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Relations between Washington and Overseas ECA Offices

PROBLEM:

The general allocationa of functions that we made as a basis for starting
operations here in Washington have been greatly refined in the process of day
to day working relationships. Division of function between Washington, Paris
and the Mssions must be made equally concrete. As you know, Mr. Bruce dis-
cussed this problea with Mr. Harrimsn.

RECOMMENDATION :

Therefors, 1 recomsend that a survey team made up of persons having a wide
yet intimate knowledge of ECA-Washington organisation and operations be sent
to Paris to investigate areas of conflict, duplication and unocertainty about
relationships. It should be supplemented there by persons with a similar
knowledge of our aoverseas operations drawn from the FParis Hesdquarters and
from partiocular country misasions. Such a study has bsen suggested by several
persons here. I was assured that it would be welcomed abroad.

DISCUSSION:

1 General Scope of Proposed Survey

The tesmm thus constituted should direct itself to identifying gray
areas and proposing in concrete terms just which phases of any given function .
or operation should be performed in the Missions, the Office of the Specisl ’
Hepresentative and ECA-Washington respectively in order toc improve relation-
ships, strengthen coversge of particular functions, or eliminate duplication.
Instances in which ECA may be assuming respensibilities better left to the
OERC or the participating eountries would also be a proper target for this
group.

Naturally, a survey covering such subject matter would lead to the
need for some revamping of the organization and practices of the missions and
the Paris office. Our overseas people would therefore want the study group
to make some suggestions as the nature of such changes. Also, this growp
would be in a position to ldentify ECA-Fashington actions which create problems
oversess and recommend appropriate corrective measures.



2:.Sueailic Subjecte for Study

Whils this is by no means sn exhaustive list soms subjects whioh it
seams particularly desirable %0 explore ares

= The existing division of labor between
» Paris, andthe Missions and the OEEC with respeet to the formuls~-
tion and review of both annual and quarterly programs should be investigated

Clearly, program decisions must be taken in the light of background
with respect %o traditional U. S. peliocy snd historiocal economie patterns as
well as foreground of current conditions. Bringing to bear the former con~
siderations would seem to be a role that Washington sould play most effestively.
Working out a pattern of action whereby these viewpoints can be smoothly

merged in tne decision making process reprssents the big organiszing job yet %o
be ocone on“the programming front,

Furtheracre, the organisational and prooedural implioations st all
levels of our recent changes in quarterly programming practices need to be
thought through. In view of the minimum of instruetion that it has been
possibles to provide it is unlikely that these changes hawve bsen well assimi.
lated. Even such & matier ss the reproduction of program doowssnts in a
manner more suitable to all parties could he sxplored with great profit,

progress nrim uehniul pwobhu srise which are further aggravated by the
shorteomings of European statistiocs. In addition, organisational responsi-
bilities for this aotivity appear to be partiesularly confused. Division of :
labor betwesn Washington, FParis and the Missions is not elesar. A part of the
problem is %o determine how information avallable through established U. S.
governmental channsls can be merged with our om flow,

Funotional or Technig _' peryision ~ The line responsibility of
the vu'io\u spe¢ y, agriculture, information, labor,
eto. -~ in Paris md the liuim to tho &pem Representative nd the various
mission chiefs respectively, is an socepted tenet of ECA Organisation.
Neverthaless, in ECA, as in other organisations, a certain amount of oversight
and servics by a specialist group in headquarters of similar specialists in the
field 1a sound snd necessary. There are aspesets of information policy and
prograr sdainistration, for example, which should be handisd uwniformly within

ECA., These should live u gto a gommonly high standard of performsnece which
top line managemant is not qualified to set, nordauitemio. The top

man wints to be asstred however that the performsnce of mroupot
specialists messures cp to acoepted stlndud- for that Hoithor the

exaat nature mr degres of such relationships have been pimud down in mowt
arsas of ECA. Industry, Agriculture, Information, smd labor, to mention &
few, present real problems of this sort as is indieated by recent observations
made and communications received by a number of us.

= There is need to work out clesrly where

ummum
E:ndbint for wmak o rolat.i.w to the sxpsnditure of teciniocal
ans :u;u and £ ::gpg:nnigs fic programs of technical assistance



-3-

should be placed. How, for exampls, do you divide up the job as betwesn the
Industry and Program Coordination snd Heview groups of determining that
technicians should coms before commodities or vice versa in the economic
recovery of a given country? lloreover, there iz some indication that we have
not located the initiative on teshniocal assistanoce progrsming clearly on one
or the other sides of the Atlantic Comsn, or clearly defined what purposss we
hops to serve through the use of this deviee.

9. _Oeneral Adalpigtxation - As you know, there are still some loose
ends with respect to & variety of adainistrative arrangemenis. For example,
the relative rolss of the Paris Controller mnd the Exsoutive Assistent in
maintaining contacts with Washington may warrant further examination. Some
open end questions on budget snd personnsl adminigptration will inevitably be
worthy of further study. Then there is ocur perennial communioation difficulty
which might well be improved by systematic study on that side of the water,
Further check could be made on the adequacy of the provision for the flow of
information between Paris and the missions and Paris and Washington on sn
organised basis, In all thease areas Paris-Mission relationships are still
going through a shaking-—down process which could be expedited by s group with
the time and skill to investigate them thoroughly.

ds Timlng

This study should be started as soon as possibls. To do the job on
a suffiolently thseough and comprehensive basis to make it a profitable under-
taking would no doubt take well over & month. Since a numberyof the questions
to be explored should be settlsd before we have to sppear on the Hill an esrly
start is highly desirable.

4o StALL

a. Uy thought is that Harry Fite should supervise this project. His
position in the organisation naturally provides him with the necesssry over-all
knowledge of ECA organisation and operations. As you remsmber he participated
very astively in hammering ocut the assumptions about division of funoction
on which we've been cperating since last summer. More recently he has
personally participated in the work leading to the over~-hmul of our program-—
ning prooedures and 1s familiar with them in detail andthe provlems to be
sncoumtered in this area.

b, Certainly some member of Elesell's immediate staff or some one who
underatmds his activities and the widerlying soomomic problems and basioe
purposes of ECA should participats. Possibly somsone from the Program Review
activity in the Paris Office might supply this vieswpoint if BHissell can't spare
anyone. Another possibility is Harold Stein, who served as a consultant %o us
during this sass period. He not only has the background of this experisnce to
draw on but he partioipated actively in the Congressional Commitise and inter
departmentsl planning which was done prior to the passage of the A8t.



- -

ce I would like to see Arthur Mosler who has been working in the
Organisation and Management [ivision ss s consultant since July becoms a
mmber of this group. He has had excellent expsrience in industry as
Indiatrial Engineer of the Celsnese Corporation of America, in WFB snd in
ECA repressnting the Organiszation and Menagesent Iivision as & working member
of the Tesk Committee last sumwr. liosler has done some exceedingly able and

imaginative work for us and is a skillful technicisn with & lot of practical
know-how.

ds In addition, Kelly from the Program MeiNods Comtrol Staff which
took over this job of implemsnting the resommendstions of the Task Committee
should participate in thls work for a short time in oonnection with shaking
down the quarterly progremuing procedures. If this om't be arranged an
effort might be made to get Sears who was chsirmen of the Task Committes back
for a timg. This devioe, of course, would not heve the advantage of providing
education %o a permsnent ECA staff member that ssnding Kelly would have,

e. In order to provide the group with the objectivity and perspective
of a completely independent viewpoint as well as s rather unique flair for
dealing W th organisation problems of this complexity, I suggest adding Ralph
Burton of the livision of Administrative Managemsnt of the Budget Buresu.
Burton has an outstanding knowledge of govermental relationships and has
been used as trouble shooter on the most complex organization problems that
have existed in the government. He's not wholly cold on ECA's problems as
he worked in the Organisation and Management Division on soms inter-agensy
relationship questions for several weeks during the summer,



