from t h e i r  o t h e r  r e s p o n s i b i l i t i e s .  Despi te  
OPA's e f f o r t s ,  t h e  pub l i c  informat ion  a c t i v i t y  h a s  n o t  been 
performed adequate ly .  Accordingly,  OPA seeks an improvement 
i n  t h e  s i t u a t i o n  and some r e l i e f  f o r  i t s e l f - - i n  t k e  fonr, 
of c l a r i f i e d  Agency guidance and, e i t h e r ,  a d d i t i o n a l  r e sources  
o r  diminished workload. 

Despi te  t h e  ambiguity and voids  i n  t h e  guidance and OPA's 
understandably skewed o r g a n i z a t i o n a l  response ,  s t a f f  i n  most 
o t h e r  O f f i c e s  and Bureaus s h a r e  a  f  inn b e l i e f  t h a t  OPA b e a r s  
a lmost  exc lus ive  r e s p o n s i b i l i t y  f o r  t h e  p u b l i c  informat ion  
a c t i v i t y .  This f e e l i n g  of non- respons ib i l i ty  p e r s i s t s ,  i n  
s p i t e  of t h e  admonition c o d i f i e d  i n  Handbook 1 8  t h a t  a l l  
O f f i c e s  a c t i v e l y  p a r t i c i p a t e  i n  "responding t o  t h e  need f o r  
an a c c u r a t e l y  informed pub l i c . "  The Handbook does no t  e l a b o r a t e ,  
however, on t h e  means by which they a r e  t o  p a r t i c i p a t e  o r  
t h e  e x t e n t  of t h e  p a r t i c i p a t i o n .  

Thus, t h e r e  i s  g e n e r a l  agreement t h a t  t h e  p u b l i c  informat ion  
a c t i v i t y  i s  important  and t h a t  it should be a t t e n d e d  t o  wi th  c a r e .  
There i s  cons ide rab le  6isagreemen.t and confus ion  about where 
t h i s  r e s p o n s i b i l i t y  should be  lodged and how it should be 
performed. Birch & Davis Assoc ia tes ,  Inc.  was engaged t o  
s tudy  t h i s  s i t u a t i o n  and then  t o  d e s c r i b e  p o s s i b l e  a l t e r n a t i v e s  
a v a i l a b l e  t o  improve it. This  r e p o r t  concludes t h a t  eight-week 
s tudy .  The f o u r  remaining c h a p t e r s  d e s c r i b e :  

T h e  major f i n d i n g s  r ega rd ing  t h e  c u r r e n t  s i t u a t i o n  

a A mechanism for responding t o  t e l ephone  r e q u e s t s  

0 Three a l t e r n a t i v e s  f o r  responding t o  w r i t t e n  reques t s  

The o v e r a l l  conclus ions  and recommendations from 
t h e  s tudy  

Volume I1 con ta ins  t h e  methodology used t o  conduct  t h e  s t u d y ,  
a s  w e l l  as s u p p o r t i v e  t a b l e s ,  f lowchar t s ,  and diagrams. 
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11. FINDINGS AND CONCLUSIONS 

The s t u d y  conf i rmed t h a t  A I D ' s  sys tem f o r  r e spond ing  t o  
p u b l i c  r e q u e s t s  i s  inadequa te  and t h a t  t h e r e  is c o n s i d e r a b l e  
room f o r  improvement. The procedures  employed f o r  r e c e i v i n g ,  
d i s t r i b u t i n g ,  c o n t r o l l i n g ,  and responding  t o  w r i t t e n  
and t e l e p h o n e  r e q u e s t s  f o r  i n f o r m a t i o n  a r e  i n f o r m a l  and 
unevenly a p p l i e d .  A l l  a s p e c t s  of  t h e  r e q u e s t  p r o c e s s  
are d e c e n t r a l i z e d .  While ES ,  OPA/PI and LEG h a v e  formal  
t r a c k i n g  and c o n t r o l  sys tems ,  most o t h e r  O f f i c e s  and Bureaus 
do n o t .  

Moreover, because  o f  t h e  wide d i v e r s i t y  of r e q u e s t s  and t h e  
complex i ty  of A I D ' s  document i n v e n t o r y  and r eco rdkeep ing  
sys t ems ,  t h e  r e sponse  p r e p a r a t i o n  p roces s  i s  t h e  most t a x i n g  
problem. There  i s  no  c e n t r a l  r e p o s i t o r y  o f  i n f o r m a t i o n  u s e f u l  
i n  p r e p a r i n g  r e s p o n s e s ,  nor  a r e  t h e r e  d i r e c t o r i e s  t o  g u i d e  t h e  
p r o c e s s .  Consequent ly ,  a l a r g e  p o r t i o n  of t h e  p u b l i c  i n q u i r i e s  
are handled  i n  OPA o r  D I C  by d e f a u l t ,  r a t h e r  t h a n  by d e s i g n .  
The g r e a t e s t  deg ree  o f  d i s s a t i s f a c t i o n  and d i sag reemen t  over  
t h e  c u r r e n t  s i t u a t i o n  is r e l a t e d  t o  t h e  r e s p o n s e  p r e p a r a t i o n  
sub -ac t iv i ty - -no t  t o  t h e  c o n t r o l  o r  management s u b - a c t i v i t i e s .  
Many r e q u e s t s  a r e  complex and l e n g t h y .  Simply s t a t e d ,  it 
t a k e s  a  long  t i m e  t o  p r e p a r e  an adequa te  r e s p o n s e  and most 
s t a f f  f e e l  t o o  p r e s s e d  by o t h e r  r e s p o n s i b i l i t i e s  t o  t a k e  t h e  
t ime .  

J u s t  how l o n g  it t a k e s  t o  r e spond ,  o r  how many r e q u e s t s  a r e  
p r o c e s s e d ,  however, i s  a  v e r y  d i f f i c u l t  q u e s t i o n  t o  answer. 
The s t u d y  a l s o  found t h a t  it i s  imposs ib l e  t o  de t e rmine  
p r e c i s e l y  how many p u b l i c  r e q u e s t s  f o r  i n f o r m a t i o n  are r e c e i v e d  
because  recordkeeping  p rocedures  a r e  i n a d e q u a t e .  N e i t h e r  can 
the d i s p o s i t i o n  of t h e  r e q u e s t s  be  determined w i t h  any p r e c i s i o n .  
W e  conc lude  t h a t ,  a s  m o d i f i c a t i o n s  a r e  made i n  t h e  c u r r e n t  
s i t u a t i o n ,  c a r e f u l  watch must b e  k e p t  on  t h e  workloads  t o  
v a l i d a t e  o r  change t h e  p l a n n i n g  e s t i m a t e s  and ,  concomi t an t ly ,  
t h e  p l a n s  t h a t  a r e  based  on t h o s e  p l ann ing  e s t i m a t e s .  

F i n a l l y  w e  conc lude  t h a t  a l t hough  t h e  S i t u a t i o n  is  h i g h l y  
complex and n o t  amenable t o  an  easy  s o l u t i o n ,  s t r i k i n g  imyrove- 
ments can  be made by e s t a b l i s h i n g  a t e l ephone  i n q u i r i e s  s e r v i c e  
and by implement ing \one  o f  t h e  t h r e e  a l t e r n a t i v e s  f o r  h a n d l i n g  
w r i t t e n  r e q u e s t s ,  a s  s e t  f o r t h  i n  Chapte r  111, 



1. THE EXISTING SYSTEM IS DECENTRALIZED, YET A b L A R G E  PORTION 
OF THE BURDEN FALLS UPON OPA AND DIC . 

Three impor tant  s u b - a c t i v i t i e s  com2rise t h e  p u b l i c  information 
a c t i v i t y :  r e c e i p t  and d i s t r i b u t i o n ,  c o n t r o l ,  and response 
p repara t ion .  Cur ren t ly ,  a l l  t h r e e  s u b - a c t i v i t i e s  a r e  de- 
c e n t r a l i z e d  and somewhat informal .  - 
Current  procedures  f o r  r e c e i p t  and d i s t r i b u t i o n  of w r i t t e n  and 
te lephone  r e q u e s t s  f a i l  t o  "ca tch"  a l l  r e q u e s t s ;  thus,  t h e  
problem of responding begins when t h e  r e q u e s t  i s  rece ived  by 
t h e  wrong o f f i c e  o r ,  worse, l o s t  a l t o g e t h e r .  Wr i t t en  r e q u e s t s  
f o r  informat ion  a r e  r ece ived  i n  every O f f i c e  andBureau .*  
Re-routing i s  common, o f t e n  wi thout  an a t t empt  t o  a s c e r t a i n  
t h a t  t h e  r e f e r e e  Of f i ce  w i l l  be a b l e  t o  respond b e t t e r  than  
t h e  O f f i c e  t h a t  r ece ived  t h e  r e q u e s t  o r i g i n a l l y .  Receipt  and 
d i s t r i b u t i o n  of r e q u e s t s  by te lephone  i s  e q u a l l y  d e c e n t r a l i z e d  
because t h e r e  i s  no c e n t r a l  informat ion  number f o r  A I D .  The 
s i t u a t i o n  i s  exacerbated  by t h e  te lephone  exchange conf igura-  
t i o n .  Due t o  t h e  phys ica l  d i s p e r s i o n  of A I D ,  t h e r e  a r e  t h r e e  
Centrex systems suppor t ing  Agency te lephones .  C a l l s  cannot be 
t r a n s f e r r e d  from one Centrex t o  another .  I n  a d d i t i o n ,  i n  t h e  
S t a t e  Department b u i l d i n g ,  c e n t r a l  government o p e r a t o r s  provide 
d i r e c t o r y  a s s i s t a n c e  f o r  A I D  and t h r e e  o t h e r  agenc ies .  While 
t h e s e  o p e r a t o r s  can h e l p  l o c a t e  t h e  number i f  t h e  proper Of f i ce  
o r  Bureau i s  known, they  a r e  n o t  f a m i l i a r  w i t h  t h e  func t ions  
of t h e  Agency and t h e r e f o r e  cannot  provide  a s s i s t a n c e  t o  
c a l l e r s  who do  n o t  have a  s p e c i f i c  i n d i v i d u a l  or Of f i ce  i c  
mind. 

We conclude t h a t  t h e r e  is no such t h i n g  as an "average" response 
time--for e i t h e r  w r i t t e n  o r  te lephone  requests--some r e q u e s t s  
a r e  e a s i l y  s a t i s f i e d  and some r e q u i r e  hours ,  o r  even days of sea rch ing .  

Except f o r  t h e  s p e c i f i c  c o n t r o l  procedures  e s t a b l i s h e d  i n  ZS, LEG, 
and OPA/PI, t h e  O f f i c e s  and Bureaus a r e  al lowed cons ide rab le  f l e x i -  
b i l i t y  and d i s c r e t i o n  i n  e s t a b l i s h i n g  c o n t r o l  systems f o r  pub l i c  
r eques t s  and o t h e r  correspondence. Each independent  Of f i ce  and 
Bureau has a des ignated  Correspondence Coordina tor  who must log  and 
c o n t r o l  r e q u e s t s  r e f e r r e d  by ES , LEG, and OPA/PI ( f o r  FOIA r e q u e s t s )  . 
Genera l ly ,  t h e  systems used by t h e s e  Coordina tors  fol low t h e  advice  
of t h e  o l d  Manual Order 5 1 0 . 0 ,  i f  t h e  response  is  t o  be provided 
wi th in  t h a t  Office. I f  t h e  r e q u e s t  i s  r e f e r r e d  o u t s i d e  t h e  Bureau 
o r  O f f i c e ,  c o n t r o l  i s  usua l ly  abandoned. I n  s o m e  of t he  O f f i c e s  
where r e q u e s t s  a r e  both  high i n  number and very s i m i l a r  i n  na ture-  
( e . g . ,  Personnel  Management, Cont rac t  Managment and Prograii 
Pol icy  Coord ina t ion) ,  informal  b u t  a p p a r e n t l y  workable systems 

i * Unless o the rwise  s p e c i f i e d ,  reference t o  " ~ u r e a u s  and Offices" 
r e f e r s  t o  Bureaus and independent Offices i n  t h e  A I D  o rgan iza t ion .  

.- 



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 . 
questions. 

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: 

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

8 There are inconsistencies in the way various, requests 
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 requests from the public.. 

a The Office of Public Affairs 

The Development Information Centers 

The SER/MO Mail Room 

8 The Publications and ~udio/~isual 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 So 

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 requests, th~iir roles and re- 
sponsibilities are clearly understood and not problematic. 



materials for mass communicatic~ns 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 ~nquiries Staff of 7 

The Office of the Director, with a staff of 6 

The Public Inquiries Staff is devoted primarily to FOP,, 
Privacy Act, and EO 11652 activities.* They also handle 
some general public inquiries as time permits. Most of the 
responsibility for public requests falls upon a single 
Research Librarian in the Office 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 inquiries 
written, telephonic or walk-in. Refers the 
inquiries or inquirers to other OPA or AID 
offices as appropriate. Develops standard 
replies, designs procedures and forms to 
ensure prompt and responsive handling of 
public requests." 

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 doc-ments listed in 
Exhibit 11-1. ** The requests which cannot be satisfied ty 
this supply are referred to offices which are known or 
assumed to have the needed information. It is frequently 
difficult to identify an appropriate referee. When this 
occurs, OPA often passes the request on to OPA/PI or DIC, 
even though another Office , I£ known, would-- be a more 
appropriate 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 11-2. ** 
describes the procedures used by OPA to handle written 
and telephone requests. 

\ @  "Regarding d e c l a s s i f i c a t i o n  of F e d e r a l  documents 
**See Appendix B, Volume 11. 



The O P A  L i b r a r i a n  a l s o  r e c e i v e s  many t e l ephone  c a l l s  from 
t h e  publ ic .  Severa l  y e a r s  ago h i s  t e l ephone  number was 
publ ished i n  a  sycd ica ted  c o l m ' ~  and i d e n t i f i e d  a s  t h e  
number t o  c a l l  f o r  informat ion  about A I D .  Thus, a  
de daczo te lephone  i n q u i r i e s  s e r v i c e  w a s  c r e a t e d  by 
chance; r e sources  t o  suppor t  t h e  s e r v i c e  have never  been . 

made a v a i l a b l e .  

OPA r e c e i v e s  an average of 2 4 5  incoming m a i l  r e q u e s t s  
per  month, 1 5  pe rcen t  of  which a r e  FOIA o r  Pr ivacy  Act - 
r e q u e s t s  and a r e  r e f e r r e d  t o  OPA/PI. The Research L ib ra r i an  
sc reens  t h e  non-FOIA and non-Privacy Act r e q u e s t s  and 
i s  a b l e  t o  s a t i s f y  60 pe rcen t  of  t h e  r e q u e s t s  us ing  1) 
t h e  18 documents i n  h i s  inventory ,  2 )  the Catalogue 
of Research L i t e r a t u r e  f o r  Development o r  3 )  a b s t r a c t e d  
informat ion  from genera l  r e f e r e n c e  books a t  h i s  d i s p o s a l .  
I n  a d d i t i o n ,  an average 176 te lephone  r e q u e s t s  a r e  rece ived  
by OPA per  month; about 6 0  pe rcen t  of them a r e  a l s o  
handled by t h e  Research L i b r a r i a n  h imse l f .  Thus, a  
f u l l  4 0  pe rcen t  of t h e  r eques t s  r ece ived  by OPA a r e  
n o t  responded t o  o r  c o n t r o l l e d  by OPA a n d ,  a s  a  r e s u l t ,  
OPA i s  n o t  i n  t h e  p o s i t i o n  t o  a s s u r e  t h a t  t h e  p u b l i c  
information a c t i v i t y  i s  being performed w e l l .  

( 2 )  The Development Information Cen te r s  Are The Larges t  
S ing le  Repository Of Information And Therefore  Are 
Cal led  Upon To Respond To  Many Requests 

The O f f i c e  of Development Information and U t i l i z a t i o n  
(DS/DIU) a h i n i s t e r s  t h e  Development In fo rmat ion  Centers  
( D I C )  t o  provide " p r o f e s s i o n a l  i i b r a r y  and r e f e r e n c e  
s e r v i c e s  t o  t e c h n i c a l  informat ion  f lowing from DS and 
Geographic Bureau supported resea rch  a c t i v i t i e s . "  While 
Handbook 1 7  s t a t e s  t h a t  t h e  Development Informat ion  
Center " se rves  a s  t h e  f o c a l  p o i n t  f o r  development 
informat ion  i n q u i r i e s  from t h e  f i e l d ,  LDCs and t h e  genera l  
p u b l i c , "  t h e  primary func t ion  of  D S / D I U  is t o  provide 
.a "comprehensive program of development in fo rmat ion  
s e r v i c e  t o  Missions and Bureaus." 

I n  suppor t ing  DS t e c h n i c a l  o f f i c e s ,  geographic 
bureaus ,  o t h e r  A I D  o f f i c e s  and c o l l a b o r a t i n g  
i n s t i t u t i o n s ,  D S / D I U  : 

- Provides access  t o  s tored t e c h n i c a l  
and experimental  in fo rmat ion  

- I n t e r p r e t s  r e q u e s t s  f o r  in fo rmat ion  

- Routes s u b s t a n t i v e  r e q u e s t s  t o  D S  

t e c h n i c a l  e x p e r t s  f o r  e v a l u a t i v e  response 



- Makes comprehensive l i t e r a t u r e  s e a r c h e s  

I n  s u p p o r t i n g  Miss ion  and LDC i n s t i t u t i o n s ,  t h e  
d i v i s i o n  a l s o  p r o v i d e s  a s s i s t a n c e  i n  t h e  develop- 
ment of  t e c h n i c a l  l i b r a r i e s  and documentation 
sys tems .  

The two Development In fo rma t ion  Cen te r s - - loca t ed  i n  Room 
1656 i n  t h e  S t a t e  Department b u i l d i n g  and Room 1 0 5  i n  
t h e  Rosslyn P laza  Cente r - -a re  s t a f f e d  by s i x  l i b r a r i a n s  

- who s a t i s f y  an  average  of  530 r e q u e s t s  p e r  month. The 
p rocedure  f o r  responding  t o  t h e s e  r e q u e s t s  i s  diagrammed 
i n  t h e  f low c h a r t  i n  E x h i b i t  11-3.* Less  t h a n  25 p e r c e n t  
o f  t h e  r e q u e s t s  handled by D I C  a r e  add res sed  d i r e c t l y  
t o  t h e  l i b r a r y .  The o t h e r  75 p e r c e n t  have  been r e f e r r e d  
t o  D I C  by t h e  SER/MO M a i l  Room, ( i . e . ,  m a i l  w i t h  an i n v a l i d  
a d d r e s s )  o r  by ano the r  O f f i c e .  

About 25 p e r c e n t  of t h e  r e q u e s t s  r e c e i v e d  by D I C  a r e  
from t h e  p u b l i c  ( i . e . ,  n o t  from LDC, Mis s ion ,  A I 3 / W ,  
PVO o r  c o l l a b o r a t i n g  i n s t i t u t i o n  s t a f f ) .  D I C  
a t t e m p t s  t o  s a t i s f y  as many r e q u e s t s  a s  p o s s i b l e ,  
i n c l u d i n g  p u b l i c  r e q u e s t s  which have been  r e f e r r e d  by OPA,  
even though D I C ' s  o f f i c i a l  mandate does  n o t  r e q u i r e  t h a t  
it s e r v e  t h e  p u b l i c .  D I C  a l s o  b e a r s  a l a r g e  de dac2a 
r e s p o n s i b i l i t y  f o r  s e r v i n g  members o f  t h e  p u b l i c  who 
"walk i n "  w i t h  a  r e q u e s t  f o r  i n f o r m a t i o n  o r  a s s i s t a n c e . * *  
D I C ' s  r e sponse  r a t e  i s  a b o u t  85 p e r c e n t .  When unab le  t o  
make a d i r e c t  r e sponse ,  D I C  communicates d i r e c t l y  w i t h  
t h e  r e q u e s t e r  i f  t h e  document cannot  b e  l o c a t e d  w i t h i n  
A I D  o r  i f  t h e  document can b e  o b t a i n e d  from a n o t h e r  
government agency o r  p r i v a t e  o r g a n i z a t i o n .  Only 
r a r e l y  w i l l  D I C  r e f e r  a r e q u e s t  e l s ewhere  w i t h i n  A I D  for 
a r e sponse .  

D I C  h a s  no i n t e r n a l  c o n t r o l s  f o r  mon i to r ing  o r  keeping 
t r a c k  o f  r e q u e s t s  and f e e l s  t h a t  none are needed because  
most of t h e  r e sponse  work i s  completed by l i b r a r y  s t a f f .  
They do n o t  t r a c k  t h e  o c c a s i o n a l  r e f e r r a l s  s e n t  t o  ano the r  
O f f i c e  o r  Bureau f o r  a c t i o n ,  D I C  h a s  t h e  t e c h n i c a l  c a p a c i t y  
t o  respond t o  many r e q u e s t s ,  hav ing  t h e  f o l l o w i n g  r e s o u r c e s  
a t  i ts  d i s p o s a l :  

a AID Research and Development A b s t r a c t s  (ARDA) 
( Q u a r t e r l y  p u b l i c a t i o n )  

Development I n f  or inat ion sys t ems  , (on- l i n e )  : 

- Research and Development Data Base 

- P r o j e c t  Data Base 

i *See Appendix B ,  V o l u m e  11. 
**These walk- ins  are i n c l u d e d  i n  t h e  530 monthly workload 

c i t e d  above. 



- Bibliographic Data Base 

Card catalogs for about volumes 

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

Government Printing Office 3epository 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 majcr 
changes in these existing systems, it did review the ES 
and LEG operations to identify practices that might be 
useful in establishing a better system for general requests. 

As the Agency's liaison with the Congress, LEG has estab- 
lished a small Congressional Inquiries staff. In contrast 
with the ES staff which rarely prepares a direct response, 
LEG staff most frequently 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 requested 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- 
l i s h e d  a corr2spondence c o n t r o l  system t o  e n s u r e  t h a t  a l l  



mail  addressed t o  t h e  Adminis t ra tor  o r  his s t a f f  i s  answered 
promptly by t h e  a p p r o p r i a t e  pa r ty .  The e i g h t  member co r res -  
pondence c o n t r o l  s t a f f  i n  ES determines response  respons ib i -  
l i t y ,  and then:  

Assigns a c t i o n  and due d a t e  t o  a Correspondence 
Coordinator  a t  t h e  Bureau o r  independent  Of f i ce  
l e v e l .  Three days a r e  allowed f o r  a  Congressional 
r e q u e s t ,  f o u r  f o r  a White House r e q u e s t ,  and 
seven f o r  'o ther  r e q u e s t s .  

a Requires a  copy o f  t h e  r e sponses  o r  an o r i g i n a l  l e t t e r  
f o r  ES s i g n a t u r e  on t h e  m a j o r i t y  of assignments.  

Maintains  a  Correspondence A l e r t  Suspense L i s t  
t o  t r a c k  assignments and r e s p o n s e s .  

Uses four -pa r t  b r i e f s ,  a  c r o s s - r e f e r e n c e  f i l i n g  
system, and d a i l y  logs  f o r  t i g h t  c o n t r o l .  

ES r e c e i v e s  an  average o f  458 l e t t e r s  per month. Only f i v e  
pe rcen t  of t h e s e  l e t t e r s  a r e  answered d i r e c t l y  by t h e  
Adminis t ra tor  o r  h i s  s t a f f ;  t h e  r e s t  a r e  prepared by o t h e r  
Agency s t a f f  and a r e  o f t e n  reviewed by ES s t a f f  t o  a s su re  t h e  
adequacy and appropr ia t eness  of t h e  r e sponse .  * Due t o  t h e  
v i s i b i l i t y  and t h e  t i g h t  c o n t r o l ,  r e q u e s t s  ass igned t o  o t h e r  
o f f i c e s  a r e  g e n e r a l l y  s a t i s f i e d  w i t h i n  t h e  a l l o t e d  t ime per iod .  

( 4 )  T3e SER/MO Mail Room Plays An Impor tant  Role I n  Routing 
Many Requests From The Publ ic  Which Were Inadequately 
Addressed . 

The SER/MO Mail Room r e c e i v e s  about 7,-000 p i e c e s  of pouch 
and U.S. Mail each-day .  Ninety-nine p e r c e n t  of t h i s  mail  
b e a r s  a  b o ~ a  d i d e  address  and, i n  accordance wi th  Hand- 
book 21**, is  forwarded d i r e c t l y  t o  t h e  addressee .  The 
remaining one p e r c e n t  (approximately 7 0  p i e c e s  of mail  per  
day) a r e  inspec ted  and routed  by Mail Room personnel .  
The Mail Room does n o t  have adequate guidance  f o r  r o u t i n g  
much of t h i s  ma i l .  Mail Room s t a f f  u s e  t h e  g u i d e l i n e s  
f o r  r o u t i n g  c a b l e  t r a f f i c ,  according t o  which OPA should 
r e c e i v e  mail  r e l a t e d  only  t o :  

*Based on F Y  1 9 7 8  ES Management r e p o r t s .  
**With few agreed upon excep t ions ,  a l l  m a i l  addressed 

-. t o  an i n d i v i d u a l  o r  t o - a  s p e c i f i c  o rgan iza t - iona l  u n i t  i n  
AID/?? is rou ted  unopened t o -  t h e  eiaployee o r  o f f i c e  
concerned. Mail which is no t  addressed  t o  a s p e c i f i c  
indi7;idual o r  o f f i c e  i s  opened and r o u t e d  according t o  
the con ten t  and sub jec t  matter involved.  



The Press 

OPA Periodicals 

a Media Activities and Functions 

DIC staff complain that inappropriate requests are 
routed there for action by the Mail Room. Primarily, - 
these are requests 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 requests 
for information (general and specific but not citing a 
specific publication) to OPA. 

( 5 )  The Publications And Audio/Visual Arts Division Is . . - - - - - - - - - - - 

Responsible For Managing   he Printing Process For 
Asencv Documents 

The Publications and Audio/Visuals Arts Division (SER/MO/PAV) 
provides graphics, printing and document distribution ware- 
housing functions for the Agency. The ~ivision also main-; 
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 requests, 
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 requests processed by OPA and DIC. Sta- 
tistics on the average volumes, distribution and disposition of 
requests were to be calculated. In addition, average and ranges 
for workloads per staff were to be computed. 

Unfortunately, the recordI&eping systems employed by 
DIC and OPA are inadequate to support a sophisticated statisti- 
cal sample. The limited statistical findings that were possible 
under t.he existins constraints are discussed below: 



(1) The Ten A I D  Of f i ces  Surveyed ~ e c e i v e d  Approximately 
53,000 Requests From The P u b l i c  Each Year 

Ten A I D  O f f i c e s  and Bureaus were reviewed t o  determine t h e  
volume of  p u b l i c  r e q u e s t s  handled each y e a r .  In  OPA, D I C  
and ES, w e  reviewed a v a i l a b l e  management.xeports t o  
i d e n t i f y  t h e  volumes. I n  t h e  o t h e r  seven O f f i c e s ,  t h e  
Correspondence Coordina tors  and o t h e r  respondents  es t imated  

- t h e  number of te lephone and w r i t t e n  r e q u e s t s .  E x h i b i t  
11-4 shows the a c t u a l - a n d  es t ima ted  volumes of p u b l i c  
r e q u e s t s  and a l s o  t h e  number of r e sponses  prepared.  The 
O f f i c e  f o r  Personnel Management, E S ,  and C o n t r a c t  Manage- 
ment r e c e i v e  and process  by f a r  t h e  g r e a t e s t  number of 
p u b l i c  r e q u e s t s  (30,000, 6,700 and 6 , 0 0 0  r e s p e c t i v e l y ) .  
These a r e  f a i r l y  homogenous and, s o ,  it is  r e l a t i v e l y  easy 
f o r  chese  t h r e e  Of f i ces  t o  respond. The f i g u r e s  on t h i s  
c h a r t  must be viewed with two l i m i t a t i o n s  i n  mind: 

F i r s t ,  because of m u l t i p l e  r e f e r r a l s ,  t h e  same 
reques t  may be rece ived  and r e p o r t e d  by more than  
one O f f i c e ;  consequent ly ,  t h e  t o t a l  r e q u e s t s  
a c t u a l l y  r ece ived  i s  probably l e s s  than  t h e  t o t a l  
shown on t h e  bar graph. 

Second, t h e  d i f f e r e n c e  between t h e  r e q u e s t s  
rece ived  and those  f o r  which a response was 
prepared does n o t  n e c e s s a r i l y  i n d i c a t e  t h e  num- 

- b e r  of  r e q u e s t s  no t  s a t i s f i e d .  Many of t h e s e  
were r e f e r r e d  elsewhere f o r  a response  and 
u s u a l l y  no record  of d i s p o s i t i o n  i s  kep t  
by t h e  r e f e r r e r .  

( 2 )  Workload Measurements Reveal More D i f f e r e n c e s  Than 
s i m i l a r i t i e s  ~ m o n g . O f f i c e s  

To h e l p  develop s t a f f i n g  p lans  f o r  a l t e r n a t i v e  s o l a t i o n s ,  
i t  i s  u s e f u l  t o  have measures such a s  workload-to-s taff  
r a t i o s ,  and t ime requ i red  t o  f u l f i l l  t h e  average r e q u e s t .  
Although a v a i l a b l e  d a t a  d i d  n o t  suppor t  p r e c i s e  computa- 
t i o n s ,  informat ion  a v a i l a b l e  from t h e  A I D  and S t a t e  O f f i c e s  
wi th  s u b s t a n t i a l  pub l i c  informat ion  a c t i v i t y  r evea led :  

I n  OPA,  t h e  r a t i o  of r e q u e s t s  r ece ived  t o  s t a f f  
i s  t h e  h i g h e s t  o f  a l l -  o f f i c e s  f o r  which data 
a r e  a v a i l a b l e :  5,300 compared t o  s imple average 
of 3,009 f o r  t h e  o t h e r  f o u r  Of f i ces .  

I n  OPA, approximately 20 minutes  were consumed 
p e r  r e q u e s t  r e c e i v e d ,  compared t o  a  s imple aver- 
age of  35 minutes f o r  t h e  o t h e r  f o u r  Of f i ces .  



EXHIBIT 11-4 

REQUESTS 
PER Y E h R  

3 0 ' 0 0 0 ~  

*Excludes M I A ,  Privacy A c t ,  and '20 1 1 6 5 2  [ D e c l a s s i f i c a t i o n  o f  Federal Documents! 
**ES r e c e i v e s  approximately 6 7 0 0  requests  per year f r o c  i n s t i t u t i o n s ,  rn-ers of Concress. b u s i n e s s e s ,  

o ther  government agencies  and LID personnel. Of t h l s  t o t a l ,  approxmately le5O are fro= ;5e pub lzc .  



The computat ions  used t o  d e r i v e  t h e s e  r a t e s  a r e  shown i n  
E x h i b i t  11-5. * Caut ion  must b e  employed when 
a n a l y z i n g  t h e s e  f i g u r e s .  Some anornolies a r e  n o t  inmediate-  
l y  a p p a r e n t  b u t ,  n o n e t h e l e s s ,  g r e a t l y  a f f e c t  t h e  comparabi- 
l i t y  o f  t h e  c a l c u l a t i o n s .  For i n s t a n c e :  

0 The s t a f f  who perform t h e s e  t a s k s  a r e  n o t  a l l  
engaged i n  comparable a c t i v i t i e s .  

- I n  OPA, t h e r e  i s  no c o n t r o l ,  o n l y  60  
p e r c e n t  of  t h e  r e q u e s t s  a r e  f i l l e d  d i r e c t -  
l y ,  and OPA r a r e l y  performs l i b r a r y  work t o  
p r e p a r e  t h e  response .  

- I n  D I C ,  t h e r e  i s  no c o n t r o l ,  85 p e r c e n t  
o f  t h e  r e q u e s t s  a r e  responded t o  d i r e c t l y ,  
and c o n s i d e r a b l e  l i b r a r y  work is r e q u i r e d .  

- I n  ES, e x t e n s i v e  c o n t r o l  i s  performed 
w i t h  v i r t u a l l y  no i n t r a o f f i c e  r e sponse  
p r e p a r a t i o n .  

- I n  S t a t e ,  t h e  t e l e p h o n e  s e r v i c e  is  on ly  
r e c e n t l y  implemented and ,  s o ,  n o t  y e t  
up t o  f u l l  c a p a c i t y .  Almost a l l  w r i t t e n  
r e q u e s t s  a r e  responded t o  w i t h  m a t e r i a l s  
on hand and a  computer g e n e r a t e d  
l e t t e r .  

The t y p e s  o f  r e q u e s t s  va ry  c o n s i d e r a b l y .  Most 
o f  D I C ' s  r e q u e s t s ,  f o r  example,  a r e  n o t  from 
t h e  p u b l i c  b u t ,  r a t h e r ,  from t e c h n i c a l  s t a f f  
of  PVOs, Mis s ions ,  A I D / W ,  and LDCs; OPA's 
r e q u e s t s  are more l i E e l y - t o  come from t h e  g e n e r a l  
p u b l i c  and r ange  i n  ' t h e i r  t e c h n i c a l i t y .  

The r e s o u r c e s  a v a i l a b l e  f o r  r e spond ing  t o  t h e  
r e q u e s t s  va ry  among t h e  O f f i c e s  and ,  c c n s e q u e n t l y ,  
s o  does  t h e  t i m e  r e q u i r e d  t o  respond .  IL S t a t e ,  
f o r  example,  a  p e r s o n a l  r e s p o n s e  i s  provided  
f o r  each  r e q u e s t ,  whereas OPA r a r e l y  p r e p a r e s  
a p e r s o n a l  l e t t e r .  

I n  s p i t e  of t h e i r  shor tcomings ,  t h e  a v a i l a b l e  d a t a  
do p rov ide  some g e n e r a l  g u i d e l i n e s  conce rn ing  r e a s o n a b l e  
work l e v e l s .  These p r o d u c t i v i t y  measures  are  used i n  
Chapte rs  111 and I V  t o  s t a f f  t h e  t h r e e  a l t e r n a t i v e  s o l u t i o n s .  

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

There  are a  number o f  f a c t o r s  which t r a n s c e n d  t h e  i nadequac ie s  
of existing policies and procedures related to public information 

*See Appendix B ,  Volume I1 



requests. The complications stern, 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. 

a 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. 

a 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 is 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 inquiries also face the problem of responding - 

to requests which vary tremendously in: 

Detail required 

a Topic 

Urgency and importance 

Clarity 

Efficiency and adequacy of response are also constrained by the 
dilemma responders face when documents a r e  out of print, out of 
stock, or too voluminous 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 ZAGENCIES HAVE DEVELOPED A VARIETY OF MECHANISMS 
FOR RESPONDING TO PUBLIC INQUIRIES 

Personnel in other Federal agencies were interviewed to identify and 



d e s c r i b e  v a r i o u s  methodologies  f o r  responding  t o  p u b l i c  
i n q u i r i e s .  Our f i n d i n g s  i n d i c a t e  t h a t  a  wide r ange  o f  pro-  
c e d u r e s  a r e  employed, most o f  them d i f f e r e n t  from t h e  p u b l i c  
i n q u i r i e s  p r o c e s s  i n  o p e r a t i o n  a t  A I D .  

T h i s  f i n d i n g  was echoed i n  a  r e c e n t  s t u d y  by t h e  Comptro l le r  
Genera l  e n t i t l e d ,  " D i f f i c u l t i e s  I n  E v a l u a t i n g  P u b l i c  A f f a i r s  
Government-Wide and a t  t h e  Department of H e a l t h ,  Educa t ion ,  
and Wel fa re . "  The r e p o r t  determined t h a t  t h e  e v a l u a t i o n  
o f  p u b l i c  a f f a i r s  is  d i f f i c u l t  because aGencies  do  n o t  un i formly  
d e f i n e  " p u b l i c  a f f a i r s "  and a r e  n o t  c o n s i s t e n t  i n  r e p o r t i n g  and 
e v a l u a t i n g  t h e i r  p u b l i c  a f f a i r s  c o s t s .  G e n e r a l l y ,  p u b l i c  a f f a i r s  
i n c l u d e s  such a c t i v i t i e s  a s  p r e s s  r e l e a s e s ,  r e p o r t s ,  news con- 
f e r e n c e s ,  photographs ,  speeches ,  p u b l i c a t i o n s ,  a u d i o v i s u a l  
m a t e r i a l s  and f a c i l i t i e s  f o r  answering d a i l y  q u e s t i o n s  from 
j o u r n a l i s t s  and t a x p a y e r s ,  a l t hough  any combina t ion  o f  p r i o r i t i e s  
r e l a t e d  t o  t h e s e  a c t i v i t i e s  i s  p o s s i b l e .  

The p u b l i c  i n f o r m a t i o n  systems employed by t h e  f o u r  a g e n c i e s  
i n c l u d e d  i n  t h e  s t u d y  r e f l e c t  t h i s  wide d i v e r s i t y ,  a l t hough  
each  r e v o l v e s  t o  some e x t e n t  around t h e  p r o c e d u r e s  f o r  h a n d l i n g  
FOIA r e q u e s t s .  

Department o f  Commerce: The Department has  c e n t r a l i z e d  
systems t o  s e p a r a t e  FOIA from non-FOIA r e q u e s t s .  T h e i r  
i n t e r p r e t a t i o n  of FOIA r e q u e s t s ,  however,  i s  n o t  a  
s t r i c t  one and i n c l u d e s  " a d m i n i s t r a t i v e  r e q u e s t s "  
i . e . ,  t h o s e  r e q u e s t i n g  i n f o r m a t i o n  n o t  normal ly  
d i s semina ted  t o  t h e  g e n e r a l  p u b l i c .  FOIA r e q u e s t s  
a r e  t h e n  t i g h t l y  c o n t r o l l e d  by t h i s  c e n t r a l i z e d  
system,  w h i l e  non-FOIA r e q u e s t s  are r e f e r r e d  through-  
o u t  t h e  Department for r e sponse ,  w i t h  no f u r t h e r  
c o n t r o l .  

Department o f  A g r i c u l t u r e :  An FOIA o f f i c e r  i s  a s s igned  
t o  each  Agency w i t h i n  t h e  Department. These o f f i c e r s  
a r e  r e s p o n s i b l e  f o r  responding  t o  FOIA r e q u e s t s  re- 
l a t e d  t o  t h e i r  Agency. The system i s  d e c e n t r a l i z e d ,  
w i t h  FOIA d i s c r e t i o n  r e s i d i n g  w i t h i n  each  Agency 
r a t h e r  t h a n  i n  a s i n g l e  l o c a t i o n ,  as i n  A I D .  Non- 
FOIA r e q u e s t s  a r e  a l s o  p roces sed  by t h i s  sys tem 
b u t  a l e s s e r  deg ree  o f  a t t e n t i , o n  i s  p a i d  t o  t h e s e  
r e q u e s t s .  

I n t e r n a t i o n a l  Communications Agency (ICA): ICA uses  
a  broad i n t e r p r e t a t i o n  of  t h e  Freedom of In fo rma t ion  
Act  t o  c o n t r o l  a l l  r e q u e s t s  f o r  i n f o r m a t i o n .  Based 
on t h i s  i n t e r p r e t a t i o n ,  a l l  r e q u e s t s  f a l l  under  t h e  
A c t  and t h e r e f o r e ,  a l l  r e q u e s t s  a r e  c o n t r o l l e d .  The 
voJ.ume of  r e q u e s t s  which a r e  r e c e i v e d  by t h e  agency,  
hovever ,  i s  s u b s t a n t i a l l y  lower than t h e  volume re- 
c e i v e d  by A I D .  



Department of State (STATE): The number of requests 
for information received by State is significantly 
greater than the number of-requests 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 

0 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 requests, 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 requests are centralized. 
Responsibilities are clear-cut and, as a result, the 
public information activity runs smoothly. 



CHAPTER I11 

ALTERNATIVE SOLUTIOKS 
FOR HANDLING WRITTEN REQUESTS 



111. ALTERVATIVE SOLUTIONS F O R  HANDLING W R I T T E N  R E O U E S T S  

As described in Chapter 11, there are va 
mate--approaches for responding to reque 
This chapter describes three alternative 
written requests. Appendix E, Volume I1 
other alternatives which were considered 
later rejected. - 

rious--equally legit 
sts from the public. 
solutions for hand1 
describes several 
early in the study 

1. T H E  THREE ALTERHATIVES SHARE SEVERAL COMMON F E A T U R E S  

but 

The three alternatives described later in this chapter offer 
discrete options for responding to written inquiries. 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 SSR/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. I n  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 , 0 0 0  pieces of mail received by 
A I D  each day contain requests from the public. I f  
a11 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 inquiries service is required : 
This recommendation is discussed fully in Chapter IV. 

* "40 pieces of mail per hour, f o r  seven hours per day. 



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. A Document 
Inventory List (see example in Exhibit III-1,* 
Appendix B )  would catalogue documents (or categories 
of documents) for which a ~ e a d y  inventory exists. 
The list would be updated monthly and would minimize 
search time and inappropriate referrals. Word 
processing equipment 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/MO/PAV, 
which is in charge of publishing most AID documents, 
solicits approval from Offices which control the 
budget and quantity on publications. Although both 
OPA 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. 

a Two to four Public or Technical Information 
Specialists are required to handle mail and telephone 
requests: 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, control is also performed by this 
proposed new staff. 

Every Bureau and Office retains an important responsi- 
bility for being responsive to the p~blic: Altho~igh 
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 frequently 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 I1 



Requestors  should be  k e p t  informed on t h e  s t a t u s  of 
t h e  r e a u e s t :  When a r e q u e s t  i s  r e f e r r e d  t o  ano the r  
o f f i c e  *and r e f e r r e r  e x p e c t s  t h a t  t h e  O f f i c e  w i l l  
r e q u i r e  more than  a  few days  t o  r e spond ,  t h e  r e f e r r e r  
should  s a t i s f y  t h e  r e q u e s t o r  ( u s i n g  a s imple  form 
l e t t e r )  of  t h e  r e f e r r a l  a c t i o n .  

C e r t a i n  c a t e g o r i e s  of r e q u e s t s  a r e  e l i m i n a t e d  from 
t h e  c o n t r o l  p roces s :  None of  t h e  a l t e r n a t i v e s  change 
t h e  way c e r t a i n  c l a s s e s  of r e q u e s t s  are processed :  

- Requests  add res sed  t o  o r  r e g a r d i n g  t h e  
Admin i s t r a to r  o r  Deputy: r e f e r r e d  t o  ES 

- Requests  r e l a t e d  t o  Personne l  Management: 
r e f e r r e d  d i r e c t l y  t o  PM 

- Requests  r e l a t e 2  t o  C o n t r a c t  Management: 
r e f e r r e d  d i r e c t l y  t o  CM 

- Rout ine  p a s s p o r t  q u e s t i o n s :  r e f e r r e d  t o  S t a t e  
Department 

- Requests  from Congress:  r e f e r r e d  t o  LEG 

- Requests  from an LDC, PVO, AID/W, o r  mi s s ion  
r e p r e s e n t a t i v e :  r e f e r r e d  t o  DIC 

- Requests  under FOIA, t h e  P r i v a c y  Act ,  o r  
EO 11652*: r e f e r r e d  t o  OPA/PI 

The b a l a n c e  o f  t h i s  c h a p t e r  i s  d i v i d e d  i n t o  t h r e e  p a r t s ,  one 
f o r  each  of t h e s e  a l t e r n a t i v e s :  

A l t e r n a t i v e  A: C e n t r a l i z e d  R e c e i p t  and D i s t r i b u t i o n ,  
C o n t r o l ,  and Response P r e p a r a t i o n  i n  t h e  O f f i c e  of - 

P u b l i c  A f f a i r s  

A l t e r n a t i v e  B :  C e n t r a l i z e d  C o n t r o l  i n  OPA, wi th  
Response P r e p a r a t i o n  Performed by O f f i c e s  and 
Bureaus w i t h  Primary Access t o  ~ e c o r d s  Required t o  
P rov ide  t h e  Response 

A l t e r n a t i v e  C:  
P r e p a r a t i o n  i n  
P r e p a r a t i o n  D e  
C e n t e r s  

Decen t r a l  
Each Burea 

f a u l t i n g  t o  

zed C o n t r o l  and 
and Office w i t h  

t h e  Development 

Response 
, Response 
In fo rma t ion  

0 *Regarding d e c l a s s i f i c a t i o n  of Federal documents 



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 require- 
ments, implementation considerations, and advantages and 
disadvantages. 

Exhibit 111-2 which folds out from the back of this chapter 
summarizes the key characteristics of each alternative. - 

2 .  ALTERNATIVE A: CENTRAL1 ZED RECEIPT AND DISTRIBUTION, 
CONTROL, AND RESPONSE PREPARATION IN THE OFFICE OF 
PUBLIC AFFAIRS 

As discussed on page 111-1, 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. According 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 . . . p  ublic." One activity 
cited as part of this responsibility is "disseminate informa- 
tion through public affairs programs. . . and by .tea panding 2 c  
pubCic inquinien." Although Handbook 18 also notes that all 
other Offices andBureaus 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 personnel 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 a l h e a d y  being channeled to OPA for control and 
response. Alternative A would formalize a system that now is 
hinted at in the Handbooks an3 is partially in d e  6 a c . t ~  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 requests for information. As a result of this diverse 

,and pressing workload, OPA has not been able to give adequate 
priority to public requests, nor has the Office integrated the 

*This  r e f e r s  o n l y  t o  the general and diverse requests, not 
to t h e  easily classified requests, such as t hose  related 
t o  contracts management and personnel management. 



public information activity with overall Office affairs. Unde'r 
Alternative A, this activity would be stressed as OPA assumes 
responsibility for all three important sub-activities: 

a 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 maintainin9 the 
Document Inventory List, OPA staff would be better 
equipped than SER/MO staff to perform this function. 

a Control: OPA would follow and control requests that 
come to its attention. Offices andBureaus which 
receive a request by accident or by design and are 
a b l e  .to f i e s p o n d ,  need not forward the request to OFA. 
All other requests would be forwarded to OPA and 
controlled from that point forward. 

a 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 Han2le 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 A, 
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 requests 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 111-3**, provides draft Handbook 
changes. Exhibit 111-4**, 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 
requests. 

**See Appendix B, Volume I. 



i Mail received by AID without a deliverable 
address or addressed to OPA: OBA would assume 
the role now played 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 
requestor 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 requests 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 mun2 respond to the request 
without involvement by OPA. The Office 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, 
EO 11652, or if it is from a member of 
Congress, it should be forwarded directly 
to the cognizant Office (see page 111-3 ) .  
These requests need'not be controlled by 
the initial O f f i c e  or 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 to 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. 



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  d i d e  request via (1) its review 
of mail without a deliverable address, ( 2 )  mail originally 
addressed to OPA, or (3) referred mail requests, it woulC 
have several major responsibilities: 

First, a11 requests must be logged and tracked 
until a satisfactory response is made. (See 
Appendix C )  . 
Second, OPA woulc? have the majar responsibility 
for preparing the response. The major objective 
of this alternative would be to minimize the 
burden on the other Offices and Bureaus. None- 
theless, Offices and Bureaus might still be 
asked to assist in'three situations: 

- When the request is highly technicel 
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. 



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 quantity 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 
questions. The Document Inventory List, discussed 
on page 111- 2, is a major mechanism for keeping 
the stock point current. 

Publish new documents to satisfy common requests: 
Using the request logs, OPA would monitor the 
nature of public requests to identify topics fcr 
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, as 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 referre5 to other Eureaus and Offices: 
OPA staff would assisn reasonable due dates to 
each referral based Gpon the perceived urgency 
of the request and the difficulty of preparing 
a response. 



a Ongoing assessment of OPA's resources to handle' 
its new respor-sibilities: 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 Aqency staff come to rely on 
OPA more and more to control and prepare responses 
to requests. 

m 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 Processinq 
Equipment 

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

a Between one and two full-time equivalent 
Public Information S~ecialists tGS 9 )  : As 

L 

described in the position descriptions in 
Appendix D, these individuals wonld 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 equivalent 
Public Information Specialists IGS 7 )  : The 
position descriptions for these .inlividuals 
are also contained in Appendix E. 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 IY. 

Exhibit 111-5* provides the assumptions regarding work load 
and productivity that were used to develo~ 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 11. 



s t a f f  b e  used  t o  t a k e  up t h e  s l a c k .  The G S  7 s t a f f  would- 
b e  e x p e c t e d  t o  o p e r a t e  t h e  word p r o c e s s o r ;  c l e r i c a l  t i m e  
would b e  min imal ,  due  t o  u s e  o f  t h e  word p r o c e s s o r  and 
form l e t t e r s .  OPA c l e r i c a l  s t a f f  would back  up t h e s e  
new s t a f f  f o r  t h e i r  minimal  c l e r i c a l  n e e d s .  If t h i s  i s  
n o t  p o s s i b l e ,  s e v e r a l  o t h e r  c o u r s e s  o f  a c t i o n  a r e  a v a i l a b l e :  

H i r e  two GS 9 and two G S  7 s t a f f  u n t i l  t h e  
workload c a n  be  d e t e r m i n e d  w i t h  more c e r t a i n t y ,  
and u n t i l  t h e  u t i l i t y  o f  t h e  word p r o c e s s o r  
c a n  b e  a s s e s s e d .  I f  o n l y  t h r e e  s t a f f  a r e  
h i r e d ,  t h e  word p r o c e s s o r  becomes more 
n e c e s s a r y .  ( S e e  be low. )  

H i r e  one  G S  9 and t h r e e  G S  7 s t a f f  under  t h e  
same c o n d i t i o n .  

O t h e r  r e s o u r c e s  would b e  r e q u i r e d  t o  implement  t h i s  c p t i o n :  

Space :  I n  many ways,  s p a c e  i n  A I D  i s  a more 
s p a r s e  r e s o u r c e  t h a n  p e r s o n n e l .  The Agency 
i s  a l r e a d y  p h y s i c a l l y -  d i s p e r s e d  and v i r t u a l l y  
e v e r y  O f f i c e a n d  Bureaunow e x p e r i e n c e s  some 
i n c o n v e n i e n c e  due  t o  i n a d e q u a t e  o r  p h y s i c a l l y  
d i s p a r a t e  s p a c e .  N o n e t h e l e s s ,  t h e  s u c c e s s  of 
t h i s  a l t e r n a t i v e  would r e s t ,  t o  a  l a r g e  d e g r e e ,  
on h a v i n g  new s t a f f  and s t o c k  p o i n t .  Working 
s p a c e  f o r  f o u r  a n d  s h e l f  s p a c e  f o r  5 0 0  t o  8 0 0  
documents  would b e  r e q u i r e d .  I t  would b e  most  
d e s i r a b l e  t o  have  t h i s  s p a c e  l o c a t e d  n e a r  o r  i n  
t h e  OPA/PI s t a f f ,  s i n c e  t h e  new . s t a f f  would 
r e p o r t  t o  t h e  Chie f  o f  t h e  S t a f f  and s o  t h a t  
t h e  P I  s t a f f  a l s o  would have  a c c e s s  t o  t h e  
m a t e r i a l s .  T h i s  may r e s u l t  i n  some d u p l i c a t i o n  
o f  m a t e r i a l s  now h e l d  by ( a n d  presumably  
r e m a i n i n g )  i n  t h e  O f f i c e  o f  t h e  D i r e c t c r  of O2.q 
( O P A / D ) ;  c o n s e q u e n t l y ,  it i s  n o t  i l l o g i c a l  t o  
c o n s i d e r  p l a c i n g  t h e  new s t a f f  p h y s i c a l l y  n e a r  
t h e  e x i s t i n g  l i b r a r y  i n  OPA/D, i f  s p a c e  p e r m i t s .  
I n  any  e v e n t ,  t h i s  s t a f f  would have  t o  b e  
l o c a t e d  i n  t h e  N e w  S t a t e  B u i l d i n g ,  r a t h e r  t h a n  
i n  R o s s l y n ,  s o  t h a t  p r o x i m i t y  t o  t h e  D I U  would 
be a s s u r e d .  

Word p r o c e s s i n g  equ ipment :  Word p r o c e s s i n g  
equipment  would be u s e f u l ,  a l t h o u g h  n o t  
e s s e n t i a l  u n l e s s  t h e  f u l l  r e c o r n e n d e d  s t a f f  i s  
n o t  a v a i l a b l e .  'Th i s  equ ipment  c a n  h e l p  s u p p o r t  
t h r e e  major  ' u n c t i o n s  o f  t h e  new s t a f f :  



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 request 
issues, such as requests for the CP when 
it is first published and policies on 
international news items that generate 
considerable levels of requests. 

Query the R & D data base In the DIU 
to obtain information on publications 
and prepare bibliographies. 

As can be seen from Exhibit 111-6*, these functions would 
require 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 111-6* 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 required but their c e s t s  
cannot be estimated easily. For example, furniture, 
telephone connections and long distance service, and 
additional supervisory time would be required. The direct 
ongoing costs of $62,720 for this alternative do not 
include these indirect costs. 

*See Appendix B, Volume 11. 



3. ALTERNATIVE B: CENTRALIZED CONTROL IN OPA WITH RESPONSE 
PREPARATION PERFORMED BY OFFICES AND BUFEAUS WITH PRIMARY 
ACCESS TO RECORDS REQUIRED TO PROVIDE THE RESPONSE 

As discussed earlier, the ambiguity and lack of precision in 
Agency guidance is one cause of the current problem. Alterna- 
tive B would clarify the existing guidance to reflect what, 
we are told, was the original intent of the guidance. 
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 
requests to assure that approprizte and timely 
responses are provided. 

a Information about AID'S "policies, objectives, and 
operations" is 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. Consequently, each Office and 
Bureau must continue to share responsibility for 
preparing responses that require information held 
by that Office or Bureau. 

The main features of this alternative are sumarized below: 

m Receipt and Distribution: The SER/MO Mail Room would 
continue to review mail without a deliverable ad2, yess 
sending some requests for information to OPA and 
others elsewhere i d  a  a e d e m a L  c l b e w h e k e  eafi be m a d e .  
w i i k  ce&tainXy (e.g., for Fersonnei Xanagenent or 
Contract Management) .. 

0 Control: OPA would have major, but not sole, responsi- 
bility for controlling written requests 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 o t  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. 



OPA would 

Response P r e p a r a t i o n :  OPA would enlnance i t s  own 
r e sponse  p r e p a r a t i o n  c a p a b i l i t y  by making a  modest 
i n c r e a s e  i n  i t s  h o l d i n g s  and by i n v e n t o r y i n g  t h e  
many d i s p e r s e d  A I D  h o l d i n g s .  L ike  ES,  however, OPA 
would c o n t i n u e  t o  r e l y  h e a v i l y  on o t h e r  O f f i c e s  
and Bureaus t o  p r e p a r e  responses  t h a t  a r e  c l e a r l y  
i n  t h e  p rov ince  of  t h a t  O f f i c e  o r  h r e a u .  D I C  would 
p l a y  a  major  r o l e  i n  p rov id ing  r e s p o n s e s  which 
r e q u i r e  i n fo rma t ion  n o t  a v a i l a b l e  e l s e w h e r e ,  o r  
r e q u i r i n g  a  l i b r a r y  s e a r c h .  

be  prov ided  P u b l i c  In fo rma t ion  S p e c i a l i s t s  t o  h e l p  
perform t h i s  e n l a r g e d  r e s p o n s i b i l i t y .  Th i s  s t a f f  would 
i n v e n t o r y  t h e  Agency's  h o l d i n g s ,  p r epa re  p u b l i c a t i o n s  f o r  u s e  
i n  responding  t o  common r e q u e s t s ,  and t r a c k  t h e  p r o g r e s s  of 
r e q u e s t s  t h a t  a r e  r e f e r r e d  e l sewhere  i n  t h e  Agency f o r  response .  
D I C  would r e q u i r e  a  Techn ica l  In fo rma t ion  S p e c i a l i s t  t o  p r e p r e  
r e sponses  r e l a t e d  t o  t h e i r  v a s t  h o l d i n g s .  

(1) The O f f i c e  Of The D i r e c t o r ,  OPA, Would Be The Foca l  
P o i n t  For Non-FOIA Requests  From T h e  P u b l i c  

Handbook 18 ( P a r t  111, page 1-1) s t a t e s  as i t s  b a s i c  
p o l i c y  t h a t :  

"The O f f i c e  of P u b l i c  A f f a i r s  (OPA) i s  t h e  f o c a l  
p o i n t  f o r  t h e  p r e p z r a t i o n  and r e l e z s e  of p u b l i c  
i n f o r m a t i o n .  But t h e  impor t an t  t a s k  o f  in forming  
t h e  p u b l i c  i s  n o t  l e f t  t o  any s i n g l e  O f f i c e .  There 
must be  a  c o n t i n u i n g ,  comprehensive,  Agency-wide 
concern  f o r  producing and d i s s e m i n a t i n g  t i m e l y  and 
a c c u r a t e  i n fo rma t ion .  OPA can s t i m u l a t e ,  program 
and c o o r d i n a t e  t h e s e  e f f o r t s ,  b u t  nust r e l y  on t h e  
a c t i v e  p a r t i c i p a t i o n  of .  a l l  major  O22ices  i n  A I D  
i n  responding  t o  t h e  need f o r  an a c c u r a t e l y  i n f o r n e d  
p u b l i c .  Beyond t h i s ,  t h e r e  a r e  c e r t a i n  ~ r o c e d u r e s  
t o  be  Callowed by a l l  A I D  O f f i c e s  andBureaus  t o  
a s s u r e  c o o r d i n a t i o n  and e f f e c t i v e n e s s  i n  t h e  
p r o d u c t i o n  and r e l e a s e  of p u b l i c  i n f o r m a t i o n .  Th i s  
handbook s e t s  f o r t h  p rocedures  t o  be fo l lowed i n  
h a n d l i n g  p u b l i c  i n fo rma t ion  m a t e r i a l s . "  

Under t h i s  a l t e r n a t i v e ,  t h i s  b a s i c  p o l i c y  w o u l d  p e r s i s t .  
FOIA r e q u e s t s ,  as  w e l l  a s  t h o s e  f i l e d  uxder t h e  P r i v a c y  
Act and EO 1 1 6 5 2 ,  would c o n t i n u e  t o  be  h a n d l e d  by O P A ' s  
P u b l i c  I n q u i r i e s  S t a f f .  Nothing i n  t h i s  a l t e r n a t i v e  
changes  t h e  p rocedures  f o r  responding  t o  t h e s e  t h r e e  
c a t e g o r i e s  o f  r e q u e s t s .  



A l l  o t h e r  r e q u e s t s  from t h e  p u b l i c  would be  e l i g i b l e  f o r  . 
p r o c e s s i n g  by t h e  O f f i c e  o f  t h e  D i r e c t o r ,  OPA ( h e r e a f t e r  
r e f e r r e d  t o  s imply a s  OPA). Th i s  a s p e c t  o f  A l t e r n a t i v e  B 
would r e q u i r e  s u b s t a n t i a l  changes i n  Handbooks 17 and 18 .  
D r a f t  changes a r e  shown i n  E x h i b i t  111-7*. The f low c h a r t  
shown i n  E x h i b i t  111-8* i l l u s t r a t e s  t h e s e  procedures  i n  
d e t a i l ;  t hey  a r e  d i s c u s s e d  below: 

0 W r i t t e n  r e q u e s t s  r e c e i v e d  by OPA d i r e c t l y  from 
t h e  p u b l i c  o r  v i a  a n o t h e r  O f f i c e  o r  Bureau: The 
SER/MO Mail Room would o p e r a t e  as it does  now, 
e x c e p t  t h a t  OPA would p rov ide  a s s i s t a n c e  i n  
p r e p a r i n g  more d e s c r i p t i v e  c r i t e r i a  f o r  r o u t i n g  
i n v a l i d l y  addressed  r e q u e s t s .  W r i t t e n  r e q u e s t s  
r e c e i v e d  by OPA ( d i r e c t l y  from t h e  Mail Room o r  
as  a r e f e r r a l  from a n o t h e r  O f f i c e  o r  Bureau) 
would be reviewed t o  de t e rmine  t h e  n a t u r e  c f  
t h e  r e q u e s t .  Requests  would be r e f e r r e 2  o u t  
o f  OPA wi thou t  f u r t h e r  c o n t r o l  i f  t h e y  a r e  
r e l a t e d  t o  Personne l  Management, C o n t r a c t  
Management, r o u t i n e  p a s s p o r t  p r o c e s s i n g ,  OPA/PI  
s t a f f  r e s p o n s i b i l i t i e s ,  i f  t h e y  a r e  add res sed  
t o  t h e  Admin i s t r a to r  o r  Deputy A d m i n i s t r a t o r ,  
o r  i f  t h e y  a r e  r e c e i v e d  d i r e c t l y  from a  member 
o f  Congress.  A l l  o t h e r  w r i t t e n  r e q u e s t s  would 
be  logged ( acco rd ing  t o  t h e  l ogg ing  and f i l i n g  
system shown i n  Appendix C )  and handled i n  one 
o f  two ways: 

- OPA would f i l l  t h e  r e q u e s t  wi th  m a t e r i a l s  
on hand. OPA would be  r e s p o n s i b l e  f o r  
c o l l e c t i n q  o r  producing an i n v e n t o r y  of  
documents t h a t  p rov ide  g e n e r a l  and 
f r e q u e n t l y  r e q u e s t e z  i n f o r m a t i o n  abou t  
t h e  Agency. 

- OPA would r e f e r  t h e  r e q u e s t  t o  t h e  O f f i c e  
o r  Bureauwhich has  pr imary  c o n t r o l  over  
t h e  s u b j e c t  i n f o r m a t i o n .  The r e q u e s t  
cou ld  be r e f e r r e d  t o  e i t h e r  (1) t h e  
d e s i g n a t e d  Correspondence Coord ina tor  
i n  t h e  O f f i c e  o r  Bureau ( i . e . ,  t h e  i n d i -  
v i d u a l  used a s  a corntunicat ion c o n t r o l  
p o i n t  by ES)  , ( 2 )  t h e  s p e c i f i c  individual 
w i t h i n  t h e  O f f i c e  o r  Bureau who i s  known 
t o  have t h e  information o r ,  (3) DIC i f  a 

*S te  Appendix B ,  Volume 11. 



specific information source cannot be 
identified. If Alternative B is selected, 
we recommend that ths latter two choices 
be selected to reduce the number of 
referral steps and to minimize the number 
of control mechanisms through which the 
request must be processed. 

OPA would enhance its 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 nailin7. 5 
In either case, O?A would record the action 
taken to satisfy each request and would take 
corrective action on delinquent requests that 
have been referred outside of OPA. 

Written requests received by other Offices ane 
Bureaus directly from the public or the SER/MO 
Mail Room (i.e., not requests referred by O P k )  : 
Despite the establishment of a prime role in 
OPA for handling public requests, other Offices 
and Bureaus would continue-to receive written 
requests directly from the public (via the Mail 
Room). These requests would be processed in one 
of three ways: 

- If the Office receiving the request has 
primary access to the subject records, 
it m u h t  control and respond to the request 
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 conditions under which OPA shou ld  be informed of 
requests. First, if the request is related to an issue of 
wide-spread public concern, and night 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. 



- If the request 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 111- 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 requests out- 
side its own boundaries except to OPA 
(and the other exceptions noted immediately 
above) . 

The Office 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 
reliznce on one or two "old-timers" who have the relevant 
information stored mentally, but nowhere else. Secon6, 
OPA woul6 prepue 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: 

0 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 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 requests. 

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

e Monitoring trenzs in the types of information 
requested so that OPA can produce a wide range 
of general purpose documents for use in 
responding to the public. 

Third, OPA would be responsible for launching frequent 
campaigns to inform other Agency Offices and Bureaus of 
their ongoing responsibilities to the public. 



(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 requestor. 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"). 

Other 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 requests 
they cannot handle to OPA for action. 

(3) Under Alternative B, OPA Would Require One Or Two 
New Staff Positions, AdditioRal Space, And Word 
Processing Equipment; DiC Would Require One New 
Staff Position 

Alternative B would require 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 equivalent 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 
inquiries 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 
Appenciix D. The Specialist would be responsible 
for handling public inquiries that are addressed 
specifically to DIC or referred by OPA to DIC. 
This individual would maintain close contact with 
OPAts Public Information Specialist to ensure that 
the Document Inventory List remains current and 
response resources are optimized. 



Exhibit 111-9* provides the assumptions regarding workload 
and productivity that were used to develop these estimates 
and shows that 1 GS 9 and 1.4 GS 7 staff are needed by DIC 
and OPA respectively. If this alternative is selected, we 
recommend that two people be hired full-time for OPA rather - - 
than hiring 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 workload. Other resources 
are required 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 Inforna- 
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 Equipment: Word processing 
equipment would be useful (although not essential) - - 

in implementing this alternative. This equipment 
could help support two major functions of the 
new staff: 

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

Responses to common requests could be 
prepared. Requestors 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 111-lo*, these functions would require a small 
~ercentaqe of the available annual machine time for a 
itandardaword processing equipment. While it is 
feasible to procure this equipment only if it is shared 
with DIC or if other activities of O P A - W ~ ~ ~  use the 
balance of the machine time, maintenance of the 

@ *See Appendix B, Volume 11. 



Document I n v e n t o r y  L i s t  would i n v o l v e  a  g r e a t  d e a l  
more e f f o r t  w i t h o u t  t h i s  equ ipment .  I n  a d d i t i o n ,  
t h e  workload on t h e  s e c r e t a r i a l  s t a f f  would b e  
i n c r e a s e d  w i t h o u t  t h i s  equipment .  

O t h e r  r e s o u r c e s ,  e . g . ,  f u r n i t u r e ,  t e l e p h o n e  c o n n e c t i o n s  
and l o n g  d i s t a n c e  s e r v i c e ,  and a d d i t i o n a l  s u p e r v i s o r y  t i m e ,  
a l s o  would b e  r e q u i r e d  b u t  t h e i r  c o s t s  a r e  n o t  e a s i l y  
e s t i n a t e d .  The d i r e c t  on-going c o s t  o f  $ 4 5 , 2 5 7  does  n o t  
i n c l u d e  t h e s e  d i r e c t  c o s t s .  

4 .  ALTERNATIVE C: DECENTRALIZED RECEIPT. CONTROL. AND . -  
RESPONSE BY ALL OFFICES AND BUREAUS I N  A I D  

Under A l t e r n a t i v e  C ,  t h e  p r o c e s s i n g  o f  w r i t t e n  r e s p o n s e s  would be  
d e c e n t r a l i z e d  t o  a l l  A I D  o f f i c e s  and b u r e a u s .  T h i s  a l t e r n a t i v e  
i s  b a s e d  on t h e  f o l l o w i n g  a s s u m p t i o n s :  

C u r r e n t l y ,  t h e  p u b l i c  w r i t e s  d i r e c t l y  t o  t h e  many 
i n d i v i d u a l s  and o r g a n i z a t i o n a l  e n t i t i t e s  w i t h i n  AID, 
p resumably  w i t h  some u n d e r s t a n d i n g  t h a t  t h e  i n f o r -  
m a t i o n  t h e y  d e s i r e  i s  l o c a t e d  a t  t h a t  a d d r e s s .  

The r e q u e s t s  c a n  b e  c o n t r o l l e d  m o s t  c l o s e l y  and 
e f f i c i e n t l y  i f  t h e  c o n t r o l  i s  i n i t i a t e d  by cr  n e a r  
t h e  p o i n t  o f  i n i t i a l  r e c e i p t ,  r a t h e r  t h a n  a f t e r  
s e v e r a l  r o u t i n g s  t h r o u g h  t h e  Agency. Moreover,  
f ewer  r e q u e s t s  w i l l  g e t  l o s t  " t h r o u g h  t h e  c r a c k s "  i f  
a l l  r e q u e s t s  a r e  c o n t r o l l e d  f rom t h e  p o i n t  of  r e c e i p t  
r a t h e r  t h a n  b e i n g  r e f e r r e d  t o  a n o t h e r  O f f i c e .  
F i n a l l y ,  t h e  d i s p u t e s  a b o u t  which  O f f i c e  s h o u l d  
p e r f o r m  t h e  c o n t r o l  f u n c t i o n  would b e  p u t  t o  res t  by 
t h i s  a l t e r n a t i v e .  A l t h ~ u g h  t h e  a s s i g n m e n t  of  r e s p o n s i -  
b i l i t y  f o r  c o n t r o l  nay  be  i n a p p r o p r i a t e  ( o r  even 
l u d i c r o u s )  i n  some c a s e s ,  no o f f i c e  o r  Bureau would be 
a b l e  t o  d i s p u t e  o r  deny i t s  r e s p o n s i b i l i t y ;  t h e  
r e q u e s t  i s  c o n t r o l l e d  by t h e  O f f i c e  i n  which it f i r s t  
l a n d s .  

The main f e a t u r e s  of  t h i s  a l t e r n a t i v e  a r e  summarized below: 

I, R e c e i p t  and  D i s t r i b u t i o n :  The M a i l  Room would c o n t i n u e  
t o  receive and d i s t r i b u t e  w r i t t e n  r e q u e s t s  and be 
a i d e d  by a n  u p - t o - d a t e  Document I n v e n t o r y  L i s t  a n d  
s e r v i c e s  l i s t .  



8 Control: Control would be exercised in the Office of 
the Assistant Administrator or Director of the first 
bureau or office to receive the request. 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: ~ i c h .  Of fice 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 inquiries service as 
discussed in Chapter IV. DIC would require one more Technical 
Information Specialist to help prepare responses related to its 
diverse holdings. Exhibit 111-11* indicates the Handbook changes 
that would be required if this alternative is selected. 
Exhibit 111-12* is a flow chart of the major processes which 
constitute this option. 

(1) The SER/MO Mail Room Would Continue To Receive An? 
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 : 

0 A quick reference of the AID functional service 
duties, which is now being compiled by SER/MO 

0 A Document Inventory List, to be compiled and 
updated by DIC 

These tools should reduce the number of requests 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 to 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 w a u L d  n u 2  default auto- 
matically to OPA or DIC if some other Office or Bureau is 
more likely to have the information. 

@ *See Appendix B, Volume 11. 



Other mail with complete addresses undoubtedly contain . 
many requests from the gublic. These requests 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. 

a 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 requests would be the only one 
eligible for control by the Correspondence Coordinator at 
the independent Office and Bureau level, 

( 2 1  Control Would Be Exercised In Each Office And Bureau 
At The Assistant Administrztor 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 a.nd 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 
-delinquent cases. In addition, each Correspondence Coordi- 
nator would be responsible for making a monthly tally of 
the number and type of requests 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 &omply wit-h the guidance 
in Handbook 21. 



(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 cognizent 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 vould refrain from referring 
requests to DIC when the information is also available in 
the Office 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 quantities. 

( 4 )  Alternative C Would Require About Two New Staff 
Positions, Additional Swace, And Word Processins 
Equipment 

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

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

One full-time equivalent 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 inquiries 
services discussed in Chapter IV. 



Exhibit 111-13* 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 111-14" 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 required to implement 
this option: 

a Space: In DIC, space would be required for one 
additional librarian. This could be accomodated 
within the recently renovated library space in 
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. 

a 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 equipment and the 
existing terminal in DIC could help support two 
major functions of the new staff: 

- The existing terminal would be used to query 
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 Lexitrcn 
or other shared currently existing word 
processing equipment 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 I1 



Other  r e q u i r e d  r e s o u r c e s  cannot  be e a s i l y  c o s t e d  o r  
r e p r e s e n t  t h e  u t i l i z a t i o n  o f  c u r r e n t  "sunk"* c o s t s .  These 
i n c l u d e :  

Telephone s e r v i c e  and FTS s e r v i c e  

F u r n i t u r e  and s h e l v i n g  

w Continued a s s i s t a n c e  by s t a f f  and management 
i n  o t h e r  o f f i c e s  and bureaus  

Computer t i m e  a c c e s s i n g  t h e  D I S  d a t a  b a s e s  

Because t h e s e  c o s t s  a r e  minor and ,  f o r  t h e  most p a r t ,  n o t  
i n c r e m e n t a l ,  t h e y  have n o t  been documented. The t o t a l  
d i r e c t  c o s t s  of  t h i s  a l t e r n a t i v e  a r e  $31,000.  

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

Rega rd l e s s  of t h e  a l t e r n a t i v e  s e l e c t e d ,  1 4  t a s k s  would be 
r e q u i r e d  b e f o r e  implementat ion can  o c c u r .  E x h i b i t  111-15 l i s t s  
t h e s e  t a s k s  and shows t h a t  between f o u r  and f i v e  months would be 
r e q u i r e d  t o  l aunch  t h e  new p rocedures ,  w i t h  A l t e r n a t i v e  C being 
s l i g h t l y  l e s s  time-consuming. E x h i b i t  111-16 p r o v i d e s  e s t i m a t e s  
o f  t h e  l e v e l  o f  e f f o r t  ( i n  terms of person-weeks**) r e q u i r e d  
f o r  each  a l t e r n a t i v e ,  by t a s k .  A s  might be expec t ed ,  A l t e r n a -  
t i v e  A r e q u i r e s  t h e  most inves tment  i n  s t a r t - u p ,  a l t hough  n o t  
s u b s t a n t i a l l y  more t h a n  A l t e r n a t i v e s  B o r  C .  

6 .  EACH OF THE ALTERNATIVES HAS DISTINCT ADVANTAGES AND 
DISADVANTAGES 

A s  is '  e v i d e n t  from t h e  p reced ing  ' s e c t i o n s ,  t h e  a l t e r n a t i v e s  va ry  
c o n s i d e r a b l y  i n  t h e  l o c u s  of  r e s p o n s i b i l i t y  f o r  r e c e i p t  and 
d i s t r i b u t i o n  of  p u b l i c  r e q u e s t s ,  f o r  c o n t r o l  ove r  r e q u e s t s ,  an2  
f o r  p r e p a r a t i o n  of r e s p o n s e s .  They a l s o  va ry  i n  s t a r t - u p  and 
ongoing c o s t s .  Each c o n f i g u r a t i o n  of  r e s p o n s i b i l i t y  i s  
a s s o c i a t e d  w i t h  some impor t an t  advantages  and some d i sadvan tages  
t h a t  r e q u i r e  s e r i o u s  weighing by A I D  management. E x h i b i t  E - 1  
i n  t h e  Execu t ive  Summary summarizes t h e . p r i m a r y  b e n e f i t s  and 
l i m i t a t i o n s  of  each  a l t e r n a t i v e  and t h e s e  a r e  d e s c r i b e d  more 
f u l l y  below: 

*Refers  t o  c o s t s  which would he i n c u r r e d  r e g a r d l e s s  of t h e  
implementa t ion  of t h e  a c t i v i t i e s  i n  q u e s t i o n .  

**These person weeks a r e  not converted t o  d o l l a r s  because 
t h e  i n d i v i d u a l s  involved  have a  wide range  of s a l a r i e s .  
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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, consequently, 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 its role, whereas, in the other options, 
considerable in-fighting and disagreement about 
the precise division of responsibility may occur. 
Equally important, the response burden on the 
other Offices and Bureaus can be kept to an 
absolute minimum. This means that these 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. 

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



Considerable concern has been expressed about the 
disparity with which FOIA and non-FOIA requests 
are processed. Regulation 12 states clearly that 
a b v ~ a  d i d e  FOIA request 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 requests would not be 
subjected to the very stringent procedural require- 
ments of the FOIA regulations. They would, however, 
be handled in the sane Office, by the same staff, 
and with the same resources used in responding 
to FOIA requests. Non-FOIA requests would also be 
handled by a staff whose p a i m a h y  purpose is 
service to the public, whereas, in other 
Alternatives, the Office in which the cognizant 
staff reside is concerned with other, oftex 
conflicting priorities; in these latter czses, 
the needs of the public may not receive the 
attention they would in Alternative A. 

a Although the incremental direct costs of inple- 
menting and operating this elternative are greater 
than the costs of the other alternatives, this 
Alternative is the most efficient overall. In 
this option, the great majority of the costs 
associated with responding to the public are 
centralized in OPA and, therefore, easily measur- 
able. In the other alternatives, the response 
burden is dispersed throughout the Agency and is 
"hidden" in the overall costs of the other Offices 
and Bureaus. If these hidden costs could 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, courteous 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 OPA, and, 
thus routing and referrals are kept to a 
minimum. 



In the other Alternatives, staff may be tempted 
to overlook or "lose" requests, rather than 
prepare a reply. In Alternative A, even the 
most delinquent 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 requests 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: 

8 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 stzff 
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 adequate contiguous space, this alterna- 
tive could fail, even if all other resources 
and procedures are adequate, 



a Because the request would be handled in the 
same Office as FOIA requests, staff may 
experience some conflict in priorities between 
FOIA requests (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 
inquiries. 

( 2 )  Alternative B Relies On Existing Collections Of 
Information But Mav Czuse 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 
Off ices and Bureaus . 

a 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: 

a 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. 

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

a 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 b e t w e e n  
Alternative A and C. It requires less start-up and direct 
costs than Alternative A; it can operate in a smaller space 
than Alternative A can operate and requires more space 
than Alternative C. It provides about the same degree of 
control as 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. 



(3) ~iternative 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 ~lternative 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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CHAPTER IV 

TELEPHONE REOUESTS 



I V .  TELEPHONE WOUESTS 

Regard less  of t h e  approach t aken  t o  responding  t o  w r i t t e n  
r e q u e s t s ,  we conclude t h a t  a  c e n t r a l  t e l e p h o n e  i n q u i r i e s  
s e r v i c e  i s  r e q u i r e d  t o  g i v e  d i r e c t i o n  t o  t h e  many c a l l e r s  
r e q u e s t i n g  in fo rma t ion .  I n  a l l  t h r e e  a l t e r n a t i v e s ,  t h e  t e l ephone  
i n q u i r i e s  s e r v i c e  would be  l o c a t e d  i n  OPA--in t h e  P u b l i c  I n q u i r i e s  
S t a f f  f o r  A l t e r n a t i v e  A and i n  t h e  O f f i c e  o f  t h e  D i r e c t o r  f o r  

- A l t e r n a t i v e s  B and C .  

Telephone c a l l s  r e c e i v e d  by OPA ( d i r e c t l y  from t h e  p u b l i c ,  
v i a  t h e  Centrex o p e r a t o r ,  o r  r e f e r r e d  from a n o t h e r  O f f i c e  o r  
Bureau) may be  handled  i n  a  number of  ways. I n  a l l  c a s e s ,  t h e  
~ b j e c t i v e  of t h e  t e l ephone  i n q u i r i e s  s e r v i c e  is  t o  minimize 
c a l l e r  f r u s t r a t i o n  and expense.  The d e s i r e s  o f  t h e  c a l l e r  
would de te rmine  which of t h e  fo l lowing  c o u r s e s  of a c t i o n  
a r e  t o  be  pursued:  

a OPA would t r a n s f e r  o r  r e f e r  t h e  call orzRy i f  (1) t h e  
name and number prov ided  t o  t h e  c a l l e r  would be  
c e r t a i n  t o  p rov ide  an adequa te  r e s p o n s e  and ( 2 )  t h e  
c a l l e r  wishes  t o  p l a c e  a n o t h e r  c a l l .  These c a l l s  
would i n c l u d e  t h o s e  r e l a t e d  t o  PM, CM, p a s s p o r t s ,  
and LEG and ES a f f a i r s ,  a s  w e l l  as t h o s e  i n  which 
t h e  c a l l e r  wants t o  l o c a t e  an i n d i v i d u a l ,  an organizz-  
t i o n a l  e n t i t y  o r  an O f f i c e  r e s p o n s i b l e  f o r  a  
s p e c i f i c  p r o j e c t  o r  p o l i c y .  

a The c a l l  would be  developed i n t o  a  " w r i t t e n  r e q u e s t "  
( i . e . ,  a  c l e a r ,  s p e c i f i c  message would be  t a k e n ) .  
T h i s  w r i t t e n  r e q u e s t  would t h e n  b e  hand led  j u s t  
as i f  i t  were a  l e t t e r  r e q u e s t :  

- I n  A l t e r n a t i v e  A ,  OPA would c o n t r o l  t h e  r e q u e s t  
u n t i l  a s a t i s f a c t o r y  answer is  a s s u r e d  ar.d would 
p r e p a r e  t h e  m a j o r i t y  of r e s p o n s e s  ( s e e  page 11:-4 
f o r  d e t a i l s  a b ~ u t  OPA's r e s p o n s i b i l i t y  f o r  
c o n t r o l l i n g  r e q u e s t s  and p r e p a r i n g  r e s p o n s e s ) .  

- I n  ~ l t e r n a t i v e  B, OPA would c o n t r o l  t h e  r e q u e s t s  
u n t i l  a  s a t i s f a c t o r y  answer is a s s u r e d  and would 
e i t h e r  p r e p a r e  the r e sponse  with m a t e r i a l s  on 
hand o r  would r e f e r  t h e  "message" e l sewhere  f o r  
a  response .  ( S e e  page 111-12 f o r  d e r a i i s  about  
O P A ' s  r e s p o n s i b i l i t y  f o r  c o n t r o l l i n g  r e q u e s t s  
and p repa r ing  responses )  . 

- I n  A l t e r n a t i v e  C ,  OPA would s e r v e  a s  a  r e f e r r a l  
network and would be  r e s p o n s i b l e  f o r  c o n t r o l l i n g  
and answering on ly  t h o s e  r e q u e s t s  which b e a r  
d i r e c t l y  upon OPA's o t h e r  s p e c i f i c  r e s p o r l s i b i l i t i e s .  
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When an i n d i v i d u a l  i n  ano the r  O f f i c e  o r  Bureau r e c e i v e s  
a  c a l l  r e q u e s t i n g  i n f o r m a t i o n ,  o n e  of two a c t i o n s  would lie 
t aken :  

a F i r s t ,  t h e  i n d i v i d u a l  i n  t h e  O f f i c e  o r  Bureau 
who i n i t i a l l y  r e c e i v e s  t h e  c a l l  would a t t e m p t  t o  
s a t i s f y  t h e  r e q u e s t  w i t h  a v a i l a b l e  i n f o r m a t i o n .  
I f  t h e  c a l l  would be handled  w i t h i n  t h e  O f f i c e  o r  
Bureau,  t h e  c a l l  would be  t r a n s f e r r e d  f o r  response  
w i t h i n  t h e  Bureau o r  a  message would be  t a k e n .  
I f  a  message i s  t a k e n ,  the i n i t i a l  r e c i p i e n t  must 
b e  c e r t a i n  t h a t  t h e  message is c l e a r  and s p e c i f i c .  
I n  a l l  c a s e s ,  t h e  i n i t i a l  O f f i c e  o r  Bureau would 
avoid  r epea t ed  t r a n s f e r r i n g  of t h e  c a l l  f r o m ' o n e  
l o c a t i o n  t o  ano the r  w i thou t  f i r s t  a s c e r t a i n i n g  
t h e  p r e c i s e  l o c a t i o n  of t h e  r e q u e s t e d  in fo rma t ion .  

Second,  i f  t h e  r e c i p i e n t  o f  t h e  c a l l  de t e rmines  
t h a t  t h e  O f f i c e  o r  Bureau canno t  respond t o  t h e  
r e q u e s t  w i t h  m a t e r i a l s  c o n t r o l l e d  by t h a t  O f f i c e  o r  
Bureau,  t h e  c a l l  would be  t r a n s f e r r e d  t o  t h e  t e l ephone  
i n q u i r i e s  s e r v i c e  i n  OPA. I f  t h e  c a l l  i s  l ong  
d i s t a n c e ,  t h e  O f f i c e  o r  Bureau may o f f e r  t o  have 
OPA r e t u r n  t h e  c a l l  s o  t h a t  t h e  c a l l e r  w i l l  n o t  - - -  - 

be f o r c e d  t o  pay f o r  an  a d d i t i o n a l  t o l l  cha rge .  
OPA t h e n  would p roces s  t h e  c a l l  a s  d i s c u s s e d  above. 

To o p e r a t e  t h i s  s e r v i c e  OPA would r e q u i r e  a  t e l e p h o n e  wi th  
t h r e e  s e q u e n t i a l  l i n e s  ( e . g . ,  632-1234, 632-1235, 632-1236) 
connected by a " h u n t i n g n *  r o t a r y .  I n  t h i s  way t h e  OPA s t a f f  
would p l a c e  a c a l l e r  on hold  t o  v e r i f y  t h e  s o u r c e  of  i n f o r m a t i c n  
th rough  a second t e l ephone  c a l l  and more t h a n  one c a s e  
could  b e  handled  a t  once i f  s t a f f  a r e  a v a i l a b l e .  

When a  r e f e r r a l  i s  r e q u i r e d ,  one 'of two s i t u a t i o n s  would be  
encounte red :  

a I f  t h e  r e f e r r e e  i s  i n  t h e  same Cen t r ex  system a s  
OPA ( e . g . ,  l o c a t e d  i n  t h e  New S t a t e  Department 
B u i l d i n g )  , a d i r e c t  t r a n s £  e r  would be  made. 

a I f  t h e  r e f e r r e e  i s  i n  another '  Cen t r ex  system ( e  . g .  , i n  
Rosslyn P l a z a ) ,  t h e  c a l l  would n o t  be t r a n s f e r r e d  
a u t o m a t i c a l l y .  The c a l l e r  would be g iven  t h e  cho ice  
of (1) making t h e  c a l l  d i r e c t l y  o r  ( 2 )  hav ing  t h e  
A I D  r e f e r r e e  r e t u r n  t h e  ca.11. The l a t t e r  probably 
would be  more f r e q u e n t  when t h e  i n i t i a l  c a l l  i s  
long  d i s t a n c e .  

*Thus, i f  one d i a l s  632-1234  and it i s  busy ,  
w i l l  a u t o m a t i c a l l y  "hunt1'  f o r  t h e  n e x t  f r e e  

the t e l ephone  
l i n e .  
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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.   his could be done in a separate book (i.e., one 
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 
-called offices. Second, the Centrex directory should clearly 
indicate the number of the new telephone inquiries service. 
Operators should be informed of the new number and the role 
of the service. 

IV- 3 



V. RECOP-INDATI ONS 

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 inquiries 
service; a functional directory should also be included 
to help the public find the Offices most commonly desired 
(e. g. , personnel and concracts) . 
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, regardiess 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 locatinq 
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, adequately 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 procezures 
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 kmportance of this 
activity and their respective roles. 



0 Procedures for processing certain categories of 
requests should not be changed and these requests 
should not fall within the jurisdiction of the 
office(s) which assumes responsibility under one of 
the alternative solutions. Specifically, requests 
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 improvemen% over the current situat 
They are not, however, equal 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: 

ion. 

Providing timely, consistent, 
to requests from the public 

and appropriate responses 

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

Enjoying ready acceptance throughout 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 is no oversight 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 Lead 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'2lish the baseline list and procedures 
for updating the informaticn. 



Second, the telephone inquiries service should be established, 
as described in Alternative C. Under this alternative, the telephone 
inquiries staff responsibilities would be limited to answering the 
calls, routing calls, and providing responses to the simplest 
requests. If Alternative C is eventually implemented, no modifica- 
tions will be necessary; if either of the other two alternatives 
is selected, the telephone inquiries 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 
mai-ntain 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 were taken to satisfy the requirements of the 
- .  

study: 

Defining the Problem 

Identifying Key Personnel 

Conducting Interviews 

Collecting Data 

Performing Analysis 

Developing Alternative Solutions 

Making Recommendations 

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 usea to assess how the existing procedures 
for responding to public inquiries 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 Agency activities. 
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Basically, the boundaries provided a general work plan which 
concentrated on: 

~nterviewing a highly selective sample of 
personnel who respond to public inquiries. 

Analyzing forms, procedures and filing systems in these 
off ices. 

Noting redundancies, conflicts, and inconsistencies. 

soliciting advice and support from offices 
involved in responding to certain types of public 
requests . 
Making on-going evaluations of how adequately the various 
offices respond to requests 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 requests, is known to havea highly effective centralized 
trackinq system for controlling s.pecific categories of correspondence, 
For this reason, interviews were conducted with the four analysts 2nd 
nanagement staff in ES. Ccrrespondence Coordinators in the ueoara~hic 
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 requests 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(1~~). 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. 



e 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. T h e  
interviews 
subjects: 

solicited the respondents' assessment of the following 

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 requests which could be answered by the office 
with information on hand 

The procedures for routing requests 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 adequacy of the public 
information activity 

This line of questioning proved, fruitful. The respondents varied 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 requests received by OPA and 
DIC was to be the basis of the request analysis phase. 
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PERSONNEL INTERVIEWED 

A I D  
A I D  
A I D  
A I D  
A I D  

A I D  

A I D  

A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  

A I D  

A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  
A I D  

A I D  
A I D  

S E R / M P / I  C h i e f  
OPA D e p u t y  D i r e c t o r  
O P A / P I  C h i e f  
OPA L i b r a r i a n  

D e p u t y  E x e c u t i v e  
Secretary 

C o m m u n i c a t i o n s  
C o o r d i n a t o r  
S t a f f  
S t a f f  
S t a f f  
S t a f f  

DS/DIU D i r e c t o r  
DS /DIU D e p u t y  D i r e c t o r  
D S / D I U / D I C  C h i e f  
D S / D I U / D I C  S t a f f  
D S / D I U / D I C  L i b r a r i a n  
D S / D I U / D I C  L i b r a r i a n  
D S / D I U / D I C  S t a f f  
D S / D I U  S t a f f  
DS S t a f f  
DS/AGR S t a f f  
SER/MO C o m m u n i c a t i o n s  
and 3ecord M a n a g e m e n t  

C h i e f  
SER/MO G e n e r a l  Services 

C h i e f  
SER/MO/PAV C h i e f  
SER/MO/PAV S t a f f  
SER/MO S t a f f  
SER/DM D i r e c t o r  
SER/DM D a t a  S y s t e m s  
SER/MO S t a f f  
SER/CM/SB S t a f f  
PM R e c r u i t m e n t  C h i e f  
PM S t a f f  
FM S t a f f  
LEG S t a f f  
P P C  S t a f f  
P P C / P D P R  S t a f f  
PPC/WID C h i e f  
PPC/WID L i b r a r i a n  
P P C / P I A S  S t a f f  
P P C / P I A S  S t a t i s t i c s  and 

R e p o r t s  
AG Spec ia l  A s s i s t a n t  
AG S t a f f  

R i c h a r d  C a l h o u n  
C h r i s t i n e  C a m p  
A r n o l d  D a d i a n  
J a m e s  B e d n a r  
D o u g l a s  C l a r k  

Angel la  G r e e n e  

R u b y  E g g l e s s t o n  
V e r n i c e  Johnson 
M a r y  W i l l s  
L a r r y  F r a z i e r  
L i d a  A l l e n  
M a u r y  B r o w n  
Edna Flabo 
Jane N i d a  
Joanne P a s k a r  
S u s a n  Weintraub 
M a r g a r e t  P o p e  
L e e  White 
C h a r l o t t e  K j e l l m a r k  
L e n n i e  Jo rdan  
S t a n l e y  H o l l a d a y  

C l y d e  

R o g e r  
D a v i d  

L a u r s e n  

M i e r a s  
H u g h e s  

A u n d r a e  T e a g u e  
J a m e s  M c M a h o n  
Willard L e e  
J a m e s  R u s s e l l  
N e d r a  R o w e  
Sandy S t o n e  
V i v i a n  B r y a n t  
M a r i a n  N e l l i  
E l v e  K i n g  
Fuki S e k i  
B e v e r l y  Fa r r e l l  
Arvonne Fraser 
E l e a n o r  Sa j e sk i  
Kay Lee 
A l b e r t  H u n t i n g t o n  

D e l a c y  C o x  
Vivian P i m b e r t o n  
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AID 
AID 
AID 
AID 
AID 
AID 
AID 
AID 

GC Staff 
PDC Staff 
EOP Staff 
IIA Staff 
AA/AFR Staff 
ASIA/EMS Director 
ASIA/EMS Staff 
NE Staff 
LAC Staff 

State 
State 

State 

State 
State 
State 

ICA/FOI 

PA/PC Chief 
PA/PC Correspondence 

Management 
PA/PC Public 
Inf ormation 
FADRC/DA Chief 
FADRC/LR Chief 
FADRC/PBR/Distribu- 
tion Chief 
Public and 
Congressional Liaison 

USDA Office of Government and 
Public Affairs 

USDC Public Information 

0 D°Ci'Fol 

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

Peter Knecht 

William Parks 
Conrad Eaton 
Virginia Butler 

Charles Jones 

Hal Taylor 

Joe Slye 
Anthony Stum 
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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 inquiries 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 
offices, 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 requested. Consequently, only the 
Research Librarian in OPA complied fully with 
our request. 

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 also collected from Correspondence 
Coordinators and individuals in bureaus and offices who 
respond to public inquiries. The purpose of this effort 
was to obtain an indication of the total volume of public 
inquiries, and the number of personnel assigned to satisfy 
these requests. 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 requests. 
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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 their systems to AID'S 
environment, they also provided us with correlation figures which 
were used to confirm staff productivity standards used in 
Chapters I11 and IV. 

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

Data analysis was a four-step process: 

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

0 Next, data were graphed to visualize the magnitude of 
differences in these figures. 

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 2gainst 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 DEVELOPED 

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 inquiries. 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 D S / D I U ,  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 inquiries is 
described in Chapter 111. Three alternatives for processing 
written requests are presented in Chapter IV. 

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

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

e 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: 

- Clarity in roles and responsibilities among 
various offices. 

- The validity of the logical premise on which the 
alternative is based. 

Stability and longevity of the system. 

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

Finally, the implementation and on-going costs were 
assessed against the other two criteria. 

The three alternatives were ranked'against these criteria and a 
recommended alternative was selected. 
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EXHIBIT 11-1 

MATERIALS NOW ON HAND I N  OPA 

The Challenge Brochure 

A Fact Sheet 

Why Foreign Aid 

Front Line 

AGENDA 

AID's Work In Health 

AID's Work In Nutrition 

AGENDA Articles on Population 

AGENDA Articles On Aariculture 

Appropriations Bill 

CP Main Volume 

Development Issues 

Trade Policies Toward Develo~ina Countries 

Green Books 

Food For Peace 

Current Technical Services Contract 

AID FINANCED UNIVERSITIES - 

Master CODY of Oraanization Chart in Handbook 

US Response to Sahel Drought 
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EXHIBIT 11-2 

OPA RESEARCS LIB.W..RIP-K 
OPERATIONS 

I RECORD 
PUBLICATION 

1 i i i z g  t+o 
PILE 

DOCUMENT 
DO? 
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EXHIBIT 11-3 

D I C  0PEW.TIONS 

YES yyEs 
REQUEST 

RECEIVED 

ALRZMY SEND 
OUT 

=C)CIPES 
TECVNICAI, EEARCE 

FXPERTISE 

STS YZS 

REFER TO 
PERFORK TECHNICAL 1 I F  1 I OFFICE 1 

REQt'IRE3 

DECISION 
AS TO HOK 

REQUEST SHOZLD 
BE HANDLED 

ORIGINATXG 
OFF ICE 

BEST AVAILABL E COPY 



A
P
P
E
N
D
I
X
 
B
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U
-l 

0
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BEST AVAILABLE COPY 

EXHIBIT 111-1 

DCCL'YZST I\T;ET?OI?V LIST, ILLU STRATIXT 

S?fCIf iChTIOXS FOR 30Ci'.U.E!:T Z3T?ZSTOIIY LIST 

1. Data Elements  

0 T i t l e  of Docurnent 

+ P u b l i s t  Date  o r  Freqzency 

0 Locat ior .  cf Xain I n v e n t o r y  

0 PUB Nume: lG?0, Hansron,  !;:IS, E:c. > 

0 Tuo Key Korcs  

2 .  Cr:anizat lcn  oi ' r a t  

S c r t  cn F;rs: ? : e a z ; ~ ; f c ?  D€scr:c:l-:~ N Z U T  i n  7 i : ;~  an: Frl?: 

S o r t  or. Locaz;cr. a7.t ? r l r . t  f a r  Ver:flcat:cr. 

e S o r t  or. E:rr.er of 7%: Key x r 1 z  cr.i 'rizt 

5 .  Ty-,es of Docunenzs or. ;;st 

mst be Currer.: a n i  l r ,  a Eirt Zcgy  Ir,:.entc-v -. 

TITLE 

A f  r:ca E c o n c n c  Growth Trends  

Ar l a  Econocrc  Growth TrenQs  

h c r l c u l t u r a l  Develo?ment 

s i l a t e r a l  Development Assistance Pro? ,  A 
s t r a t e g y  fo r  I 1  1 

C c n ~ r e s s l o n a i  P re sen ;a t ion ,  Arrnen ::I, 3' I I 

Development D i o e s t  
I I 

! 

Development I s s u e s  ! 

LOCAY IOS 

PPC.'?IAS 

P?C/?IAE 

'??C 

LAC 

GPO 

G?b 

None G r a n t s  
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EXEIBIT 111-3 (1) 

DRAFT CHANGES I N  XANDBOOKS, ALTE?.??ATI\'E A 

D W T  CHANGES 

n&ook 1 7 ,  a l l  o f f i c e s  and bureaus have 
f a n c t i o n a l  s t a t e m e n t  t h a t  mav o r  mav 

not  a d d r e s s  t h e  s p e c d i c  r e ~ p o n s x b i l i t i e s  
r e l a t e d  t o  responding t o  p u b l i c  i n q u i r i e s .  

2. 5anc~oo.k 1 7 ,  ?aqe 15-3, Paraqraph 13C-i: 

S e c e i v e s ,  revlews,  r e s e a r c h e s ,  c o o r l i n a t e s ,  an2 
oversees  s r e g a r a t i o z  of t imely  respcnses  t o  
T . i l  -,--c i ~ n q u i z i e s  f i l e d  under: ( a )  t3.e 
?reedor, of In format ion  Act;  ( b )  t h e  Privacy 
Act;  and ic )  Execut ive Order i 1 6 5 i ,  concernin? - ,..e L d e c l = s s i f i c a ; i o n  of A i D  documents an l  
reccrBs.  '. n-3ook 1 7 ,  Paqe 13-3, Paraqraph 13C-2: 

searcnes  and pregares  t i n e l y  responses  t o  
..z;l r x . d x i e s  r e c e ~ v e d  from t k e  American ~ u b l i c  . - -  

a n t , ' ~ =  f r x  t h e  Concress about  t h e  f c r e i q n  
a s s i s t z n c e  ?rocru;,  an2 X D  h i s t o r y ,  o p e r a t i o n s ,  
and onzecz ives .  

4 .  Hanaook is, P a r t  111, Pages 1 0 - i  through 
10-11, Chapter  1 0 ,  P u b l i c  Access t o  A I D  
Records. 

The fol lowing s ta tement  w i l l  be  added t o  t h e  
f u n c t i o n a l  s ta tement  f o r  each o f f  i c e  and b c r e a u ,  
excep t  f o r  OPA: 

"Subjec t  o f f i c e  o r  bureau is  r e s p o n s i b l e  f o r  
coopera t ing  w i t h  OPA i n  a s s u r i n g  t i m e l y ,  ap?ropr;ate 
responses t o  ? u b l i c  r e q u e s t s .  The o f f i c e  o r  
buzeal: w i l l :  

0 Answer d i r e c t l y  any r e q u e s t s  addressed  o r  
te lepnoned t o  t h a t  o f f i c e  i f  t h e  i n f o r m a t ~ o n  
is recorded i n  t h a t  o f f i c e  o r  bureau. 

Refer i r i a p p r o p r i a t d y  addressed  r e q u e s t s  t o  
OPA. 

Respond t o  r e f e r r a l s  from OPA whenever s a i d  
o f f i c e  o r  bureau is L3e ina;or r e p o s i t o n  of 
t h e  s p e c i f i c  i n f o m a t i o n  r e q u i r e d  t o  answer 
L!e r e q u e s t .  

0 Keep OPA i n f o m e d  of  g u b l i c  i n q u i r i e s  t h a t  a r e  
i n p o r t a n t  i n d i c a t o r s  o f  p u b l i c  a t t i t u d e s  end of  
new p*l ica t lons  and doc.~ae.".ts he12 Sy :ha= o f f i c e  
o r  bureau."  

T h ~ s  s e c t i o n  w l l l  be amesded t o  read a s  fo l lows:  

"Zece ives ,  reviews,  r e s e z r c h e s ,  coordinates, P E . - - E " o ,  

and oversees  p r e p a r a t i o n  of z i n e i y  responses t o  +lit 
~ n p i r r e s  f i l e d  under: ( a )  t h e  FreeBcrr. of ;zfoz.atror. 
.4c=; ( b )  t h e  Prlvacl.' Act: and ( c )  Execc t ive  3 r d e r  11652, 
concerz inq  t h e  d e c l a s s i f i c a c ~ o n  of A I D  docunents and 
records .  " 

l j C - 2  v i l l  ';e amended t o  i n c l z d e  +he fol lowin;  z c t i v ~ t i e s :  

"Operate  a  c e n t r e i  t e lephone  i n t a k e  s e r c l c e  zo 
r e c e i v e  and r o u t e  o r  respond t o  i n q u i r i e s  from 
t h e  p c k ~ l i c .  

- lu'r.L* ,-,en o r  t e l e p h o n e  r e s u e s t s  addressee  t o  
OPA l i r e c t l y , u n i e s s  t h e y  a r e  r e l a t e d  r c  
CX, PM. r o u t l n e  p a s s p o r t s ,  C o n ~ r e s s i c n z l  
i n q u i r i e s ,  o r  t h e  pexsonal  a f f a i r s  of t h e  
Adminis t ra to r  o r  Depuzy k h i n i s t r a t o z .  
In a d c i t i o n ,  ? O I A ,  Prit 'acy A c t ,  and ZO llE52 
r e q u e s t s  w i l l  s o t  be handled i n  O f f i c e  c f  
L5.e D i r e c t o r .  

- w r i t t e n  o r  te ie?hone requeszs  r e f e r r e <  co 
CPA by ocher  o f f i c e s  a-d Szreaus  w h i = h  a z e  

. - 
s z z z  LC t c  provLce an a p p c p r l a t e  respozse 
wlth i n f o m a t i o n  a v a i l a n l e  i n  that- o f f i c e  
o r  bureau.  

Develop an e x t e n s i v e  inventory  of docur;,ents which 
is n e d e d  t o  respond t o  f r e q u e n t l y  r e c e i v e d  
in format ion  r e q u e s t s  and provide t h i s  i n f o - n a t i o n  
d i r e c t l y  t o  t h e  public. 

0 S a i n t a i n  a  c u r r e n t  (i .e., updated monthly) l i s r  
of  Agency r e s o u r c e s  and r e c g r d s  and use t h e  
l i s t  t o  r e f e r  a l l  zeqcescs  t h a t  canno: be answer& 
by t h e  ho ld ings  o f  OP.4." 

This c h a ~ t e r  w i l l  be  r e t l t l e a  " P c b l i c  Access,,to &;3 
Records Onder t h e  F r e ~ d o m  o r  i e c - m a t i o n  Ac; anc rewr iz re r  
t o  meke e x p l i c i t  t h a c  t h e  " ? u b l i s h e c  r u l e s "  r e q ~ i r e  
t h a t  r e q e s t s  be a a r k e d  a s  such on t h e  enveio?e 
and 1et t r . r  i t s e l f .  Then. every r e f e r e n c e  ir. C a z t e r  Lr) :3 

a ~ u b l i c  =eT:est w i l l  be preceded by t h e  t e r z  "FOIA. " 
The p u r m s e  of t2us  s p e c i f i c a t i o n  is t o  s e p a r a t e  t h e  
?roced;lres ooverning P u b l i c  Inquiries S t a f f  wno handie 
F C U  reques t s  from chose governing P u b l i c  I n q u i r i e s  S t a f f  
who handle  non-f0;h r e q u e s t s .  
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EXHIBIT 111-3 ( 2 )  

Han2book l S ,  P a r t  I I I ,  Page 2-i: 

T3e ranqe of  s e r v i c e s  r e n d e r e l  by CPb i s  
r e f l e c t e d  i n  i t s  component o r g a n ~ z a t i o n  u n i z s .  
OPA i s  r e s p o n s i b l e  f o r  deve ioa inc  p b l i c  ixform- 
a t i o n  p o l i c i e s ,  p r e p a r i n c  i n f o m a t l o n a l  m a t e r i a l s ,  
i i s s e a i n a t i n g  i n f o , ~ z = i o n  about  :he fo re lgr ,  a s s l s -  
t a n c e  progran t o  t k e  L .S .  p u j l i c ,  and ;;repazinc 
c e r t a i n  ~ n f o r m a t i o n a l  m a t e r i a l s  f o r  i n t e r n a l  
Agency d i s t r i b u t i o c .  

5 .  k new chaprer  or: non-FOIA r e q u e s t s  w i l l  be 
adaec t o  hand boo^ 1 E ,  Parz 111. 

Hanwook 2 1 ,  P a r t  11, Paragraph c :  

W i t h  a  few agreed upon exce? t ions ,  a l l  o t h e r  
mzi l  addressed t o  an indi-.,idy~al o r  t c  a  s p e c i f i c  
o r g a n i z t i o n a l  u n i t  i n  A I D / %  1 s  r o u t e 6  unopened t o  
t h e  employee o r  o f f i c e  concerned. Mail whlch I s  
n o t  addressed  t o  a s p e c i f i c  i n d i v i d u a l  o r  o f f i c e  
is  opaned and r o u t e l  according t o  t h e  c o n t e n t  
and s u b j e c t  m a t t e r  involved.  

This  s e c t i o n  w l l l  be  changed t o  s a y :  

"The range of  s e r v i c e s  rendered by OPA is  r e f l e c t e d  
i n  i t s  component orgar- . izat ion u n i t s .  OPi. i s  r e s p o n s i b l e  
f o r  d e v e l o ~ i n c  p w l i c  infornatio::  p o l i c i e s ,  operz:ir.c 
a  c e n t r a l  t e lephone  i n q u i r i e s  s e r v l c e ,  con t ro? l inq  a l l  
r e q u e s t s  whicn come t o  i t s  a t t e n t i o x ,  r e s p o n c ~ n g  d i r e c t l y  
t o  r e q u e s t s  f o r  info-?nation, and r e f e r r i n g  specific o r  
t e c h n i c a l  r e q u e s t s  t o  o t h e r  o f f i c e s  ane S u r e a x  
which have primary a c c e s s  t o  t h e  records neeted t o  
p rov iee  t h e  response .  I t  a l s o  w i l l  p r e p r e  : r . foz,a- , icnal  
m a t e r i a l s  f o r  d i s t r i b u t i o n  to t h e  publ lc  anf f o r  i n t e r n a ;  
Agency d i s t r i b u t i o n .  " 

Tne new c h a p t e r  w i l l  be t i t l e d  " P u b l i c  Access tu Recores Ir. 
Gener i l  !i. e .  , Not Under FOX! " . Tine c.'.aFter will 
c o n t a l n  t h e  fo l lowing  s e c t i o n s :  

?.?is c h a p r e r  s e t s  f o r t h  r u l e s  ar.5 ; rc=e3-rer  
which govern t h e  p r o c e s s l n c  of nor.-FC.1;. re;.dests 
from t h e  p u b l i c .  

. . I t  I-. t h e  pcl ic) ;  of :he F.Tenc:. 2 t z z  r e q ~ e s z s  :;:lcr. 
dc no t  spec i f lca l l ! .  C L T E  t h e  FOIL ~ r .  accozCance 
wi tn  t h e  p u b l i s h e l  r c l e s  i r e g c l a r i c z  1;. b e ,  
nonezhe iess ,  z e s p o r i e c  t o  rich c a r e  ant  2 i l i ~ e n c e .  
Tnese requeszs  Z;E ncz ,  nowever, qcveznet ty 
t h e  s t r i c t  r u l e s  wtick c3verr. the  ::.:: "ti FClr; 
r e q u e s t s .  

O?A i s  r e s ~ n s i b ? ~  f c: cor.trc1lir.c wrizzen 
and te lephone  requeszr  t h a r  come r o  1:s a::en::on 
1) l i r e c c ; > . ,  2 )  by r e f e r r a l ,  2 ;  f x r r  :k.e Xzil  
Roor., l a b e l e d  "NCN-SPLCZFI~C E93RLC-C. " I t  :s . . a l s c  respcsocsible f c r  provlcln:  22zect r t=p>r . ses  
t o  r e q u e s t s ,  fo r  re f  e r r i n p  t e c n ~ i c c l  en= t l c L l y  
s p e c i f x  q u e s t l o n s  t c  o t h e r  offices and bcrea-s 
f o r  a c z i o n ,  an2 f o r  opening,  sor::nF. azd roL=;nc 
mai l  which i s  nor  addressed t c  a  specific 
i n E i v i d a a l  o r  c f l i c e .  

2 .  Other  Off i c e s  2nd Bnreaus 

Other  o f f i c e s  and bureaus a r e  r e s p o n s i k l e  f c z :  

A..swerinc 2 i r e c t i :  r e q u e s t s  addressed c r  
t e lephoned  t o  t n e  o f f i c e  o r  bcreac  i f  t i e  
reques ted  info-matlon i s  a v a i l a b l e  i:: t h a t  
of  : ice  o r  b u r e a a .  

0 R e f e r r i n g  i n a p p r o p r i a t e l y  a d d r e s s e i  r e q u e s t s  
t o  OPh. 

0 Responding t o  r e f e r r a l s  from OPA whenever 
t h e y  a r e  made. 

Keepin? OPA informed of p u b l i c  l n q c i r i e s  
*&at a r e  impor tan t  i n d i c a t o r s  of p u h l i c  
a t t i t u d e s  and of  new p n b l i c a t i o n s  2r.C documents 
he12 by t h a r  o f f i c e  o r  bureac ."  

This  paragraph w i l l  be amended t o  read as  fo l lows:  

" W ~ t t  a few agreed u w n  except ions  a i l  o t h e r  mall a8cresseC 
t o  an i r .2ivi3nal  o r  t o  a  s p e c i f i c  orgazxa=:cn;l c z i t  
i n  AID/W is  r o u t e d  unopened t o  +-he employee o r  c f f i c e  
concerned. Mall which is no t  addressee t o  ; spec:ilc 
i n d i v i d u a l  or o f f i c e  w i l l  b e  r o u t e d  t o  OTh, l a b e l e e  
"NOS-SIECIFIC ADCRESS." Thie mai l  w i l l  be hand-delivered 
t o  OPh d a i l y  t o  e x p e d i t e  p rocess ing ."  



APPENDIX B ( 8 ) 

F , v @  AMRESSU: PUBLIC INFO? 

..- 



APPENDIX B ( 9 )  

EXHIBIT 111-5 (1) 

1 7 6  c a i l s  per montk c u r r e n t l y  r e c e i v e e  i n  0 3 k .  Tkis  w i l l  t z i ~ l e  over t h e  next  year  
a s  t h e  t e i e ~ h o n e  i n q u x ~  s e r v i c e  becomes more p. ;bl ic izet  end i s  ~ s e c  e s  a d e f a u l t  
by t h e  ozne: o f f i c e s  and h r e e u s .  E s t i n a t e  52E c a l l s  per  monzh o r  6 , 3 3 6  per  y e a r .  
a u n d  t o  6,500 f o r  caicclaiio::  pc rposes .  

The c c a l  of L l t e r n a t i v e  J. is  t c  hane le  a s  zzny c a l l s  as  possiS1e i n f o - ~ a t i c : .  sr. 
'Canc. There a r e  fcu: p o s s i b l e  outcomes f o r  t h e  c a l l s  r e c e i v e l  by 3?A. These are 
smmar ized  a n t  an i lyzed  i n  t h e  z a k l e  below: 

". - A ~ k e  a  wr i rzen  message . . 
anc senc  m e r e r i a i s  on 
hand 

0 Kay '  of t h e s e  l e t t e r s  w i l l  not contai.-. reques=s fcr i ~ f o r m a r i o r .  ar.f .c;il s~x;::' 5 e  r-.-- --  -ec - 
by ' 3FA l a p p z c x k ~ a t e l y  7 0 i : .  The 17,522 ? i e c e s  of tail w ~ l l  be ? .anCei  a s  a e s e r l & &  ir. 

-,.-- . A r~ SF LETTER 8 of A l l  Average i?ecueszs/ T c ~ k i  G5 9 GS 7 
L e t t e r s  TLTC L E Z I E ~ S  "125. 

i e r t e r  r e f  e r r e d  w: thou: 7 0 i. - . - . -  ...- .. . 12 ,250  €1 ,2St  --- €1,255 
c o n t r o l  

0 Send me:erials on nanl i 4  S 15 LUG. 2450 5 6 , 7 5 2  --- 3€,75C 

Searck f o r  response  8 % 60 u.;n. 1400 84,000 63,600 i;,OOG 

Refer  m t  of OPA 
f o r  response  

=?TE = 2080 h o u r s ,  l e s s  160 hours  l e a v e ,  80 hours  s i c k  t i m e ,  and a; 902 e f f i c i e n c y  

BEST AVAILABLE COPY 
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EXHIBIT 111-5 ( 2 )  

C u r r e s z l y ,  2500 r e v e s t s  e r e  r e c e i v e t  i n  0 5 A  each year .  T h i s  w i l l  i n c r e a s e  by abouz 
50% t o  3750 per  year  a s  t h e  nev mechazism becones well-knob-c. 

h q a i c ,  t h e  o b j e c t i v e  of Al te r r , e t ive  A i e  t o  responZ t o  a s  Ixany r e q e s t s  a s  p o s s i b l e  
wizh m a t e r i a l s  on hand o r  with s e a r c h l n s  done by OFF. staff, t o  m i n i z i z e  t h e  tuzaer, cr. 
t h e  geograg.'..ic a n t  t e c h n i c a l  bureaus .  Tne ch2r r  beiOhr snows t h e  ouzcomes azc v o i ~ z . e s  
cf t h e  r e y J e s t s  t k z t  w i l l  be  handle2 by O P h :  

E of A i l  Averacre Requests T o t z l  GS 9 G-C 1 
Reauestr T i m ~  H i m .  

4 Sent  n a = e r i & l s  oc hand 4 i E  15 mrc. 1763 2 6 , 4 4 5  --- 2 E , 4 C S  

Searck fcr  response 24% 60 min. 900 5 4 ,  C O 3  4 G ,  13,53:  

Refer  o u t  of CPA 24 % 15 ~ i z .  9 0 0  13,jOC --- 1 3 , 5 5 ,  

b Time r e c i r e C  t c  hanCle o t h e r  wrzt ter .  r e q u e s t s  

(Excludes staff =;ne spen t  on tele;?,one a n t  s z i t t e n  r e q u e s t s  r e f e r r e :  
k.;*Lhout c o z = r c i  and z i ~ e  r e q c l r e t  t o  rra;c.:a;n t h e  Doc.me?.= I n v e n z o q  L1s t . j  

*FTL = 2 0 E C  h o u r s ,  l e s s  16C nours  l e a v e ,  80 nours  sicic t u n e ,  a n i  a: 90% e f f l c r e n c y  



PERSOLTEL. ?23-IF.ZwZIZ?S 

Two GS 9 P u b l i c  Informazion Spec 

?wo GS 7 Pubi ic  Info-nation Spec 

h'374 DROCf S S I N G  ZQ'i'ITKZNT 

p u t l i c  Icfcrr;,atior. A c t i v i t i e s  

0 T e l e ~ h c - e  l i n e s  and ion? 2 i szance  s e r c i c e  f o r  neb' 
s t a f f  i n c i u d i n q  2: leas: O ~ E  two- ta rzcz  r o t a r y  
teieph0r.e (expense nor c a l c z l z t e e :  

F u r n i z ~ i r e  f o r  new s z a f f ,  i n c l u c i n y  Sock s h e l v e s  
f o z  OFb ReaCln; Roc- ( a s s u m ~ s  =ha: f u r n i r u z e  
i s  available ii? A I D  o r  GSA invenzory)  

Incirrecr c o s t s  not c2l=:;la=e.5 : 

- Coztinued a s s i s t a n c e  5y  s z a f f  12 ocher  o f f i c e s  
a-d bureaus 

- Addi t iona l  on-1;ne = b e  on t h e  S I C  2 i S  syszer. 

1. Does n o t  i n c l u l e  f r i n ~ e  Se".ef;=s 

2 .  25% of r e T a e s t s  f r l l e d  w i t ? .  m a t e r i a l s  on hand an? 2 5 1  of requeszs  f l l l e C  by ar. OF.< 
s e a r c h  ( s e e  E x h i ' : ~ t  I V - 5 ) .  

5 .  Departmen: of S l a t e  s p e ? l s  35 r ;nctes  ? e r  wr l t t e r .  response of whzcr. 15 percen t  of e.e t i m e  
znvolves t h e  worZ process lnF  e q x ? n e n t .  Thls  comes t o  6 u i n x t e s  ?e r  res?ozse.  

4 .  Tec p e r c e n t  of r e q u e s t s  r e q c r r i n c  a search. 

5 .  I n & s t r y  averape  r i i tk  Govezrient  Ciscow.t.  

6 .  Assumes 1001 u t i l i z a t i o r .  of zach ine  f o r  o t h e r  purposes.  BEST AVP'ILAPLE COPY 



EXHIBIT 111-7 (1) 

DRAFT CHANGES I N  HANDSOOKS, ALTEXiATIVE ti 

1. Handbook 17 ,  a l l  o f f i c e s  and, bureaus 
have a f a n c t i o n a l  s ta tement  t h e t  may 
o r  ma) no t  address  t h e  s p e c i f i c  respon- 
s i b i l l t i e s  r e l a t e d  t c  responding t o  
~ L I D J L C  i n q a i r i e s .  

2 .  Iian2book 17 ,  Paoe 13-3, Paragraph 13E-13: 

Or. z e f e r r a l  f r o s  obher  A I D  o f f i c e s ,  responds 
t o  t e l e ~ h o n e  and mail i n q u i r i e s  frox. t.1~ 
Arrerlcar: p u 3 l l c  an5 %!e Congress r e l a t i n s  
co t n e  g e n e r a l  a c z i v i t i e s  of A I C .  

3 .  Hanc?book 1 7 ,  Page 13 -3 ,  Paragraph 13C-1: 

Rece ives ,  rev iews ,  r e s e a r c h e s ,  c o o r c i n a t e s ,  
and o v e r s e e s  p r e p a r a t i o n  of  t imely  responses 
t o  p u h l i c  m q ~ i r i e s  f i l e d  u n a ~ r :  ( a )  t h e  
r'reeaon, of In fc ,qa i ion  A c t ;  (b)  :no Privacy 
Act: and ( c )  Execut ive Order 11652, concerning 
t h e  dec lass i f : . ca tzon  of A I D  documents and 

D W T  CHANGES 

The fo l lowin$  s t a t e m e n t  w i l l  be adde i  t c  t n e  
f u n c t i o n a l  s t a t e m e n t  f o r  each o f f i c e  and b r r e a c ,  
except  f o r  OPA: 

"Subjec t  o f f i c e  o r  bureau is r e s p o n s i = l e  f c r  
coopera t lnc  with OPk i n  a s s u r i n g  t i a e l y ,  a??rc?r ia te  
responses t o  p u b l i c  r e q u e s t s .  ?he o f f l c e  c r  
b u r e a ~  w i l l :  

A ~ s w e r  d i r e c t l y  any r e q u e s t s  a d c r e s s e l  or 
t e lephone2  t c  t h a t  o f f i c e  i f  t h e  ~ r , f c , ~ , a t l o r .  
i s  recorded i n  t h a t  o f f l c e  o r  b-rea- .  

Refer  i n a p p r o p r i a t e l y  addressec  requeszs  i e  
0P.L. 

Respond t o  r e f e r r a l s  f rosr. O?;. w:-.enever 
s a l l  o f f i c e  o r  bureau is  t h e  malor re?osl:cry 
of t n e  s p e c i f l c  in format ion  r e q . l ~ r e 2  c3 
answer t h e  r e q u e s t .  

0 Kees OPA ir;formed c f  -,;2511c i n = ~ i r i e a  =;,at 
a r e  i r p o r t a n t  in5:cators  of p u k l ~ =  a=::='dSes 
a n i  of new pu1ica : ions  anC ccczer.:: n e i t  
by *&at o f f  i c e  cr bureau. " 

L I B - 1 3  w i l l  be amendee t o  i n c l u d e  t h e  fo;iovlnc 
a c t i v i t i e s  : 

"Operate  a  central tele?hone i n c - ~ r l e s  ser:-lce 
t c  r e c e i v e  an2 r o u t e  o r  responc t c  i n q n l r l e s  
from t h e  p u b l i c .  

0 Conrro l  ( i . e . ,  l o ?  and follow-:; i c   ire 

a p p r o p r i a t e  a c t i o n )  t h e  f o l l o ~ : r ;  t y p s  ci 
r e q u e s t s  : 

- W r i t t e c  o r  t e lephone  reaueszs  a l c r e s s e l  
t c  OFh a i r e c z l y  . m l e s s  =hey a r e  r e l a z e d  
t c  CK, PK, r o c t i n e  pi?ss?or:c, Conqrecsiona: 
i n q c i r i e s ,  o r  t h e  p e r s c a z l  eSf2:r: of 
che A6minis:rator o r  Depu-cy Hcr.~nis=ra:3:. 
In a d d i t i o n ,  FOIA, Privacy kc:, ane 
EO 11652 r e q u e s t s  will ncr be handled 
i?. Off i c e  of  t h e  D i r e c t o r .  

- Wri t ten  o r  t e lephone  r e g u e s : ~  r e f e r r e i  
t o  013, by o t h e r  o f f i c e $  and acrez:s 
which a r e  u n c b L c  t o  p rov lce  an a p ? r o ~ r i a t e  
response  wl tb  i n f o r m a ~ i o n  a v a i l a b l e  In 
t h a t  o f f i c e  o r  bureau.  

0 Develop and keep on hand whatever domments 
a r e  neede l  t o  respond t o  +_he mosz c e n e r t l ,  
f r e q u e n t l y  r e c e i v e d  in format ion  reqy2es:s and 
prov ide  t h i s  in format ion  c i i rec t ly  t o  t h e  3 u S l i c  

s Mainta in  a c u r r e n t  :L.e., updated monthlyj l i s t  
of Agency r e s o u r c e s  and r e c o r d s  anc use t n e  
list t o  r e f e r  a l l  r e q u e s t s  t h a t  canno: be 
answered b y  t h e  g e n e r a l  h o i d ~ n ~ s  of OPA." 

T h i s  s e c t i o n  w i l l  b e  amendeZ t o  read  as  fo l lows:  

"Receives,  r e v i e w s ,  r e s e a r c h e s ,  c o o r C i n a t e s ,  z c 6  &-.A, 
and oversees  p r e p a r a t l c n  of t imel lv  res-,cnses t c  
p u b l i c  i n q u i r i e s  f i l e d  under: ( a )  the Creedor 
of 1r.formation Act;  ( b j  t h a  Pr ivacy  k c = :  and ~ c j  
Execut ive Order 11652, concerninq t h e  aec;asslfica:ion 
of A I D  documents and r e c o r 2 s . "  
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EXHIBIT 111-7 ( 2 )  

Han&ook 17 ,  Pace 13-3,  Paragraph l3C-2: 

Researches and prepares  t i m e l y  responses t o  
mai i  i n q u i r i e s  rece ived  from t h e  American p u b l i c  
and/or fzom t h e  Consress about  t h e  f c r e i g n  
a s s i s t a n c e  proqra.. and AT3 h i s t o r y ,  operations, 
and o b j e c t i v e s .  

~ a n ~ o o k  1 6 ,  P a r t  III, Page 2-1: 

The range of sezvict ls  rendere5  by OFA i s  
r e f l e c t e e  i n  i t s  c o c ~ n e n t  o r g a n i z a t i o n  u n i t s .  
OP.4 i s  r e s p o n s i b l e  f o r  developing p u b l i c  info,-ma- 
t l o n  p o l i c i e s ,  p repar ing  l n f o r m a t l o n a l  m a t e r i a l s ,  
l l s s e n i n a t i n g  infornario::  about  t h e  fo re iun  
a s s i s t a n c e  prograi? r o  t h e  U.S. p u S i i c ,  and p r e p a r m ?  
c e r r a i n  info,?a:ior,al m a t e r i i l s  f o r  i n t e r n a l  
Agency c ~ s t r i b u = i o z .  

Heniboak 18 ,  Par: 111, Pages lp-1 t k r o c ~ h  
10- 1 1 ,  Char te r  1 C , P c S l i c  Access t c  hI2 
r e c o r e s .  

7 .  A. ncx c n a z t e r  ox non-'01; r e q u e s t s  v i l ?  be  
acded t c  HanCbocx l E ,  P a r t  155. 

Onit t h i s  s e c z i o n .  The r e s p o n s i b i l i t i e s  of *he P u = l i c  
I n q u i r i e s  S t a f f  w i l l  be  l i m i t e d  t o  h a n t l i a ~  t h e  r e q u e s t s  
descr ibed  ir.  Hanaook  17 ,  Page 1-1-3, Paragrapt  i 3 ~ - i .  

This  s e c t i o z  w i l l  be chan?ed t c  say:  

"The range of s e r v l c e s  rendered by OPh i s  r e f l e c t e d  
i n  i t s  component o r g a n i z a t i o n  u n i z s .  OPF, i s  r e s p o n s i b l e  
f o r  developinq p u b l i c  i n f s r m a t i o n  p o i i c l e s ,  operaclnq 
a  ce..zral t e lephone  i n q u i r i e s  s e r v i c e ,  c o n = r c i l l n c  a l l  
r equeszs  which come t o  i c s  a t t e n t i o r . ,  responcinq 
d i r e c t l y  t o  r e q u e s t s  f o r  q e n e r a l  i n f o m a t ; o n ,  and 
t e f e r r r n g  s p e c i f i c  o r  :echnlcal  r e q u e s t s  t c  c t n e r  
o f f i c e s  ane bureaus which have primary access  t o  t h e  
r e c o r d s  neede l  t o  provide ',ha zesponse.  I: a l s o  w i l i  
p repare  info,?nazional m a t e r i a l s  f o r  dis::i~~=lo!: t o  
t h e  p c b l i c  and f o r  ~ n t e r n a l  A g e n q  Cls:ribc:lor.." 

This  chaazer  will be r e c i t t e n  r c  m s k f  e x p l i r = =  =naz 
t h e  " p u b l i s h e ?  r c l e r "  rc:i=ied " P z b l l c  Access to AIL? 
R e c ~ r e s  Uzder :he f r e e c c r  c f  i ~ f o r n a z ~ c z  kc:' r e q c l r e  
t h a r  FOIL r e c u e s z s  cusz  be  x a r k e t  a s  s s z t  oz zne 
envelope anc 1s:ter i t s r l f .  ever:. r e f e r e z c e  lr. 
Chapter 10 co a  s .&l lc  r e q u e s t  w i l l  be ? r e c e c ~ d  by b e  
t e r n  "FOIX." The p r 3 3 s e  of t h e s e  cnan=es 1s  t c  . . 
c l e a r l y  derer l .  :he r e s s o n s x i l i t i e s  of =he Z . l 1 l c  
I n c a i r i e s  Szaff  (FCIh r e q u e s t s )  a25 =he O f f i c s  of =he 
D i r e c t o r  (nee-1OIb r e q u e s r s : .  

The new chaprer  w i l l  be r i t i e c  "Puii i ic  Access :c 
Recorcs I: G e n e r a l " i i . e . ,  Kot U ~ d e r  F3;b:. Trne cha? te r  
w i l l  c o n t a l c  :he fcLlowinq secz ionc  : 

This  c5ap:er s e t s  for:?. r u i e s  and procedures wnlck 
goverr. t . 7~  pzocessi i ic  cf  non-FOI; recueszs  f rox  
t n e  p e l i c .  

B. POLICY 

;t i s  t h e  p o l ~ c y  of t h e  liqenc)' :?.a= requeszs  wnlch 
, . 

do no t  s g e c i f i c a l l y  c i t e  L i e  FOi;. ir. accorcance w l z s  
'-he p u b l ~ s n e 2  r-215.s (reg.;la:ioi. 1.2: b e ,  nonezheiess  , 
responded t o  with c a r e  an2 dl l igencc- .  These r e q u e s z s  
a r e  n o z ,  however, c o v e r n e t  D? cne s r r i c  r c i e s  - .  - which govers  :he 5cr.1 . -LC< P 3 I b  r e q u e s t s .  

OPk is r e s p o n s i b l e  f o r  c o n t r o l l i n c  r e q u e s t s  t h a t  
come t o  i ts a t t e n t l o n  i) d i r e c t l y ,  2 )  by 
a p p r o p r i a t e  r e f e r r a l ,  3;  from =he Mail Hoorr.. Ir 
1s a l s o  r e s p o n s i b l e  f o r  p rov id ing  direc: responses 
t o  ~ e x e r c S  r e q u e s t s  and f o r  ref err;^^ t e c h n i c a l  
and h i g 5 l y  s p e c i f i c  quest lor is  t c  o t h e r  ~ f i c e s  
and bureaus f o r  a c t l o n .  

2 .  Other  O f f i c e s  and Sureaus 

Other  o f f i c e s  an6 bureaus a r e  r e s p n s ~ 5 l e  f o r :  

0 Answerin? d i r e c t l y  r e q u e s t s  addressed o r  
t e iephoned  t o  t h e  o t f i c e  o r  bureac 1: t h e  
requeszed ir,formazion 1s con==oiled by 
that o f f i c e  o r  bureal;. 

0 Referr in:  i n a p p r o p r i a t e l y  addressed r e ? - e s t s  
t o  O P k .  

0 Respondinc t o  r e f e r r a l s   fro^ OPb whenever 
they  a r e  made. 

0 Keeping OPh i n f o m e d  of p b l i c  i a q x r i e s  
t h a t  a r e  impor tan t  i n d i c a t o r s  c f  p u t l l c  
a-c- .,i.udes and of new p u b l i c a t ~ o n a  and document 
h e l d  by t h a r  o f f i c e  o r  bureau ."  
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m r r m  REQUEST EXHLBIT 111-8 

FLOW CHART OF PROCEDURES FOR ALTERNATIVE E 

ADDRESSEE (7) 

ADDRESS 
FiLi REQUEST, 

0 w 

CALL W E R R U )  
PROCESS AS L'SUW PREPARE hND WITHOCT FURTHLS 

i . e . .  R.ELATEI! TO PM, PA, RCKTTINE PASSPORTS, ES, LEG, OPA/PI?  

OR TAKE YESSAGE 
PER CALLER 

TELEPHONE REQOE 
FOR 

PUBLIC 
INFOm!ATIoN 

CRLL T F t m S F ~  
TO OPA 

=em3 
HANDLES C A L L  
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EXHIBIT 111-9 (1) 

--.,- ----.---- 1. a ~ , . ~  r ~ ~ i - c i  ?Cz k X 5 L S  TELE?HO!;E iL-OUES'2-C 

176 c a i l s  per month c u r r e n t l y  r e c e i v e <  ir. OFA. Tcls  w i i i  = r ~ ? l e  over  t h e  nexz year  
a s  t h e  t e lephone  i n q c x y  s e r v i c e  Seccnes more puLlicizeC an8 is u s e l  a s  a a e i a u l t  
by cbe o t h e r  o f f i c e s  snc bcreaas .  E s t i z s t e  52E c ~ l l s  per  mczth c r  6336 per  yea=.  
Round t o  6500 f o r  c c i c c l a t l o r .  p u r F s e r .  

0 ' The g o d  of A l t e r n a t i v e  E i s  t o  hane le  a= many c i i i s  as p o s s i b l e  v i t h  ir.50,~-a5o.z 
on hme. There a r e  four  ?ossi.b1e oztcomes f c r  t h e  c a i l s  rece ived  by O ? h .  T n e s ~  
& r e  s m n a r i z e d  i n  Lhe z&le  below: 

% of A l l  Averaoe Rer;l?es:s T o t a i  C S  9 CC - 
Ca l  i s  Time K x s  . 

- --- ~ 

0s S o f  A11 A v e r a ~ e  Ro;xs=s T o t 2  ;C F G Z  - 
2ecues t s  Trme K r n s  . 

Refer  w i t k o - t  ~ o n - ~ c l  5 Z 5  r:.-n. . .- 
L C  I € 2 5  --- * - -  

C 1 T  

Send m e z s r i a i s  on nand 38: 15 xir., I273 i?,GC5 --- 15, C C S  

Refer  by OPA t o  DIC 2 9 %  15 ELK. 972 43,740 29,16C l4,5:: 
(OPA) 
30 min. 
(DIC) 

Refer co nozner  o f f i c e  of 28% 1 5  xzz. 5 3 8  1: ,C70 --- i4,$72 
b u r e m  

Received Sy D I C  frorr. o t h e r  100% 2 6  mrn. 8 5 0  25.500 2 5 , 5 0 0  --- 
s a u r c e s  

ST-F HOURS REQ'LIXC 1721- 9  ll E 1 C  

FTSs REQUIRED* 1.04 . 5 5  - 4 9  

'FTE = 2 0 8 0  n o u r s ,  l e s s  160 hours l e a v e ,  EC hours  s l c k  tzrre, ez  90% e f f i c i e n c y  

@EST AVAKABLE COPY 
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EXXIBIT 111-9 ( 2 )  

Once the iist is  e s = z 3 l i s h e d ,  it will t a k e  a p p r o x i z a t e l y  t h r e e  days p e r  monz.'. t o  
m a n t a m  it. 

Trmf r e s l r e ?  to handle w r i t t e n  r e q e s t s  

Tine r e q c i r e Z  cc mainzalr. Document 
Invextc rq  1 s t  



TWO GS 7 P u b l i c  I n f o m a t i o r .  S g e c ~ a l i s t s  ( @  514,000)L' 

APPENDIX B (1 7 )  
EXHIBIT 111-10 

0?:-:EF XSOLTRCE I..S-C,??P'=IOXS , .cTZx:F.'; :IT E 

- Coz=iziieZ a s s i s z a c c e  t: s = c f f  iz czher o f f i c e s  
anC 5-==a-s 

1. Does no t  i n c l u d e  f r l n o e  b e n e f i t s .  

i. 2 5 %  of r e q u e s t s  f i l l e d  s ~ t h  macer ia l s  on hand (see Exhibit IV-9) 

2 .  Depirl-;er.= of -C=a=e s p e n C ~  35  rr.iactes per x r i * -  ,,er. response of h-hick 1: ?er=e,:: of =.'.c 
t ine  i n v c i v e s  :he worZ Frocessln;  eqsl?ment. This  cones t o  E i?:.lr.-=es 7er ?o-s?onse. 

5. kssumes 100% u t i l i z a t i o r .  cf rnach~ne fcr o t h e r  purposes.  

BEST AVAILABLE COPY 
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DIUIAFT CHANGES Ih' Ii;iV3900KS, ALTERYATIVE C 

e CURLE7T Hkh'DSOOK GUIDANCE 
- 

1. Handbook 17, a l l  o f f i c e s  and bureaus  
have a  f u n c t i o n a l  s ta tement  t h a t  may o r  
may no t  address  t h e  s p e c i f i c  r e s p o n s i b i l i t i e s  
r e l a t e d  t o  respond in^ t o  p u b l i c  i n q u i r i e s .  

On referr&!. f r o n  o t h e s  h i 3  o f f i c e s ,  r e s y n d s  
t o  t e lephone  and mzi? i n q u i r i e s  from t3e  Anezican 
p u b l l z  and t h e  Concress re la=znc  t o  t . 5 ~  g e n e r a l  
a c a v i z l e s  of A I D .  

3 .  Handbook 1 7 ,  Paoe 13-3, Paragraph 13C-1: 

Rece ives ,  rev iews ,  r e s e a r c h e s ,  c o o r d i n a t e s ,  
and o v e r s e e s  p r e p a r a t i o n  of t imely  responses 
t o  p u b l i c  i n q u z i e s  f i l e ?  under: (a1 3 e  
Freedor. of  In format ion  Act: ( b )  t h e  Privacy 
Act; an6 ( c !  Execut ive  Order 11652, concerning 
t h e  d e c l a s s i f i c a ~ i o n  of A I D  documents and 
r e c o r d s .  

Han&book 1 7 ,  Page 13-3,  Paraqraph 13C-2: 

Researches and p r e p a r e s  t imely  responses t o  mail 
i n q u i r i e s  r e c e i v e c  frorr. t h e  American p u b l i c  
and/or from t h e  Conaress about  t h e  f o r e i g n  
a s s i s t a n c e  program and A I D  h i s t o r y ,  o p e r a t i o n s ,  

DwT CHANGES 

The follow in^ s ta tement  w i l l  be adaee t o  t h e  
f u n c t i o n a l  s ta tement  f o r  each o f f i c e  and Sureac ,  
except  f o r  OPA: 

"Subjec t  o f f i c e  o r  bureau is r e s p o n s i b l e  f o r  
coopera t ing  w i t h  OPA i n  a r s u r l n s  t i m e l y ,  ~;;ro:riate 
responses  t o  p u S l i c  reques2s .  The o f f i c e  o r  
bureau w i l l :  

0 Answer d l r e c t l y  any r e q u e s t s  addressed o r  
te lephoned t c  t h a t  o f f i c e  i f  t h e  ir,fc,z,ation 
is  recorded ir.  t h a t  office o r  bureac.  

0 Act as  prlrnary correspondence c o n t r o l  p o m t  
and r e f e r  ~ n a p p r o p r l a r e i y  addressed  z e ~ u e s z s  
t o  o t h e r  o f f i c e s  o r  bureaus LT. & C C C ~ ~ Z C C ~  
w i t h  A I D  Handbook 21, P a r t  I:, 1 Z .  3 .  

0 Respond t o  r e f e r r a l s  f r o 7  ooher o f f l c e s  
an6 bureaas  wkenever s u b j e c t  c f f l c e  o r  
t u r e a c  i s  t h e  x j c r  rep=sitcr:' 35 . - specific i n f c r m e r i c z  req-:zec i c  cze;ier 
k ~ e  reque-ez. 

0 Keey: OPA infcrmed of put:ic l n c u l r ~ e s  tnaz  . . a r e  imporzant inCicc:ors of s c b i i c  a - - - - . .  --,,Uses 

an? c5 new p c L l i c a t i s a s  a n t  t s c c a e n t s  
he ld  by t h a t  z f f  i c e  o r  t - r c a c .  " 

i3E-15 w i l l  be  amended t o  i n c l u d e  -,he f c l l o w ~ n c  
a c z i v i t l e s :  

0 P ~ o r i a e  resgonses  zc zne f o l i o v i n ~  types  of 
r e q u e s t s  : 

- X r i t t e n  c r  t e i e ~ h o n o  r e c - e s t s  a t = r e s s e f  
-,c 0714 c i r e c t i y  u r i e s z  t n q '  +re r e l a z e f  
t c  C!.:, PP:, r o c t i n e  p a s s p o z r s .  Concrosslonal  
i n q u i r i e s ,  o r  -be p e z s ~ n a l  affairs of 
-i ,,e h 2 i z i s i s t r a t o r  o r  Depzzy A k i r . i s = r t t o r .  
Ir! a d d i t i o n ,  POIA, Prz-;a=:' Act ,  azd EC 
11652 reTues t s  will not  be handlee 22 
O f f i c e  of t h e  Director. 

- ,,p;- -Li ten o r  t e lephone  r e q u e s t  f o r  gefier.cL 
i n f o m a t i o r ,  r e f e r r e t  by c t h e r  o f f i c e s  
o r  b c r e a u r .  

- Respond t o  o r  r o u t e  t e iephone  r e c u e s t s  
r e f e r r e ?  t o  OFA by o t h e r  o f f l c e s  anc 
bureaus which a r e  u n a b i c  rc ~ r o v i d e  
ar, a p p r o p r i a t e  response  ri%? ir.form+=lcr. 
a v a i l a b l e  i n  t 3 a t  o f f i c e  o r  bureau.  

0 Develop and jceep on hand wnatever documents 
a r e  needed t o  respond :o t h e  most a e n e r a l ,  
f r e q u e n t l y  r e c e i v e 6  ir.foma:io:. requeszs 
an6 prov ide  this i n f  o m t i o n  e i r e c t l y  
t o  t h e  public." 

This  s e c t i o n  w i l l  be amended t o  r e a e  a s  fo l lows:  

"Receives,  rev iews ,  r e s e a r c h e s ,  c o o r C i n a t e s ,  . c {  C X A  , 
and oversees  p r e p a r a t i o n  of t imely  r e s x n s e s  t o  
p u b l i c  i n q n i r i e s  ?;lee under: i a )  t h e  FreeCoz 
of Informatzon Act:  ( b )  t h e  P r i v a ~  Act:  an? f c !  
Executive Order 11652, concern ins  t h e  a e : ; a s s i f i c a t i o n  
of AID documents and recorcis." 

Onit  t h i s  s e c t i o n .  The r e s p o n s 3 l i t i e s  of L.e 
Publ ic  I n q u i r i e s  S t a f f  w i l l  be l i r i t e d  zc harLl:nc 
t h e  r e q u e s t s  d e s c r i b e d  i n  BanLb00.4 17 ,  Pa?= 13-2, 
Paragraph 13C-1. 

- - 

and o b j e c t i v e s .  
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EXHIBIT  111-11 ( 2 )  

DRAFT CHANGES 

aandbook 1 7 ,  Page 20-10, ParaqrapP,2OP-2.a.:  

S c s p o r t s  3 E  t e c h n i c a l  o f f i c e s ,  Geoqraphic Kureaus, 
c t h e r  >.ID o f f i c e s  and c o l l a b o r a t i n g  i n s t i t u t i o n s  
by prov id ing  a c c e s s  t o  s t o r e ?  t e c h n i c a l  an2 
e x 3 e r i e n c i a l  infoA-mation; i n t e r p r e t s  r e q u e s t s  
f c r  i n f o - n a t i o n ,  r o u t e s  s u b s t a n t i v e  r e q u e s t s  
K C  DS t e c h n i c a l  e x p e r t s  f o r  e v a l u a t i v e  response ,  
makes comprehenslve l i t e r a t u r e  s e a r c h e s ,  anc 
deve lops  ou t reach  programs thrcuch announcements, 
c a t a l o g a e s ,  a b s t r a c t s ,  ane  o t h e r  d e v l c e s .  

6. Hanlbook 1 7 ,  Paqe 20-10, Paragraph 20B.l.b.:  

k&inisters t h e  A I C  Development In format ion  
Center  which prov ides  p r o f e s s i o n a l  l i b r a r y  
a d .  r e f e r e n c e  s e r v i c e s  t o  t e c h n i c a l  i n f o m a t i o n  
f lowinc  f r o 3  DS and Geographic Bureau s u p p o r t e l  
r e s o a r c h  a c t i v i t i e s .  Makes a v a i l & l e  t o  Agency 
personne l  and p e r s o r i e l  c f  c o l i a b o r a t l n :  8evelopmer.t 
a c s l s z z n c e  i n s t i t c t i c n s ,  publications, a b s r r a c t s  
an6 mlcrof lche  r e c o r d s  of documents p repares  by 
A X  a n t  AID-supported i n s t i c u t i o n s .  Acquires 
p e r t i n e n t  t e c h n i c a l  p u t l i c a t i o n s ,  p e r i o d i c a l s ,  
and czher  d o c - ~ ~ e n t s  usefs: t o  h i 3  personne l .  

7 .  Hazd~ook  17 ,  Page 20-11, Par iq rapb  20F. 2.1. : 

A s c ~ s t s  o t h e r  D I G  u n l t s  and DS c e c h n i c a l  o f f i c e s  zn .. &..e .- ~repara : lo r .  of b i b l i o g r a p h i e s  and compendiumc 
Cesicned t c  brln: t h e  l a r e s r  l i c e r a = c r e  i n  
~e- .~e lopment  e s s i s t a - c e  t o  t h e  aztenzlor .  of i n t e r e s t e s  
c r f i c i a l s .  

Hand3ook l e ,  P a r t  111, ?ages 10-1 through 
1 0 - l i ,  Chapter  10 ,  Pcb lzc  Access t c  AID Records. 

3 .  tian2book l E ,  P a r t  111,  Page 2-1: 

The ranoe  of s e r v i c e s  rendered by O ? h  i s  
r e f l e c t e s  i n  i t s  component o rgan iza=ior ,  u n i t s .  
GF;. i s  r e s p o n s i b l e  f o r  developinq p u b l x  in format ion  
u o l i c i e s ,  pre7zr;nc i n f o r m a t i o n a l  m a t e r i a l s ,  
B issemina t lnq  i n f o - n a t i o n  about  t h e  fo re igr .  
a s s i s r a n c e  prograii t o  t h e  U . S .  p u b l i c ,  and prepar ing  
c e r r a i r .  in ic rmaziona l  materials f o r  i n t e r n a l  
Agency d i s t r i b u t i o n .  

This  s e c t i o n  w i l l  be  amended t o  reac  a s  fol lows:  

"Supports  DS t e c h n i c a l  o f f i c e s ,  Geocraphic Eureaus,  
ocher  A I D  o f f i c e s ,  c o l l a b o r a t i n g  i n s t l t u = i o n s ,  
and t h e  ger.ctraL p u b f i c  by  p rov id inc  acces-c t c  
s t o r e l  t e c h n i c a l  and e x p e r i e n t i a l  ln:or;r,==lc;l: 
i n t e r p r e t s  r e q u e s t s  f o r  in format ion ,  r o c r e s  
r e q u e s t s  t o  DS t e c h n i c a l  e x p e r t s  f o r  e v c i u a t i v e  
r e s z n s e ,  makes c o m p r e h e ~ s i v e  l i t e r a t u r e  s e a r c n e s ,  
and develops ou t reach  programs throuqk anr.oilnce.enrs, 
caca iogues ,  a b s t r a c t s ,  and o t h e r  devzces . "  

This  s e c t i o n  w i l l  be amended t o  r e a c  a s  f c l l o w s :  

Adrcinisters t h e  A I D  Development Info-mazier. Cez te r  
wtich prov ides  p r o f e s s i o n a l  l i b r a r y  an< r e f e r e n c e  
s e r v i c e s  t o  t e c h n i c a i  in format ion  f lowlnc  f ror .  
DS and Geographic Bcreau scppor ted  researc.: e c t i v i t l e s .  
"Ma~es  a v a i l a b l e  t o  Aaency p e r s o m e l ,  personnei  
of collaborating development a s s z s t a n c e  ; z s = i t u t l o n c  
and t h e  e ) : c r i a L  w u b b ~ c ,  p u b l i c a t - c n c ,  a b s = = a c t s ,  
an6 microf iche  r e c o r c s  of documents p r e p e r e t  
by h:C and AIL-supported i n s t i i u t i o n s .  hccn i rec  
p e r r i n e n t  t e c h n i c a l  p * & l i c a t i o n s ,  per ioCica l s  , 
and o t h e r  documenzs uce5.d t c  AI; ?c r scnn iL .  " 

Tnis  s e = c i o ?  w i l l  be m e n a e ?  t o  rea?  es fcliot.:s: 

" A s s i s t s  o t h e r  D X  c x i %  an? DS t e c h n i z a l  o f f i c e s  
l n  :ne p r e p a r a t i o ~  c f  t i S l l o g r i p h i e s  a z i  
compendiuns des igne?  t o  5 r i n c  t h e  larecr l i z e i a r x r c  
i a  development a s s l s t a n c s  t o  ;he azte?t;zr. of 
i n t e r e s t e 5  o f f i c i a i s .  K a i n t a i n s  a c c r r e n r  ! ; . e . ,  
updazel  rnor.:hl~) l i s t  of e l l  aqency ; - z - l = a : ~ c n s  
t h a t  a r e  held ~ r .  i c v e r t o r y  f o r  d i s t r i S u t l o n  a n i  
t h e  l o c a t i c r .  of t h a t  inver.tory . " 
This  chapcer  will be r e b y i t t e n  t c  rr.24~ =x; lz=i t  
t h a t  t h e  " p h l l s h e C  r u l e s "  r e t i t l e d .  " T - u b i ~ c  Access 
t c  A I D  Recor l s  Under t h e  f reedor .  of  Ir.forz.a=lcr, 
AcZ" r e q c i r e  * h a t  FOIA r e q u e s t s  must be  z,:,arkec a s  
such OR t h e  envelope an? l e t t e r  i z s e l f .  Tnen, every 
r e f e r e n c e  i n  Chapter  1C. t o  a  p u b l i c  reques t  v i l :  
be  preceded by t h e  t e n  "'CIA." The p:r?cse of 
t h e s e  changes i s  t o  c l e a r l y  demirk t h e  r e s . x n s i = i l i t l e s  
of  ',is P u b i i c  I n q ~ l r i e s  S t a f f  (?GI> requeszs :  
an8 t h e  O f f i c e  of t h e  D i r e c t o r  (non-FGIA r e p a e s t s ) .  

Tnis  s e c t i o n  w i l l  be cnanaed t o  say :  

"The range  of s e r v i c e s  rendered by O P b  is r e f l e c r e d  
i n  i ts  component o r g a n i z a t i o s  u n i t s .  G F h  i s  
r e s p o n s i b l e  f o r  deve lop lnc  p u 5 l i c  ir.:zrr.a=;o:. p z l i c i e s ,  
o p e r a t l n c  a  c e n t r a l  t e iepzone  i n q c l r l e s  s e r r - l c e ,  
c o n t r o l l i n c  a l l  r e q u e s t s  which a r e  adf roesef  t o  OPA 
:y t h e  p u b l i c ,  respone ing  2 i r e c t l y  t o  r e q u e s t s  
,or g ene.:cL i n f o r n a t i o n ,  an2 r e f  e r r in :  spec-f i c  
o r  technical r e q u e s t s  t o  o t h e r  o f f i c e s  a n l  bureaus 
which have primary access  t c  t h e  records  needed 
t o  p rov ide  t h e  response .  It  a l s o  w i l l  p repare  
g e ~ i e t c L  i n f o r m a t i o n a l  m a t e r i a l s  f o r  c i s t r i b u t l o n  
t o  t h e  p u b l i c  and f o r  i n t e r n a l  Agency 6 i s t r i b u t i o n . "  

BEST AVAILABLE COPY 
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EXHIBIT 111-11 ( 3 )  

CURiiFNT WNDBOOK GUIDANCE 

. b new c h a p t e r  on non-FOIh r e q u e s t s  w i l l  be 
aeded t o  Handbook 1 8 ,  P a r t  1Ii. 

DWZT CHANGES 

The new c h a p t e r  w i l l  be t i t l e d .  "Publ ic  Access t o  
Records In Genera l  ( i . e . ,  Not Un6er FCIk) . "  The 
c h a p t e r  w i l l  c o n t a i n  t h e  fo l lowinq  s e c t i o n s :  

This  chapcer  s e t s  f o r t h  r u l e s  2nd procedcres  
which govern t h e  process ing  of non-?CIA 
r e q u e s t s  f r o n  +Ae publ ic .  

It i s  t h e  p o l i c y  of t h e  Aoency t h a t  r e c u e s t s  
which do n o t  s p e c i f i c a l l y  c i t e  *he FOfA i n  
accordance w i t h  t h e  p u b l i s h e i  r u i e s  ( r e c u l a t i o c  
12) b e ,  n o n e t h e l e s s ,  r e S p 0 n d d  rc w~t?. c a r e  
and d i l i g e n c e .  These r e q u e s t s  a r e  n e t ,  how- 
e v e r ,  governed by t h e  s t r i c t  r u l e s  ~ - h l c i .  cover> 
*he bcna d i d c  FOIh r e q u e s t s .  

C .  FESPONSISILIT?ES 

0 A l l  o f f x e s  and bureaus e r e  e c ~ a l l y  
r e s p o n s i b l e  f o r  conzro1;ing x r r t r e r  
znd te lephone  r e q u e s t s  z t a t  COKE zc 
t h e i r  a t t e n t i c n  I) cirec: ly ,  i .  cy 
a p p r o p r i a t e  r e f e r r a l ,  3 )  f r c z  =:,e X z i l  
Roon. They a r e  r e s p c n s i 3 l e  f o r  sro-:id.inq 
d i r e c t  responses t o  re-eszs f c r  c e n e r a i ,  
t e c h n l c a i  and h igk~ly  s p e c i f i c  ques:lons 
vhen t h e  records  which ccncair.  t31o In- 
f c r n a t i o n , i s  h e l l  by t h e  o f i l c e  or  b c r e a ~ .  
When t h e  ~nformazior .  i s  Locacet e i s e -  
where,  t h e  r e q u e s t  may be r e f a r r e 5  f o r  
a c t i o n  b u t  cor . t rol  r-mzrr.s ir. =Ye 
c r i g i n a t i n p  o f f i c e  o r  buraaa.  

0 A l l  o f f i c e s  and 5 u r ~ a u s  e r e  a l l  respon- 
s i b l e  f o r  e s z z b l i s h l n c  a c e z t r a l  conzro; 
p o i n t  and. des lgnaz inc  a Correspozience 
C o o r c i a a t o r  t o  manage carrespendence 
iL eccorla.?ce with iiandjook 2 1 ,  P a r t  111, 
I D .  2 . 3 .  

0 A l l  o f f i c e s  an2 bureacs n c s t  res?=nt  t o  
r e q u e s r s  t h a t  a r e  r e f e r r e ?  e p a r o 2 r i a t e l y  
from o t h e r  o f f i c e s  and bureaus .  

r A l l  o f f i c e s  an2 bureaus  should. kee? C P h  
informed of p u b l i c  i r q c i r i e s  'char a r e  
i m p o r t a n t  i n i i c a t o r s  of p:Slic a = z i t u & e s .  

A i l  o f f i c e s  and bureaus should Keep D I C  
in fo-nee  of new publications an6 doccments 
h e l d  by t h a t  o f f i c e  o r  b u r e a ~ . "  



APPENDIX B ( 2 1 )  

WRIYEI; RSQUEST EXHIBIT III- 1 2  

FLOW CHhRT SF PROCEDURES FOR ALTERNATrJE C . 

FORWARD >!AIL RWr. 
TO .RLCTi',ES MAIL V Z I  D 

ADDRESSEE 
RESPONSE 

NO NO 
NO 

REVIEW MAIL ~ s ~ a a a a e ~ m ~ ~ a ~ s a a ~ a ~ ) . :  
AND SEND COPY OF 

ASSIGN ADDRESS : iEQ:l iZMFNTS : 
AND RESWNSIBI -  

5 L I T I E S  M B O Z 5  
CONTROL REQUEST :OR 3FFICE CC 

AT a u m u  .I -aaaaa~aaa~naaaaaaaaac; 

OR OFFICE LNEL 
l- 

FORWARD To CC* 
IN 

BUEAU OR OFFICE 

REVIEW INVENTORY 
CONTROL L I S T  

OTHER SOURCES 
WD I 

IDENTIrY 
ASSIGNEE 

PFZPAFE 

RSUTE SEN5 FrESP3tlSE: 
NCTlFY CC 
CF X T Z 3 N  

END ;r 

TELEPHONE REPUEST TORWARD CALL 
FOR 

PUBLIC PEF. CALLER 
INFORHATION 

1 \' 
NO 

CALL 
TR&NFERRED TO CPA P R E P A E S  

I \. 

RECEIVER cl IDEXTIFY 
APPROPRIATE 

BL'REAU 

OFFICE 

I 
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176 c a l l s  per moa-h c u r r e n t l y  rece ived  i n  OTX. T z i s  w i l l  t z i p l e  over  t h e  nex t  year  
a s  t h e  t e lephone  i n q c i - y  s e r v i c e  Secornes x o r e  ~ b l i c i z e 2  and i s  use2 a s  a  d e f a u l t  by 
t h e  ocher  c f f i c e s  and buzeaus. E s t k a t e  526 c a l l s  per  nor,tb o r  6336 per  year .  
R o n 2  t o  6506 f o r  c a i c c l a z i o n  purposes.  

The goa l  of L i t e r n a t i v e  C is  t o  h m d i e  a s  many c a l l s  a s  p o s s i b l e  wi th  i n f o m l a t i o n  
on hand. There a r e  f o c r  p o s s i b l e  occcomes f o r  t h e  c z l l s  r e c e i v e <  by OFX. These 
a r e  sui%arized an2 analyze2 i n   he t a l e  bolou: 

T r a c s f e r  o r  r e f e r  c a l i  4 0 i 5 . 260C 1?.00C --- - - 
& 2 , 2 C Z  

Taie a vr::tec message and 20% 5 i .  130; is , 5 0 0  --- 1C,5Ci .  
sene z z t e r i a l s  or. hand (OF;.; 

T a ~ e  a k - r i r t e r  nesssge  2 0 5 15 nir.. 1392 15,5?:  
anC r e f e r  t c  anczner  o i i i c e  (OPh; 
f o r  response 

Cur rec=ly ,  25OC r e c u e s t s  a r e  z e c e i v e t  i a  OPA eac3 yeer . T t s  x,-l;l r e r a i r ,  reLa~:ve?:. =c.s=er.t ..-- =.Ler L1zerna:ive C .  C i U / 3 I C  will r e c e i v e  a ? ~ r o x i m a t e i y  l2GC requeacs  froz. so3:rces ==he: 

=ha:. OPX. 

k c a l n ,  t h e  o t j e c z l v f  of AlZerna t ive  C i s  t o  r e s p c n i  t c  a s  n z y  r e q u e s t s  +s posslkLlr ..:it.'. 
m a t e r i a l s  on hand. The c h a r t  be lox  shows t h e  cstcornes an:! v o l u ~ e s  c5 t h e  recuerzs  t h a t  ~ 1 1 :  . 
b e  hansied by t h e  P.&lic infomta=ion S ? e c i a i i s c s .  

Send m a t e r i a l s  on hand 3 1 €' 

R e f e r  by OPh t o  D I C  32% 

Refer  t o  ano ther  o f f i c e  o r  32€ 
bureau 

Rece ive l  from o t h e r  s o u r c e s  100% 
by D I C  

TOT= MINUTES R.EQCIRE3 

STkr'F HOUFS X Q U I X 3  

PTEs P.EQVI?.=??* 

--- 

--- 
--- 
24,000 

--- 

36,000 

66, O O C  

1000 

. 6 0  

l l , 6 2 5  

12,000 

i2,OOG 

- -- 

26, 'SO 

600 

. j i  

*FTE = 2080 h o u r s ,  l e s s  1 6 0  hours  l e a v e ,  9 C  hou--s s i c k  t i n e ,  ark c t  90% e f f i c i e n c y  
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EXHIBIT 111-13 ( 2 )  

Once t h e  l is t  is  e s z a b l i s n e l ,  zt w i l l  t a k e  as=rcxxz.tel: '  - - t h r e e  Bays per  month 
t o  mainzain i t .  

( 3  days per  monk.) X (12 months per  y e a r )  / 1656 xork days per  year  = .17 FTE, GS 9 .  

Time r e q c i r e i  t o  hane le  t e l e ~ n o n e  r e q u e s t s  

T ~ n e  r e s i r e :  tlo open m C  r o u t e  i n v a l i d l y  
adcresseC maii 

Time r e g ~ i r e e  zc hanZle o'ther w r i t t e n  .6C 
recueszs  

T ime  r e q c i r e i  20 maintair ;  Document Inventory  
L i s t  
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PERSOYNT-; E C Y I  WMI'STS 

One GS 9 P.&irc I n f o n a r l o n  S p e c r a l i s t  

One GS 7 P u b l ~ c  In:omat;on Speclalrs :  

E X H I B I T  111-14 

OTHEi? FSSOUXCE ?SSD!G"fIO:<S, UTSX;F.?I?,'S C 

a W c r Z  7 r o c e s s i n c  machine rime w i l l  be acq12ire6 f r o c  
c t h ~ r  o f f i c e s  a t  nc a c = ~ = i o x l  cog' t o  A I D  
ii. e ,  utilization of sux4 c o s t s )  .f7 

inc i rec :  coszs  n o t  c r l c c l e = e d :  

1. Does nor i n c l u 6 e  f r r n ~ e  b e n e f i t s  

2 .  Refers  t o  c o s t s  w.L,ic:-: v=u;f Se  . - 7-3.--eC - -  - r e g a r l l e s s  cf t h e  i c s l e z e z = a = i c z  
cf acz i \ -1c les  ~ r .  ~ ~ e s z i o r .  
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STANDARD LOGGING AX3 FILING INSTRUCTIONS 

Currently, Handbook 21 requires 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. In 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 PSSPONSISILITY 

Iieads of the office(s) assigned primary responsibility foY the control 
of public requests for information are personally responsible for 
assuring that prompt and 

  he^ ar 
ntrol system described 

respon 
e furth 
below 

.sive action i 

.er responsibl 
operates effi 

s taken 
e for en 
ciently 

for 
.sur 
and 

all incoming 
.ng that the 
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: 

a ~eterhining 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 

e Handbook 21,  Part I1 
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he use of an interim reply is advisable, or when the action respon- 
ibility must be transferred to another office. 

4. FOLLOW UP OF OVERDUZ REPLIES 

A control system is no better than the diligence 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 systematic. 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 
a11 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 request, 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. 

e 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 requests 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 recor'ded on the Telephone Referral Record, 
described below). Existing AID forms described in this section are 
available from SER/MO/PAV. 

Optional form 102(4-75) is the basic tool used in this control system. 
A copy of the form is shown in Exhibit C-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. 



EXHIBIT C-I 

SAMPLE REPORT ON OVERDUE REFERRALS 

T Y P E  

STATUS REPORT:  REQUESTS REFERRED 

S U B J E C T  DATE R E C ' d  
DATE R E F ' d  

ACTION O F F I C E  
ACTION O F F I C E R  

DUE DATE 

BEST AVAILABLE COPY 
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File the fourth copy in a suspense file by date action is 
due. 

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.* 

The completed action, files are to be maintained for one year. 
After one year, they can be destroyed or filed in a dezd file. 

When the action request and the original control record are received 
by an action officer, the officer 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 Q pecialist 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. TELEPHONE 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 request 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-111. 

* These records are not to be filed by the name of the requestor. TO 
do so creates a "system of records" under the Privacy Act and adds 
unnecessary reporting b~lrdens to the staff. 



EXHIBIT C-11 

OPTIONAL FORM 102 (4-75) 

COMMUHlCATlONS DATE RECEIVED 
.- ' I * - =, - 

CONTROL RECORD -. .- -. 
4 

FROM - 

RFRD 

DATE 

1-LOCATOR COPY 50102-101 OPTIONAL FORM 102 (4-75) - 
GSA FPMR (41 2FR) 101-11 3 

2-FOLLOWUP COPY 501M-101 OPTIONAL FORM 102 (4-75) 
GSA iPMR 1d1 CFR; 101-11 3 

3-FOLLOWUP COPY 
50102-101 OPTIONAL FORM 102 (4-751 

GSA FPMR 141 CFR) 1C1-11 3 

4-RECORD COPY OPTIONAL FORM 102 (4-75) 
GSA FPMR ~ t l  CFR! 101-11.3 



EXHIBIT C - I 1 1  

TELEPHONE REFERRAL FECOXD 

TELEPHQYE REFERRAL RECORD I 
C O N T R O L  N O  

I 
REQUESTOR'S NAME AFF IL IAT ION D A T E  OF REQLIEST 

S T R E E T  ADORESS CITY,  STATE. ZIP CODE 

REQUEST TAKE3 BY: 
PHONE NO. (Arm Code)  DOCUMENT ID 

DISPOSITION 
R E F E R R E D  TO DATE RESPONSE D U E  



P E R I O D I C  REPORTS 
- 

The new o p e r a t i o n  w i l l  r e q u i r e  t h a t  a  number of  p e r i o d i c  workload 
r e p o r t s  be made s o  t h a t  t h e  performance,  adequacy of  s t a f f ,  and 
r e f e r r a l  p a t t e r n s  a r e  c o n t i n u a l l y  a s s e s s e d .  Three major r e p o r t s  
a r e  r e q u i r e d ,  a l t hough  t h e  s p e c i f i c  c o n t e n t  of  t h e  forms w i l l  vary  
depending upon t h e  a l t e r n a t i v e  s e l e c t e d :  

a Dai ly  summary o f  t e l ephone  workload: T h i s  l o g  w i l l  make 
a  b r i e f  n o t a t i o n  o f  every  c a l l  r e c e i v e d ,  r e g a r d l e s s  of 
whether  o r  n o t  t h e  c a l l  i s  developed i n t o  a  w r i t t e n  r e -  
q u e s t  and c o n t r o l l e d  t o  complet ion.  T h i s  w i l l  p rov ide  
an i n d i c a t i o n  of how w e l l  t h e  t e l ephone  a d v e r t i s i n g  cam- 
pa ign  i s  do ing ,  of t h e  adequacy of  s t a f f  a b i l i t y  t o  make 
a p p r o p r i a t e  r e f e r r a l s ,  and o f  t h e  o v e r a l l  performance 
o f  t h e  c e n t r a l  t e l ephone  i n q u i r y  s e r v i c e .  A sample of 
l o g  i s  shown i n  E x h i b i t  Z - I V .  

Da i ly  summary of  ma i l  reviewed and processed :  T h i s  l c g  
w i l l  make a  b r i e f  n o t a t i o n  of eve ry  p i e c e  of m a i l  re- 
c e i v e d ,  r e g a r d l e s s  of  how t h e  m a i l  i s  e v e n t u a l l y  p roces sed .  
I t  w i l l  a l l ow  OPA t o  review (over  t ime)  t h e  adequacy of  
i t s  m a t e r i a l s  on hand,  and t h e  r e f e r r a l  burden on o t h e r  
o f f i c e s  and bureaus .  A sample of t h i s  form i s  shown i n  - 
E x h i b i t  C-V. 

Monthly r e p o r t  of  a c t i v i t y :  T h i s  w i l l  a l l o w  t o p  manacement 
t o  de te rmine  e a s i l y  how w e l l  t h e  p u b l i c  i n fo rma t ion  f u n c t i o n  
i s  be ing  performed and what degree  of  problem, i f  any i s  
be ing  c r e a t e d  by d e l i n q u e n t  r e f e r r a l s .  A sample o f  t h i s  
r e p o r t  i s  shown i n  E x h i b i t  C-VI. 



EXHIBIT C-IV 

DAILY TELEPHONE ACTIVITY* 

D A I L Y  TELEPHONE ACTIVITY LOG 

TOTALS 

1. C a l l s  s a t i s f i e d  w i t h  m a t e r i a l s  on hand pU )7$! ,H 1. 

2 .  C a l l s  r e q u i r i n g  s e a r c h  by OPA / I  2. 7 
3. C a l l s  r e f e r r e d  ou t  o f  OPA 

R e f e r r e d  wi thou t  Refer red  w i t h  
C o n t r o l  Cont ro l  

AFR 
AG 
ASIA 
CM 
DM 
DS/DIC 
DS--other 
C C 

11.4 
LAC 
LEG 
OEO 
OP.4 .- .. I 

PDC I 1 
FM / 1 
1 L b  I 
O t h e r  i 

TOTAL 

4 .  TOTAL CALLS PER DAY % 

* This  form w i l l  be s l i g h t l y  d i f f e r e n t  depending on which a l t e r n a t i v e  i s  
se lec ted .  



L~nlBll L- v 

DAILY YAIL PEVIEW LOG* 

D A I L Y  MAIL REVIEW LOG 

1.-  

2 .  

- 
3 .  

XFR 
AG 

T o t a l  Mail Received and Reviewed 

A .  P rope r  Address /$ 
B. I n v a l i d  Address 70 

Non-reques t  Mail Re fe r r ed  Without Con t ro l :  

hXL J 

Mail R e f e r r e d  Out o f  OPA 

I 

R e f e r r e d  With Con t ro l  Ref e r r e d  Without 
Con t ro l s  

I 
.4SIA 
CM 
Db1 
DS/DIC 
DSIOther 
ES 
FW 
G C 
I I A  
LAC 
LEG 
OEO 
OP.4 
PDC 
PM 
PPC 

TOTALS 

Other  5- I / l  

3 .  Reques ts  S a t i s f i e d  With M a t e r i a l s  On Hand 

/)W / /w m' rW /IX/ W 4. 3-2- 

5. Reques ts  Requ i r ing  A d d i t i o n a l  Sea rches  

flw / 

T o t a l s  f o r  items 2 , 3 , 4 , 5 ,  and 6 should  equal i t e m  1. 

* T h i s  form w i l l  b e  s l i g h t l y  d i f f e r e n t  depending on which a l t e r n a t i v e  i s  s e l e c t e d .  



E X H I B I T  C-VI 

MONTHLY R E P O R T *  

~m THLY REPORT 1 M~TH:- 

T o t a l  p i e c e s  of mai l  opened 
(surnmary o f  i t em 1, DbfRL) 

T o t a l  t e l ephone  c a l l s  answered 
(summary o f  it em 4 ,  DTAL) 

T o t a l  c o n t a c t s  wi th  p u b l i c  
(I* 2 )  

Number and p e r c e n t  o f  r e q u e s t s  
handled w i t h  m a t e r i a l s  on hand 
(summary o f  i t  em 1 DTAL, and 
i tem 4 DifRL, d i v i d e d  by i tem 
3 above t o  o b t a i n  pe rcen tage )  

Number and p e r c e n t  o f  r e q u e s t s  
r e q u i r i n g  OPA s e a r c h  (summary 
o f  i t e m  2 DTAL and i tem 5 DMRL, 
d i v i d e d  by i tem 3 above t o  
o b t a i n  p e r c e n t a g e )  

Number and p e r c e n t  o f  r e q u e s t s  
r e f e r r e d  w i t h  c o n t r o l  (summary 
o f  i t ems  3 B  DTAL, and 3.4 DMFlL, 
d i v i d e d  by i tem 3 above t o  o b t a i n  
pe rcen tage  

Number and p e r c e n t  of r e q u e s t s  
r e f e r r e d  wi thou t  Con t ro l  (sumnary 
of  i t em 3A DTAL and i tems  2 and - 

3B DMRL d i v i d e d  by i t em 3 above 
t o  o b t a i n  p e r c e n t a g e )  

............................................................................. 

8 .  Number of  r e f e r r e d  r e sponses  that a r e  overdue 

5days 2 lodays  more than  10 days 

* T h i s  form w i l l  b e  s l i g h t l y  d i f f e r e n t  depending on which a l t e r n a t i v e  i s  s e l e c t e d .  

"b, 
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APPENDIX D (1) 

e ALTERNATIVE A 

JOB TITLE: 

ORGANIZATION: 

Jo3 PURPOSE: 

JOB DUTIES: 

Public Information Specialist (GS 9 )  

Public Inquiries Staff, OPA 

To coordinate and prepare AID'S responses to 
non-FOIA requests and to telephone requests 
from the public. 

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 end bureau. 

Develops and maintains a Document Inventory List which 
lists the titles, quantities, 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 
requests 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 inquiries. 

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-FOXA staff 
in the Public Inquiries Staff. 

Assists in preparing FOIA responses, as available time 
permits. 



APPENDIX D ( 2 )  

9.  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. 

P O S I T I O N  REQUIREMENTS: 

1. Demonstrated skills in library research, records management, 
and administration of small staffs. 

2. Demonstrated ability to operate a computer terminal in 
an interactive 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 commitments. 

5 .  Ability to write clearly and effectively about a ranqe 
of general topics related to AID'S policies, history, 
and activities. 



APPENDIX D ( 3 )  

0 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 inquiry service 
and by reviewing requests from the public. 

JOB DUTIES: 

1. 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) 

2. 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. Isoletes non-FOIA 
requests from the public for attention by the Public 
Information Specialist (GS 9) . 

3. Prepares res;?onses 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: 

1. Ability to deal with the public in a courteous, efficient, 
and productive manner. 

2. Ability to operate word processing equipment. 

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 Room. 

5. 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 

JOB 

1. 

2 .  

3.  

4 .  

5 .  

6. 

PURPOSE : To coordinate and manage AID'S responses to 
non-FOIA requests and to telephone requests 
from the public. 

DUTIES: 

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, quantities, 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 requests that come to the attention of OPA and 
determines the appropriate course of action: 

4 Refers the request to PM, CM, State, ES, LEG or 
the OPA/PI staff without further control 

Refers the request to the AID office or bureau with 
cognizance over the material and follows up on the 
request to be sure that a response is made 

m Sends a response with information on hand 

Operates the AID telephone inquiry service and either directs 
callers to the appropriate source of information oz prepares 
a written request. These latter requests are handled in 
the same manner as written requests (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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0 CONTROLS' OVER worn: 
Works under  t h e  d i r e c t  

POSITION REQUIREMENTS: 

s u p e r v i s i o n  o f  Deputy D i r e c t o r  of OPA. 

A b i l i t y  t o  d e a l  w i t h  t h e  p u b l i c  i n  a  c o u r t e o u s ,  e f f i c i e n t ,  
and p r o d u c t i v e  manner; diplomacy and t a c t  i n  d e a l i n g  
w i t h  d i v e r s e  i n d i v i d u a l s  under t i m e  p r e s s u r e s  and c o n f l i c t i n g  
commitments. 

A b i l i t y  t o  o p e r a t e  word p roces s ing  equipment.  

A b i l i t y  t o  a d m i n i s t e r  a  l o g g i n g ,  f i l i n g ,  and t r a c k i n g  system. 

A b i l i t y  t o  u se  d i s c r e t i o n  i n  r o u t i n g  n a i l  and t e l e p h o n e  
i n q u i r i e s  and i n  p r e p a r i n g  responses  from m a t e r i a l s  on 
hand i n  t h e  OPA Reading Room. 

Comprehensive knowledge of t h e  f u n c t i o n a l  r e s p o n s i b i l i t i e s  
o f  t h e  AID o r g a n i z a t i o n ,  of  f o r e i g n  economic a s s i s t a n c e  
and U . S .  f o r e i g n  p o l i c y  i n  g e n e r a l ,  and o f  A I D ' S  p o l i c i e s ,  
p r o j e c t s ,  p rocedures ,  and h i s t o r y .  
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ALTERNATIVE B 

J O B  TITLE: 

ORGANIZATION:  

J O B  PURPOSE: 

Techn ica l  In format ion  S p e c i a l i s t  (GS 9) 

Development In format ion  C e n t e r s  (DS/DIU/DIC) 

To review l i b r a r y  h o l d i n g s  t o  p r e p a r e  responses  
t o  non-FOIA r e q u e s t s  from t h e  p u b l i c .  

J O B  DUTIES: 

1. Main ta ins  f a m i l i a r i t y  w i t h  t h e  f u n c t i o n a l  r e s p o n s i b i l i t i e s  
of a l l  A I D  o r g a n i z a t i o n a l  u n i t s .  

2 .  O r i g i n a t e s ,  s e a r c h e s ,  l o c a t e s ,  r ep roduces ,  and o t h e r w i s e  
deve lops  and p r o c u r e s  t h e  r e sponses  t o  non-FOIA r e q u e s t s  
f o r  which no o t h e r  AID o f f i c e  o r  bureau  has  a v a i l a b l e  
r e c o r d s .  

3 .  Becomes knowledgeable about  t h e  h o l d i n g s  o f  t h e  D I C  and,  
i n  p a r t i c u l a r ,  l e a r n s  t o  u se  t h e  automated r e t r i e v a l  equipment 
i n  D I C  which is  t h e  s o u r c e  o f  many r e sponses  t o  p u b l i c  i n q u i r i e s .  

4 .  A s s i s t s  i n  o t h e r  l i b r a r y  d u t i e s ,  a s  t ime  p e r m i t s .  

5 .  Ma in t a in s  c l o s e  c o n t a c t  w i th  P u b l i c  In fo rma t ion  S p e c i a l i s t  
(GS 7 )  i n  OPA t o  o p t i m i z e  t h e  r e s c u r c e s  employed i n  

s a t i s f y i n g  p u b l i c  i n q u i r i e s .  

CONTROLS OVER WORK: 

Works under  minimal s u p e r v i s i o n .  Reports  t o  t h e  D I C  Chief 
L i b r a r i a n .  

POSITION REQUIFEYENTS : 

1. Demonstrated s k i l l s  i n  l i b , r a r y  r e s e a r c h ,  and r e c o r d s  management. 

2 .  Demonstrated a b i l i t y  t o  o p e r a t e  a computer t e r m i n a l  i n  an 
' i n t e r a c t i v e  mode w i t h  a complex d a t a  b a s e .  

Comprehensive knowledge o f  t h e  f u n c t i o n a l  r e s p o n s i b i l i t i e s  o f  
t h e  A I D  o r s a n i z a t i o n ,  of f o r e i q n  economic a s s i s t a n c e  and U . S .  
f o r e i g n  p o l i c y  i n  g e n e r a l ,  and-of  A I D f  s p o l i c i e s ,  p r o j e c t s  , 
procedures ,  and h i s t o r y .  

4 .  Diplomacy and t a c t  i n  d e a l i n g  wi th  d i v e r s e  i n d i v i d u a l s  under 
t i m e  p r e s s u r e s  and c o n f l i c t i n g  cornrn i t~en ts .  
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0 ALTERNATIVE C 

J O B  TITLE : 

ORGANIZATION : 

J O B  PURPOSE: 

J O B  

1. 

2 .  

3 .  

P u b l i c  In format ion  S p e c i a l i s t  

O f f i c e  of t h e  D i r e c t o r ,  OPA 

To s u p p o r t  t h e  p u b l i c  i n fo rma t ion  r e s p o n s i b i l i t y  
by o p e r a t i n g  a  c e n t r a l  t e l e p h o n e  i n q u i r y  s e r v i c e  
and by p rov id ing  g e n e r a l  r e a d i l y  a v a i l a b l e  
i n fo rma t ion  about  A I D .  

DUTIES : 

Opera tes  t h e  A I D  t e l ephone  i n q u i r y  s e r v i c e  and e i t h e r  d i r e c t s  
c a l l e r s  t o  t h e  a p p r o p r i a t e  s o u r c e  o f  i n f o r m a t i o n  o r  p r e p a r e s  
a  w r i t t e n  r e q u e s t  t o  be r e f e r r e d  t o  t h e  a p p r o p r i a t e  l o c a t i o n  
i n  t h e  agency.  

P r e p a r e s  r e sponses  t o  p u b l i c  r e q u e s t s  t h a t  can  b e  answered by 
in fo rma t ion  on hand i n  OPA. 

C o n t r o l s  r e q u e s t s  f o r  i n f o r m a t i o n  when t h e  i n f o r m a t i o n  i s  
c o n t a i n e d  i n  r e c o r d s  he ld  p r i m a r i l y  by OPA. 

CONTROLS OVER WORK: 

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

POSITION REQUIREMENTS : 

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

2 .  A b i l i t y  t o  u s e  d i s c r e t i o n  i n  r o u t i n g  m a i l  and t e l ephone  
i n q u i r i e s  and i n  p r e p a r i n g  r e sponses  from m a t e r i a l s  on hand 
i n  t h e  OPA Reading Room. ' , 

3 .  A b i l i t y  t o  o p e r a t e  a modest i n t e r o f f i c e  c o n t r o l  system f o r  
l o g g i n g ,  f i l i n g ,  and t r a c k i n g  i n t e r o f f i c e  r e q u e s t s .  



APPENDIX D ( 8 ) 

ALTERNATIVE C 

J O B  TITLE:  

O R G A N I Z A T I O N  : 

JOB PURPOSE: 

Techn ica l  In fo rma t ion  S p e c i a l i s t  

Development In format ion  Cente r  (DS/DIU/DIC) 

To p rov ide  r e sponses  t o  r e q u e s t s  f o r  i n f o r m a t i o n  
from t h e  p u b l i c .  

J O B  DUTIES: 

1. Main ta in s  f a m i l i a r i t y  w i t h  t h e  f u n c t i o n a l  r e s p o n s i b i l i t i e s  
of  a l l  A I D  o r g a n i z a t i o n a l  u n i t s .  

2 .  Develops and m a i n t a i n s  a  Document Inven to ry  L i s t  which l i s t s  
t h e  t i t l e s ,  q u a n t i t i e s ,  and p h y s i c a l  l o c a t i o n  o f  a l l  
c u r r e n t  A I D  p u b l i c a t i o n s  ( n o t  t o  d u p l i c a t e  t h e  D I C  h o l d i n g s )  . 

3. O r i g i n a t e s ,  s e a r c h e s ,  l o c a t e s ,  r e p o d u c e s ,  and o t h e r w i s e  
deve lops  and p rocu res  t h e  r e sponses  t o  non-FOIA r e q u e s t s  
f o r  which no o t h e r  A I D  o f f i c e  o r  bureau  has  a v a i l a b l e  r e c o r 6 s .  

4 .  Becomes knowledgeable about  t h e  h o l d i n g s  o f  t h e  D I C  and,  i n  
p a r t i c u l a r ,  l e a r n s  t o  u s e  t h e  automated r e t r i e v a l  equipment 
i n  D I C  which i s  t h e  s o u r c e  of  many r e s p o n s e s  t o  p u b l i c  - 
i n q u i r i e s .  

5. P r e p a r e s  monthly s t a t i s t i c a l  r e p o r t s  summarizing t h e  number 
o f  p u b l i c  r e q u e s t s ,  t h e  n a t u r e  o f  t h e  r e q u e s t ,  and t h e  nanner  
i n  which a  r e sponse  was made. 

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

CONTROLS OVER WORK: 

Works under  minimal supe rv i s ion , .  Repor t s  t o  t h e  D I C  Chief  L i b r a r i a n .  

POSITION REQUIREMENTS : 

1. Demonstrated s k i l l s  i n  l i b r a r y  r e s e a r c h ,  and r e c o r d s  management. 

2 .  Demonstrated a b i l i t y  t o  o p e r a t e  a computer t e r m i n a l  i n  an 
i n t e r a c t i v e  mode wi th  a  complex d a t a  base .  

3.  Comprehensive knowledge of t h e  f u n c t i o n a l  r e s p o n s i b i l i t i e s  of  
t h e  A I D  o r g a n i z a t i o n ,  of  f o r e i g n  economic a s s i s t a n c e  and 
U.S. f o r e i g n  p o l i c y  i n  ge r i e r a l ,  and o f  A I D ' S  p o l i c i e s ,  p r o j e c t s ,  
p r o c e d u r e s ,  and h i s t o r y .  
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4 .  Diplomacy and t a c t  i n  d e a l i n g  wi th  d i v e r s e  i n d i v i d u a l s  
under  t i m e  p r e s s u r e s  and c o n f l i c t i n g  commitments. 
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A .  OTHER ALTEmATIVES CONSIDERED BRIEFLY 

The t h r e e  a l t e r n a t i v e s  desc r ibed  i n  P a r t  A r e p r e s e n t  what we 
b e l i e v e  a r e  t h e  most v i a b l e  and a c c e p t a b l e  c h o i c e s .  There  
a r e ,  i n  a d d i t i o n ,  s e v e r a l  o t h e r  c h o i c e s  which were cons ide red  
du r ing  
r e a s o n s  
o p t i o n s  
of -thes 

t h e  c o u r s e  o f  t h e  s tudy  and r e j e c  . To s p a r e  t h e  r e a d e r  t h e  chore  
and weighing t h e i r  p ros  and cons 

e  r e j e c t e d  a l t e r n a t i v e s  b r i e f l y  a  

t e d  f o r  a  number of 
of  e n v i s i o n i n g  t h e s e  
, we w i l l  d i s c u s s  each 
nd p r e s e n t  t h e  r ea sons  

f o r  t h e  r e j e c t i o n .  

1. TWO ALTERNATIVES I N V O L V I N G  THE OFFICE OF THE EXECUTIVE 
SECRETARY WERE CONSIDERED 

Within A I D ,  ES o p e r a t e s  a  w e l l - e s t a b l i s h e d ,  h i g h l y  r e s p e c t e d ,  
and e f f e c t i v e  system f o r  r o u t i n g  r e q u e s t s  f o r  i n f o r m a t i o n  and 
c o n t r o l l i n g  r e q u e s t s  t o  a s s u r e  t h a t  a p p r o p r i a t e  t i m e l y  a c t i o n  
i s  t a k e n .  From t h e  o u t s e t  of t h e  s t u d y ,  ES loomed a s  a  p o t e n t i a l  
c a n d i d a t e  f o r  t a k i n g  on a d d i t i o n a l  r e s p o n s i b i l i t y  f o r  a l l  
p u b l i c  r e q u e s t s .  On t h e  s u r f a c e ,  it seems an easy  s o l u t i o n  t o  
simply expand upon a  system t h a t  a l r e a d y  works w e l l  and i s  
f a m i l i a r  t o  most s t a f f  th roughout  t h e  Agency. Two a l t e r n a t i v e s  
were cons ide red  and r e j e c t e d  f o r  t h e  r e a s o n s  d e s c r i b e d  below: 

(1) C e n t r a l  Con t ro l  I n  ES And Response P r e p a r a t i o n  I n  The 
Other  O f f i c e s  And Bureaus I n  A i d  

Under t h i s  a l t e r n a t i v e ,  ES would s imply  t a k e  on r e s p o n s i -  
b i l i t y  f o r  c o n t r o l l i n g  a l l  r e q u e s t s  from t h e  p u b l i c ,  i n  
a d d i t i o n  t o  t h o s e  addressed  t o  t h e  A d m i n i s t r a t o r  o r  Deputy 
A d m i n i s t r a t o r  ( t h e  c u r r e n t  l i m i t  of  t h e i r  r e s p o n s i b i l i t y ) .  
A l l  p u b l i c  r e q u e s t s  would be  r o u t e d  t o  ES, a c t i o n  respon- 
s i b i l i t y  would be  determined t h e r e ,  and t h e  r e q u e s t  and 
dreaded  "buck" s l i p  would be r o u t e d  t o  t h e  a p p r o p r i a t e  
o f f i c e  o r  bureau .  Follow-up would be accomplished a s  it 
i s  now, l e n d i n g  ES ' s  c o n s i d e r a b l e  c l o u t  t o  t h e  e f f o r t .  
A s  now, ES would have no r e sponse  p r e p a r a t i o n  r e s p o n s i b i 1 i t . y  
b u t ,  i n s t e a d ,  would r e l y  on o t h e r  Agency s t a f f  t o  p r e p a r e  
t h e  r e sponse .  

T h i s  a l t e r n a t i v e  has  c o n s i d e r a b l e  i n t u i t i v e  a p p e a l .  Unfor- 
t u n a t e l y ,  it f a i l s  t o  r e c o g n i z e  t h a t  t h e  most-time-consuming 
and d i f f i c u l t  sub - func t ion  i n  t h e  p u b l i c  i n f o r m a t i o n  p r o c e s s  i s  
r e s p o n s e  p r e p a r a t i o n ,  n o t  c o n t r o l  .- Under t h i s  a l t e r n a t i v e ,  t h e  
burden on t h e  o t h e r  o f f i c e s  and bu reaus  would n o t  d e c r e a s e ,  
s i n c e  ES does  n o t  p r e p a r e  any r e s p o n s e s  d i r e c t l y .  I n  
p a r t i c u l a r ,  t h e  burden on OPA and DIC would n o t  d e c r e a s e  
and might  even i n c r e a s e  ( e . g .  t i m e  p r e s s u r e ) .  Because 
one major  o b j e c t i v e  of t h e  s t u d y  was t o  p r o v i d e  some r e l i e f  
t o  thc .se  two s t a f f s ,  t h i s  a l t e r n a t i v e  w a s  e l i m i n a t e d  from 
ser io12s  c o n s i d e r a t i o n .  
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Central Control And Service Delivery In ES 

Having rejected the prior alternative because it fails to . 
provide E S  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). 

1f 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 requests 
from the general public. The level of staff now pro- 
posed, to perform response preparation in Alternative A, 
would be inadequate to service these combine2 reuuests. 
Thus, one of two situations would occur: 

a 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 requests 
from the public providing service for the 
latter but not the former. 

E S  would require additional response preparation 
staff. 

Perhaps most important, E S  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 INFOF34ATION IN AID, DIC I S  A 
LOGICAL CANDIDATE FOR RESPONDING TO PUBLIC REOUESTS F O ~  

From the beginning of the study, DIC was a serious contender for 
this new responsibility. Two factors make DIC an attractive 
choice: 

a DIC has the largest single repository 0-f information 
in A I D .  Many--although certainly not all--questions 
raised by the public can be answered by information 
available through the library. 



A s  p a r t  o f  i t s  ongoing a c q u i s i t i o n  p r o c e s s ,  D I C  
i s  very  f a m i l i a r  w i t h  t h e  document h o l d i n g s  o f  
o t h e r  of f i c e s  and bureaus  th roughout  t h e  Agency. Thus ,. 
when D I C  i t s e l f  was unable  t o  p rov ide  a  r e s p o n s e ,  
it would be  i n  a  good p o s i t i o n  t o  make an informed 
r e f e r r a l  e l sewhere  f o r  a c t i o n .  Because o f  t h e s e  
compel l ing advan tages ,  t h i s  a l t e r n a t i v e  was proposed 
t o  t h e  p r o j e c t  s t e e r i n g  committee d u r i n g  t h e  s i x t h  
week o f  t h e  s t u d y .  A f t e r  l e n g t h y ,  and l i v e l y  d i s -  
c u s s i o n ,  t h e  a l t e r n a t i v e  was r e j e c t e d  f o r  s e v e r a l  
r ea sons :  

- D I C ' s  major  mi s s ion  is  t o  s e r v e  LDC, PVO, A I D / W ,  
and mis s ion  s t a f f  . The l i b r a r y  has  developed 
i t s  ho ld ings  s p e c i f i c a l l y  t o  meet t h e  un ique  
needs  of p r o f e s s i o n a l s  i n  t h e s e  v e r y  s p e c i a l i z e d  
a r e a s .  Although members o f  t h e  g e n e r a l  p u b l i c  
a r e  a l s o ~ s o m e t i m e s  i n t e r e s t e d  i n  s i m i l a r  i n -  
fo rma t ion ,  t h e  l i b r a r y  i s  n o t  equipped t o  pro- 
v i d e  t h e  wide range  of g e n e r a l  i n f o r m a t i o n  
( i n c l u d i n g  answers t o  p o l i c y  q u e s t i o n s )  t h e  
p u b l i c  d e s i r e s .  

- The l i b r a r y  ma in t a in s  working and r e f e r e n c e  
c o p i e s  on thousands  of documents and a l s o  
m a i n t a i n s  s e v e r a l  o f f - s i t e  development i n v e n t o r i e s  
o f  documents o f t e n  r eques t ed  by t h e  p r o f e s s i o n a l s  
t h e y  s e r v e .  They do n o t  have t h e  s p a c e ,  how- 
e v e r ,  t o  s t o c k  bu lk  c o p i e s  of  t h e  more g e n e r a l  
l i t e r a t u r e  f r e q u e n t l y  use2  t o  r e p l y  t o  t h e  p u b l i c .  

Most i m p o r t a n t ,  however, i s  a  s t r o n g  f e e l i n g  among 
l i b r a r y  s t a f f  t h a t  d e a l i n g  w i t h  t h e  p u b l i c  i s  a  
ve ry  d i f f e r e n t  and somewhat d i s t r a c t i n g  e x p e r i e n c e .  
They do n o t  f e e l  t h a t  s e r v i c e s  t o  bo th  t h e  development 
a s s i s t a n c e  conununity and t h e  p u b l i c  a r e  e a s i l y  wedded, 
and t h e y  a r e  concerned t h a t  add ing  a  new r o l e  may 
compromise t h e i r  a b i l i t y  t o  perform t h e  o l d  one w e l l .  
Although D I C  i s  ve ry  w i l l i n g  t o  p r o v i d e  some s u p p o r t  
t o  t h e  p u b l i c  i n f o r m a t i o n  a c t i v i t y ,  i t  does  n o t  want 
t h i s  a c t i v i t y  t o  compete w i th  o r  o v e r r i d e  i t s  
t r a d i t i o n a l  purpose .  

3 .  A SYSTEM ANALOGOUS TO THE STATE DEPARTMENT'S OFFICE OF PUBLIC 
COI-IMUNICATIONS WAS ALSO C O N S I D E R E D  

The S t a t e  Depa r tmen t ' s  O f f i c e  of P u b l i c  Communications e n j o y s  2 

good r e p u t a t i o n  among t h e  A I D  s t a f f .  
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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 111, 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 inquiries services. 
The major feature of the State Department model--the automated 
letter writing system--was rejected for two reasons: 

e 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 
to standard, uniform responses. 

Thus, the choices faced by top AID management are varied and 
complex. Alternatives that seem logiczl 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. In Chapter V; these three are ranked 
and recommendations for implementation are provided. 
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F. IMPLEMENTATION PLAN 

Regard less  of  t h e  a l t e r n a t i v e  s e l e c t e d ,  1 4  t a s k s  would be  
r e q u i r e d  b e f o r e  implementat ion can occu r .  E x h i b i t  F-I l i s t s  
t h e s e  t a s k s  and shows t h a t  between f o u r  and f i v e  months would 
be  r e q u i r e d  t o  l aunch  t h e  new p rocedures ,  wi th  A l t e r n a t i v e  C 
be ing  s l i g h t l y  l e s s  time-consuming. E x h i b i t  F-I1 p r o v i d e s  
e s t i m a t e s  o f  t h e  l e v e l  o f  e f f o r t  ( i n  t e rms  of  person-weeks*) 
r e q u i r e d  f o r  each a l t e r n a t i v e ,  by t a s k .  A s  might  be  expec t ed ,  
A l t e r n a t i v e  A r e q u i r e s  t h e  most inves tment  i n  s t a r t - u p ,  a l t hough  
n o t  s u b s t a n t i a l l y  more t h a n  ~ l t e r n a t i v e  B o r  C.  

The 1 4  t a s k s  l i s t e d  i n  t h e  e x h i b i t s  a r e  d i s c u s s e d  below and 
t h e  major  d i f f e r e n c e s  among t h e  a l t e r n a t i v e s  a r e  h i g h l i g h t e d :  

(1) S e l e c t  P r e f e r r e d  A l t e r n a t i v e  

The f i r s t  t a s k  i s  f o r  t h e  t o p  AID management t o  s e l e c t  
an a l t e r n a t i v e  o r  some h y b r i d  a l t e r n a t i v e .  This  would 
r e q u i r e  c i r c u l a t i o n  of t h e  f i n a l  r e p o r t  t o  a l l  i n t e r e s t e d  
p a r t i e s  f o r  comments and r ecoxnenda t ions .  Very l i t t l e  
a c t i o n  can  t a k e  p l a c e  on t h e  o t h e r  t a s k s  u n t i l  d e c i s i v e  
a c t i o n  i s  taken  on t h i s  one .  

Approximately two weeks a r e  a l l o c a t e d  f o r  t h i s  t a s k  and 
up t o  20  t o p  managers would be  i nvo lved  i n  t h e  rev iew an2 
comment p r o c e s s .  The r e s o u r c e s  r e q u i r e d  f o r  t h i s  t a s k  
do n o t  v a r y  by a l t e r n a t i v e .  

( 2 )  D r a f t  Handbook Changes 

Once t h e  a l t e r n a t i v e  has  been  s e l e c t e d ,  t h e  r e q u i r e d  
Handbook changes w i l l  b e  d r a f t e d  us ing  t h e  s u g g e s t i o n s  
i n  t h i s  r e p o r t  as a  p o i n t  of d e p a r t u r e .  T h i s  t a s k ,  
which a l s o  does  n o t  v a r y  by a l t e r n a t i v e ,  w i l l  r e q u i r e  
t h e  s k i l l s  o f  a  w r i t e r  and a  s e c r e t a r y ;  management pe r sonne l  
w i l l  be  needed t o  d i r e c t  and review t h e  changes .  The 
e l a p s e d  t ime i s  one month and l e v e l  of  e f f o r t  i s  f o u r  
weeks f o r  a l l  a 1  t e r n a t i v e s  . 
( 3 )  Obta in  Approval For Handbook Changes 

Once t h e  new guidance i s  d r a f t e d ,  it must be  d i s s e m i n a t e d  
t o  a l l  i n t e r e s t e d  p a r t i e s  f o r  rev iew and comment. 
I n t e r e s t e d  p a r t i e s  w i l l  b e  g iven  t h r e e  weeks t o  p r e p a r e  
w r i t t e n  comments and t h e s e  w i l l  b e  c o n s o l i d a t e d  i n t o  t h e  
Handbook changes ,  a s  a p p r o p r i a t e .  Th i s  p r o c e s s  is more 
o r  l e s s  i d e n t i c a l  f o r  a l l  a l t e r n a t i v e s  and r e q u i r e s  
an e s t i m a t e d  month and one-half  e l a p s e d  t i m e  and 30  person- 
weeks. 

* These pe r son  weeks a r e  n o t  conve r t ed  t o  d o l l a r s  because  t h e  
i n d i v i d u a l s  involved  have a wide r ange  of s a l a r i e s .  
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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 qualififcations. 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 Iiecruit 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- 
quired. 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-I1 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. In 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: 

a 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 



APPENDIX F (3) 

Train In New Procedures 

After Handbook changes have been published and new per- 
sonnel have been through grientation 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 

a Alternative B: One week elapsed time and two 
person-weeks 

a Alternative C: One week elapsed time and eight 
person-weeks 

(8) Train In Computer And Word Processing Equipment 

In Alternative A, OPAfs office word processing equipment t 

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 
equipment 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 equipment. 
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 equipment, 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 
Acquisition Effort 

- As discussed earlier, the Document Inventory List is a key 
component of all three alternatives. Initially the list 
will facilitate the requisite acquisition process in 
~lternatives 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: 

e Alternative A: At least five weeks elapsed 
time and four person-weeks 

Alternative B: Four weeks elapsed time and 
four person-weeks 

0 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 Eaui~ment And Pre~are Innut 

While use of word processing equipment and a computer 
terminal is proposed for all of the alternatives, the time 
and effort required for incorporating this equipment 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 
o f f i c e  which has  excess t i m e  on an e x i s t i n g  machine . The 
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effort required for exploring the availability of word 
processing equipment in Alternative C is included in the 
following estimates: 

I) Alternative A: Fourteen weeks elapsed time and 
nine person-weeks 

Alternative B: Ten weeks elapsed time and five 
person-weeks 

I) 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 required. 

(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 ~ ~ e n c ~ ' 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. 
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In sumnary, 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. 


