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· I have iliv~ll c0ll21dercb1!! tho"t:ht to the ·:ues-
· tions ruised in ;,'!lUl' melllorandu:lI of July 11, 19)6, 
wh1eh 'HIll received at ~ ottice ·durin,; '::!¥ a~8c nce 
on v.tlct.t1on l~st :;iW'j" ier . In CO'!I" ~nt1D6 ~on the.!,;e 
~ue:st1on", I shall confine lllyoelf 1nrlle ly to probl""'B 
f " llir1!\ under 6c nt? :\,:J.ll;l nCoordil::e t. ion w! t h in tho 
Dapart!Uont or As~ncy·, s i nce it 1" on thi~ _y;;u of 

, ,Px'oble:n thst JIIY O>1n e ltpar lunee has c e Dter od . I 
ho m 1nc111Jed to t he bolief, hO'oflH' l! l:' t th i:..l t U~Q con­
clusl :Jfl6 ~o '6hich ~y e .... p cl' l e nco in t.b.l,:;; r ~:.r u 
neve l ou me woula be in cons i derable ",<aS u r E " >' ­
plicabl •• t::1 til .: over-;.;11 p l'ob l ~! !n of ga ve:-r","wt 
~du.!l'..1stl"a tion. 

f>lnc e you lU: 'V 9 bee n k lnJ. eoo u~h to !; U,g. C'l 0 st 
tha t I a p.."oHcn t nt', p,'obl~lIl 1n my 0 1', 11 I.ay, I susl l 
t a it? t he 11ber t J of cut t1 n~ uC!' O~; S Y.jU!' ou :..line. 

• • 
• 

, 

I t:~iM t !h ~ the mU!;I t. u .') {::i"ul ilb j' t o b ~ei !1 l ~ 
to 1n.;: ulro lnto t he: caus e ::. of iJl oL' l rJilw o f ...: oo.t ui nu­
t1on . I b olleve tha. t :Juch pl'oul l' Uls c a n l_o ' :v ':'n1fH:t1l 
uc; g rvuped unde r t hl' E:e pdnc 19, 1 II " .\d ~ : (1) i'I' u, l .. :cs 
a ris1ng out of t he i WI<1 o.:ud t e de f init ion of moJ or 
poli c ie s ; ( . ) Probl 'o'lU:l al'1sin:~ o u t. of den ~1{' .. ci e~ 
1n pt.!' 50 lJnel j (3) Probl mns S.r 1 ti 1 n~. out of \J ,(.. vo i ,-\~ble 
over l a ppi ng of functi o lls , /l OU OU t of clos e r e Lt1.:.m;m l , 
b a twDon dirr or cot function s . 

It h9 z been m.y exper i e nce ttl !! t t lC ma n t. nur.!t. t' O-:l :3 
e nd by ,,11 odd~ the ::lost ulflicul t pro b l e!l!~ o f cool'<Ji ­
natioo ~re t b o ue 8nich f e l l Lt 1 n tn~ fir s t LI,o c ~ t e ­
go r 1 os -. I Sb ..) uld like to exsrn l 11£ t .fJ ~..: e in !lomo d e L~1 i l 
befor e pe s91ng to ~ cOI!~ ldQl' L tlo [l o f th~ t !l l ~d t y .l~ of 
probl e,o . 

I. _Pr o·, 1!,,", s j,r18 i nr Ou,!. oL!no ,J~ ' 
C) f l' IJ 11. .:y .. -
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It" tfl ft .:lL! ,O:- poli c 1 e :J 110 "':' o L j c- ct lvp s o f a !.l 
at! t.! n'::t ji r e (.; l l: .: . r l y dt.1"l r.t, ,, ~ . ca :h dlv! ~1on hl~ : ": \-1.1: h,_ v ~ 
a f r r_.1H.;. .. or~{ ".l t 1. i n ;.h lc h t ·~ el.i; l.J l o E: t. '; l !~ l :':~ t'ul ... : iJ t·~ ­

t l on: '>fIl e!'! pr .:o S ur:..u hl~. 1'01 dec l ::, i:J!1 .. G ~.: ~ l"::' U L . 1 :' 
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rramework be ' will. not 088it6te ~o make b1s . 0y~ decisions, 
which, ·1'ro· the .vex:,y' i'c.ct -or such gufdallc~; will 't\oraslly . 
b.e·.cons1.stent :with. tlie .declsloris .of o1,her division heeds. 
1A tlle absence. or ·a :c).ear · 4.ef.1.Di t,10n .01' major policles-
and 0.bject1 vCII.,ell c,b large "u,sUon .pre.nnted . to tI d1vi-

J , • ... ... . ~ 

slon bead:.i'or 4ec1slolJ. ,11111 &PJHI~ 1io b1a to involve · . 
ale.eAts· 01' f.unc3lDen1;a·l gravity. "He·· .... 111;· thererore, be 
inclilled to ~egaz:d . tlJ,e ;p,roblelll as bilyoDd' 'tbe scope ot:n1s 
own responsibilities and to subllit it to the bead or the 
orgall1zation ~or decision. ' The operation, o! toe organi~a­
tlon w111 tb,en tend .. 1;o beco.1i toP-;l:iC4VY. w1t.h ' an excenhe 
nuaber or decls.:\,ons. bottle-necked at the top. to the ex­
tent .that the 111rhlon be'ads ' dei · taltil rell;>onsiblllty ror such 
dec1sions. · tbeir ae~era~ ~ctlons~ ' ~ack1ng a . ~om~OD >roaise, 
are ~u1te apt to con1'llct .w1tb ·one · SDOtber. , . .. 

• •• '. ~ .J ~ ' . • . . \. . . . . . - " . : : ' ' . . " , . 
II, . ProbleIl!SArlsin~ . Out or . Datic,iencies ;t.n Per~oDnel 

It is curious that prob18llls at coordination ~hlcb 
derive fro" failure of personnel fre ,{uently escape recogni­
tion tor mat they .• ,re • . A&.&in,uld aga1n in my experience, 
SituatIons bave .arisen which Inv.olved . an apparent " cute ' 
con1'11ct· bet~een divisions, or an apparent ' confus!on of 
.a·ctivlt1e5. Approllcnei1 as problems: of cQor:!1nat10n In ·the 
at.let se~e, ~uch s ituations. did not respona to the remedy 
applied. Upon i'urther .at\BIY5il1~ it li'oul<l, "ppee!' that the 
ultimate .cause WIlS •. the. lnade;:;uacy . of sOllie particu.l a r 1n- • 
d1r1dual~ Upon the r(,place!ll o,)n'~ ot thi s Ind1~i ~uil l, .the 
.problem of coordInation Vlould Si mply disappear. , . 

• • 

, It 1s th~ . .,;ay ill whlch these PNblelllil J evelop 
which l eads to t heir being misint e r pret ed. In the p !'e~ s 
of day to day business, i f X should f l il to do his Job, Y or 
Z may 81mply discharge thos e functlon5 himself. It ey be 
that f1ve o r six dirfel'ent persons are dire ctly a f fect6d 
by X' s f a il ure , " nd that ':!" ch of t nem \ ill more 01' l ess 
Wlconsciously _houlder pa r t. of til!; responsib ility . A;.·t a 
Q rohile , th ey .:111 f 1nd theluse lve ~ e:El t t in& i nt o one a nother 's 
fi8Y. If a "Oo'Jrdina ti ng Co :::!tte e" h c i up to resolv e 
the Iff iculty, it is ui t llll:ely mere l y to inc e s" 1 t 
by a ddi ns to the ex i s ti ng proulems of a JU$tmc nt n pr l ~· -. 
of a d jus tme nt be t eon t h o ez i :; ti lll r fl Ctors an t . e ne COlU ­

o i ctee . And s o • e i u~ tion " Jeg ' gr oN s" . 

A I ha v (! a l r eady ino i ca t ed , the se p r oc l elOs a re 
lilY j udg!!1 nt t . e l e" s t ~ E'r10 l S . Yf-t it 1s t o them t k t mos t 
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1nquir1:eJ 1nto the probleJII of coordination tend to be , 
d1rected.. Of course, these problems are I).ot .neg1161"le. 
But I .8 11 convlnced: that in ·the ehsence of clearly defined. 
pollC~ES . and , of 1ntelllgeot ana· ~cll-bulanccd personnel 
no »lan ofcoordlnationll1l1 be Boyth1og but hopeless. 
And I bel:!,evethat, glven \IIell-def1ned pollcies. and sound 
per flonnel. mo-st of· ttle r CJ;Da1nlng problem, of coordll1!lt16n . 
wlll be .aolved almost in iltrice. . . 

• - , 
• • 

, 

Wa have ' found it best to tren t the task ot coordl- . 
, . nation in thiJ $tr1ct and. n:.rroli sense a3 ... staff" tunctioo, 

11.e., as a fWlctlon of an o1'ficer at tached· to the head ot 
thf' organl~~tlon. the Rxecut:!.ve · AGs1s.tant to the Chairman. 
We have tound that the divlsion heads teDd to· resent an 

• 

. Independent . of 1'lcer set up to .coordlna te.· them. but· that 
they will accep t the as ~ista ncc 01' so~e ' one ld~ntlrl~d with 
the ChAlrCll&n. who acts ' only 'by recommendation t .o tbe Cnairman. 

, 
• 

IV. Genera.l '. • 

• 

-
In 'conelua1on', I should 111(e to ~lDpbtlsize /I fact. 

which I feel su:-e you tully understa nd,. ,'" that; It Is extre.lllely 
. dH1'1cult to. oonsldar these prob:j.ems in the abstract. A 
. goverlUent-, end II department or agency 01' government, 1" !In 

o rganic entity, wi th £.0 organic growth a.OO character alm.)st 
llkethet at a human belng. A~ such, it cannot be &ppra1sed 
in term. a~ ab5tract patterns 6S general rules of fixed ap­
plication. Unless one 'r genera~ princ1ples ~re applied to 
particular csse s 3nre~dly end fle~1 bly, they are ~pt to t a~e 

• 

• 

on aD uDI'E:ul -, lUll! ty. :lomewhat 11ke t Ll a rule s of conJ ue t l a id 
down 1n pupulGl' books \'Ihich purport to zct !'or tl1 th~ pl'1nc i ,Jl es 
by ./bleh a young g1rl sho ula select e husba nd. 

I hope t h c. t the fO l" £01.01n;: ohser vntl on$ 0;111 b e of s .)'lle 
us>! t o you. 

Wi~h t. es t ~' 1 5he s, 

Ur . W. Y. E~110 t t, 

S1 ncel~ly yours , 

I n !Jl ? S Ii. Landi s 
Ch t·ll'.t!p-n 

The Pr ec l dent ' s CowJIli tt ee 0 0 
Adminl , t r a t1ve Menagcmpnt 

Com:.erc l e l t,atlonal lin ,::.< Uld ;: . 
l~ tl1 una G St r ee t 5 , I. W. 
~Dshlng ton , D. c. 
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