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October 20, 1936

Dear Eliiatt:a

| I naeve given conz=idersbls thourht to the :ues-
tions ralsed in youwr memorandum of July 11, 1936,
which was recelved at ay office durin: my abscnce
on vacution lsst swiver. In comeenting wpon these
questions, I shall confine myscl{ loargely to probleas
fzlling under the aeusding "Coordinstion witain the
Departzonl or Agency®™, since 1t 1 on this tyge of
proclea thet my own experioence has centerod. I

zm incliiued to the belief, however, thut the con-
clusions to which xy esperience in this re urd

naeve lod me would ke In cousiderstle seasure -
plicable L9 tu- oQver-ull proolem ol governpment
sdinigtration,

Since you have been Kind enough to sug.ost
that I apq.roacn tae protlem In my own way, I sasll
take the liberiy of cutting ucross your outline.

I taing thot ithe mostl uselful aa)y to begin is
to inquire 1nto the causcs Oof piollems Of coordimm-
tion, I beulieve that such provlems can convonlently
be grouped under taree principal nendss (1) Pro. lows
arlsing out of the insdecuate definition of myjor
policies; (Z) Problems arising out of deficiencies
in personzel; (3) Probless arislin, out of unuvoiuzble
overlepping of functions, and out of close rel.tionant,
batwecn differcont functions,

It nzs been my experience tonst Lhe Mmoot numeLrous
and by #ll odd: tne most diificult problems of coorai-
nation #re thoue anich fa2ll wsitnio thae irst two cute-
zories, 1 cshould lixe to examlne thote Ia sowe detall
before pessing to & considerction O tne tolrd type Qi
provles,

Qut of Inude uate LDedfiniti.no
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I. Protlema Aris
J

I1f tne mejor policles un. ot jectlives of an
agency are clearly defired, cacth civision heea ailli R
a fremeworg wit!i.in whlely 15 exemine tne puyticula:
tionc shicn press upsn him for decision., Guiced by L@
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framework he wlll not hesitate to make his own decisions,
which, from the very fact of such guidance, will nnrnally
be cansistent'ﬂithntne declisions of other division heeds.
In the absence of a clear definition of major policies

and objectives, each large question presanted -to a divi-
sion head for decision will sppear to him to involve-
elements of fundsamental gravity. BHa will, taerefore, be
inclined to regzard the prchlan 83 bayond tha scope af his
own respansibilities and to submit 1t to the head of the
organization for declsion. The opesration of tae organize-
tion will then tend to become top-heavy, with an excessive
number of decisions bottle-necked at the top. To the ex-
tent that the division Leads do take responsibility for such
decisions, thelr several sctlons, lacking a comzon premise,

are quite apt teo conflict with one another.

;I,. Prablags.ggising Gut of Dariciencieﬁ in Personnel

It is curious that problems of coordinastion whicn

derive from failure of personnel frequently escape recogni-
tion for what they ere. Agaln andé again in my experience,
situations have arisen vhich involved an apparent .cute
conflict between divisions, or an apparent confusion of
activities., Approached &s provlems of coordination in the
strict sense, such situations ald not re¢spond to tne remedy
applied. Upon further analysis, it would appear that the
ultimate cause was the inadequacy of some particular in-
dividual. Upon the replacewment of thls Indiviiual, rhe

problem of coordimation would simply disappear.

It 1= the way 1n which these problsas develop
which leads to thelr belng misinterpreted. 1In the press
of day to day business, 1f X should fall to do his Jjob, Y or
Z may simply dlscnarge those functions hlimsell. It may be
thaet five or six different persons aré directly affected
by X!s failure, and that each of tnem will more or less
uwnconsciously snoulder part of tne responsibility. aAiter
a while, they will find themselves getting into one anotlherts
way. If a "Coordinpating Couzittee® 1s set up to resolve
the difficulty, 1t 1is qulte ligely werely tOo increase it
by addins to the existing problems of adjustment new probl=x
of sdjustment between the existing [factors and the new com-
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nittee., And s0 the situastion "Jjes' growsy,

III, Problems of Coordination Arlsinsg ocut of Unsvoid
Overlapuing and Intcr-reletionship of functions

As I have already inaicated, these proclems ar
my Judgment the lezst reriovs. Yet it 1s to them thetl md
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inguiries into the problem of coordination tend to be
dilrected, Of course, these problems are not neglizitle.
But I am convinced that in the absence of clearly defirned
policies and of intelligent and well-balunced personnel
no plan of coordination will be anything but hopeless.
And I believe that, given well-defined policias and sound
personnel, most uf the remaining problems of ccordination
wlll be aalved plmost in ﬂtride. ;

wa have found it best to trent ths tzek of coordl-
—.natinn.in this strict 2nd narrow séense as a staff funection,
1le., as & function of an officer attached to the head of

the organiz:tion, the Executive Agsistant to the Chalrman.

we have found that the division heads tend to resent an
independent of'icer set up to ®coordinate® them, but that
they will accept the ascistancc of some one.identified with
the Chairman, wno acts only by recommendstion to the Chairman.

IV. General

In conclusion, I should like to emphasize a fact
which I feel sure you fully understand, - that 1t 1s extremely
difficult to consider these problems 1In the abstract. A
- governmaent, snd a departasnt or agency of govermment, is =zn
organic entity, with zn organic growth and character almost
like that of 2 human belng. As such, it cannot be appralsed
in terms of zbstract patterns as general rules of fixed ap-~
plication. Unless one's genersl principles are 2zpplied to
particular ceses snrewdly and flexlbly, they are zpt to tage
on an unreal cuality, somewhat like tne rules of conduct laid
dovn in pupular books which purport to set forth the principles
by which a young girl should select a2 husband.

I hope th:t the foregelnz okservations will be of =ome
use to you.

Wiith Lest vwishes,

oincerely yours,

Jamze M. Landis
Cheulroau

Hr. ¥, Y. Fliiort, neot v g O
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