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UNI TED NATIONS RELIEF AND REHABILITATION ADMINISTRATION

EET

18 December 1945

060 Hoxha, Enver (Gen.)
_140

Albania 601

D.R. Oakley-Hill (Albania Missiom)

Alexander B. Hawes (Act'g Diplomatic Adviser)

"With reference to your memo of 7 November

1945 to Governor Lehman, there is enclosed herewith

his acknovledgement of the note received from Gen.
m.-ooc.c't.

RECORD FILED: M




6 December 1945

TOr Mr. Puell Randeolph
FROM: Hobert E. Agsher

SUBJECT: Current Information on Organizational Titles

In the preparstion of procedural instructions
in the last few days, several instances have oecourred
of our sending through for clearance materisls whiech
refer to organizational units by improper titles.

If it 4= &t all possidle, ve would aporeciste
having s current listing of the names of all Hesdquarters
units doen o the section level, and to be advised vhen-
ever titles of any units are changed, so that we ecan
ingure securagy and svoid emdarrassment.

S8nelling/ tep




5 December 1945

TOs P. ¥. Kuo

FROM: JEuyrene S5, Sergeev

I attach herewith = brief outline

As requested by you

of the duties of the Committee Mvision for Ceneral

Rooks' inform=tion.




3 December 1945

J
Changes in Functional Statements for Staff Offices

The following is an analysis of the proposed changes made in the
stetements of functions as submitted by the organizational units
studied.

Office of the General Counsgel

All the statements as submitted by the Office of the General Couneel have
been used with the exception of items 10 and 12. Item 10 (service of
drafting officers at the Sessions of the UNRRA Council) is obviously in-
cluded in item 7. Item 12 (comments on UNRRA's leadership in connection
with the general eituation in Eulgaria, Rumania and Hungary) has been

omitted eince it is not appropriately z function of the Office of the General
Counsel. This was a personal assiznment to Mr, Feller, who has resigned.

Office of the Divlomatic Advisor

The statement of functions as submitted by this Office has not been changed
materially,insofar as substance is concerned. The functions have merely
been restated to conform to standard format.

However, item 9 (describing liaison between Director General and Congress
of U.S.) has been deleted, since this does not appear to be a primary
function of this Office.

Office of the Secretarist

A combination end redescription of functions submitted by this Office has
been mede to conform to standard format, and sll the functions as originally
get forth by this Office in their description of "Office of the Central
Office" have been used.

One organizational change has been recommended. It is proposed to set up a
mew organizational unit (known as "Administrative Staff") to coordinate the
following adminigtrative functions: (1) all housekeeping functions; (2)
general supervision of library staff; (3) arrangements for translation
service; (4) maintenance of correspondence files; and (5) distribution of
committee documents, reports and resolutionms.

The inclusion of the library staff in this unit is a departure from present
practice. However, since this staff apparently receives little or no super-
vision from any one at the present time, its activities should be coordinated
under one specific office.

It is also proposed to use the designation of "Staff", for each organizational
unit. This would appear to be an appropriate designation, since there 1s such
a small number of individuale employed in each unis.




Office of Public Informgtion

The functions as set forth in the statement of "Office of Public Information,"
have been "redistridbuted" into the various operating units where they
presumably belong. All of these functions have been included.

A new statement spelling out specific functions of the "Assistant Chief"
has been written, since none was submitted by the Office 1itself,

One orgenizational change has been recommended. It is proposed to merge the
Regional Operations Staff and Area Service staff into one operating unit,
since their duties are vrimarily the ssme, Thies unit will be composed of
four information specialists, each acting as liaison officere for public
information in specific geographical areas. The Regional Operations Staff
ects as liaison for Buropean and Far REastern information; the Area staff
deals with Canada and the South American countries.

The designation of "staff" has also been used in descriding the organizational
breakdown.

Office of Country Mission Affairs

The functions of the Director's Office have been restated in more general
and overall terms.

In the statement on the "Office of Country Mission Affairs" item 3 (main-
taining liaison with Congress) has been omitted, asthis function 1s

presumably included in item 2 as proposed. Item 6 (preparing tables of
shipment and analyses of supply programs) was deleted, as Item 1 deals
with procurement of supplies. Items 8 and 9 have been rextated as one
function.

In the statement on the "Office of Country Mission Reports", the functions
have been spelled out in more definite terms and some clarifying statements
have been included,
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Migsion to Cuba
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Capt., Willi.m Nelson, Army N.vy Li,uid
"I."'*Sh.D.c-
Louis Swenson, Chief Pro. Coordination Br.

RE: Cargoes of six vessels hpve been made availnble for
uNRRA purc ace and ,180 Shgt it will be UNRRA's responsi-

bility to unload these vescsels at Port of Shanghai.

030 Army=N_vy Liguidstion Commissi~n

hvs

11/26/45




Dr. P. W. Kuo 27 October 1945
Room 532

E. S. Sergeev

Committee Division

In connection with the revised description of the Functions of the
Committee Division, I have the following statement to meke:

These revisions, apparen*ly being mgde at six month intervals, seem o
to us to represent a duplication of time and effort in.smuch .s the
functions of the Committee Division sre fully outlined in Administrative
Order No,#30 and the previous description of the duties of the Chief

of the Committee Division, dated 31 March 1945, and remain unaltered.
Therefore, we consider it unnecessary to take the time to compare snd
comment on the revised description, but cubmit our dissapproval of

any devigtion from existing orders and descriptions of functions.

We recognize only the Administrative Order No., 30, which outlines the
functions of the Committee Division, snd description of duties ontlined
in March 1945,
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140(Pi214 Services Section)

R

MaZXoolm B, Catlin
Buell B. Randolnh

B3t Processing Persomnel for Tfavel or Assigmnment Overseas

RECORD FILED;




In accordance with provisions of the Adminlstrative
Exoperty Agcountabllity Mapual, the following shall
serve for an indefinite period as the Property
Survey Cormmittee at Headquarters:

¥, L, Parnell, Chairman

Earl Hoyle, Buresu of Supply
D, G. Sulliven, Bureau of Bupply, Alternate

Albvert I, Esller, Accounts snd Andits
Claude P, Sarsfield, Accounts and Audits, Alternate

It is the responsibility of the Property Survey Committes
to examine all property swrvey and discrepancy repords
prepered by the property officer, mmd aftor hesring
vitnogses md examining 2l1) of the evidence to make a final
decision with respect o the repert. Juch decision shall
be recorded =nd subsequent asotion telken as provided in
Section Z-m of the Administrative Erxoperty Agcountability
Mepusl. _

PWJordan: pf
9 October 1945
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September 18, 1945,

Memorandum

To 3 Mr. Corrington Gill

From 3 Je Jo ?olaL{\M

Sub ject:

1. In the following paragraphs I have tried %o
keep to the essentials of the eontents of the various
nemorands touching upon this sub Ject by Mesc=Ts,
Xanthaky, Homan and myself, as well as %o the discus-
sion we had last Friday, in order to elarify the posi-
tion with respect to the proper Headquarters organi-
zation, If I go to some extent both into organiza-
tional guestions and into the substance of the work
to be done, I think, Judring by the long discussion
we had on September 14, that it is necessary to go
thet far in order to agree upon a reasonable set-up
for Headquarters.

2. To stert from the end product, it is clear
from Resolution 80 that the Central Committee will
approve "broad programmes"” for the Administration and
that 1t will be advised in one way or another on
this sub jeet by the Committees under Resolution 23
(whether these Committees will be merged into one or
not, and whether they will act as direct sub-
committees of the Central Committee, is immaterizal
in thiz comngction). Opinion has not yet ergstallized
ug *z what these programmes will exaotly amount to.
One thing is clear however, they will be more than
the statisties on country supply programmes whiich are
currently being worked out by the Bureau of Supply
on the basis of hundreds of decisions congerning in-
dividual commoditiess. It is the intention of Reso-
iution 80 that the setting out of "hroad programmes®
will precede these discussions with countries on in-
dividual commodities, that it will set the framework
within which countries will list their recuircments;




Sept.18, 1945,

and these "broad programmes" will also reflect the "need
for free assistance", i.e., the differsnce hotween var-
jous ecountries in the degree to whieh they are able to
finanee part of their import programme themselves,

3. The staff work for these various committees
of the Cowmeil, including the Central Committee, will
have to be done hy the Administration. The Administra-
tion will present to them a paper containing the Ad-
ministration's reasoned proposal for country budgets -
the initiative, in other words,should be with the Ad-
ministration.

boe These papers are of such importance for the
whole work of the Administration that they themselves
will be nreserted to these commitbees by the Director
ceneral or the Senier Deputy Director General. Defore
submigssion, they will naturally be discussed in a

meeting of the top staff of the Administraeticn.

5¢ Also obviously, mone of the members of the

top staff of the Adminis%ration ag at present organ-
1zed, is egquipped to draw up thiz type of paper. A
special office has te be assigned with the functions
of preparing it and submitting 1% to the Senior
Deputy Director General and the top staff,

6. The functions of this special office derive
£ ®re paper or papers to be sresented by the Ad-
ministration to these committees. What elements
should enter into the determination of comtry bud-
gets? From 2 preliminary survey of the problem, this
is by no means a simple question (ef.my paper of
September 4). It will among other things require
analysie of the deficlency data on which the Ad -
{gtration,has worked up to now; analysis of the
statisticel data at present availablej thought as
to how to treat foreign exchange holdings, loans, Tre-
parations, exports etej imowledge of the timing and
currency composition of our contributions; experi-
mentation with various statistical data; research
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in any earlier attempts to solve gimilar problems.

It will imoly further, the outlining of any addition-
2l data that might be required, i:structlons %o Mis-
glons concerning these, etc.

7. The nature of this work and the purpose
for which it i1s to be used, would indicate that it
be performed by an office -

(s) which is not charged with any operating
functions; '

(b) which is attached to the Senlor Deputy
Director Ceneralj

(¢) which would draw heavily for data cn the
various divisions of the Administration.

The most extensive statistical data which would have
to be used or anzlysed are the deficlency data, These
have been compiled in the Bureau of Suoply, and the
office to be set up should have a working relation-
ship with the proper division in the Bureau of Supply
to obtain therefrom these data in suech form as it
requires them.

8, With this organisation, the offiece itselfl
could be small, As proposed by Mr., Hosan 4n his
memorandum of September 7, a staff of thres profes-
gional people would probably be sufficient, To these
should be attached two or three analysts or statistic-
ians.

9, It would seem from this that there is no
room for sny committes of the Administretion as pro-
posed by Xanthaky, If the Committee were to approve
the document to go to the Central Committee, it
ghould be identical with the top staff, and ngt be
under the Chairmanship of the Head of %he spacial
office. If it were to colleet data, it would rather
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be & number of contaet cersona through whom this office
would draw on the Xnowledge of the various divisions,
#who would however, not have to have authority on the
draft of the Cinal peaper,

10, Wher this whale orocedure with the Central
Comuittee and the Committees under Resoluticm 23 for
setting country budgets, is in oper=tion, the previous
type of Pgualitative™ ablility to pay declsions ecould
be dispensed with, The setting of country budgets
would in faect, smount to an implicit gugntitative de-
eision on arility to paye. Two other fumetions pre-
sently performed by the Office of the Finsncial Advie-
ser, would glso properly come within the nrviev of
the office to be established, 1.e.,

(2) Consideration as to how the wost effoctive

use could be made in the estadlishment of
the total import srogram of the reciplent
countries, both through UNRRA and outside
of UNRRA, of the foreign exchange holdings
of the countries themselves and the UNHRA
contributions.

(b) The ecollection of finzncial and economie
dats to follow the recovery of the countries!
sonomy and to juige their ablility to pay.

For these reasons, to prevent overlapolng, ane te
economise rersomnel of the Administration, I would
sugcest that the present Office of the Finanelal Ad-
viser be moved, mad e, or merged into this speeisl
office to be set up.




27 July 1945

The Director CGeneral
The Senior Deputy Director General

Roy F. Hendrickson

Establishment of Headquarters Visiting
Svstem for Missions

It is the view of the Headquarters staff that there
should be established a visiting system by Headquarters
officials and $echnical personnel to the Missions in
cooperation with ERO. We believe that such a system,
supplementing a regular system of written reporting,
would serve both to keep Headquarters informed of the
extent to which mission operations are in conformity
with established policy and are being conducted with
the requisite efficiency and to give the Missions the
necessary feeling of support in the highest quarters
of UNRRA.

We propose the following:

(1) EBach Mission should receive a visit from a
senior Headquarters official for a period of not less
than two weeks in each quarter of the year.

These officials should be Deputy Directors
General or Division Chiefs. A schedule should be drawn
well in advance giving a 1list of the visiting officlals
and their itineraries. The Mission should be adeguately
informed of the purpose of the visit and the matters
which will be discussed some time before the arrival of
the wvisitor, Bach visitor should first proceed to ERO
for a period of & week or less to discuss his visit with
appropriate ERO officials., After completing his tour of
the Missions on his list, he should report back to ERO for
a visit of not to exceed one week, explain to ERO his
comments which he proposes to make to Headquarters and re-
ceive their comments, and also give ERO such information
as is required by that office.




Director General
Senior D.D.G, A7 July 1945

(2) In addition to these general wisitors,
should be technical visitors for the various div i;
These may acecompany the general visltor in a small
oOr may go separately. We also believe it would be
able for ERO to have &2 small h':"- i staff which would
regular visits of inspection and i1t woeuld be desirable
these lnspectors accompanied Headquarters visitors on the

tours.

ions

' (3) Bach gix n hs the heads of teechmical divise
ions in the vuriaus Mlnsionﬂ should be broucht together at
some point in the European arsa o Olbh' ation on mutual
problems similar to the supply mee at Caserta.

We recommend that ERO undertake to pla Svch meetings which
could be held in eonjuneion with the visits desceribed in

para

AHFeller/js

ec: Bureau of Services (Richard Brown)
Finance (Corrington Gill)
Office of Country Missions ( Reorge Xanthaky)
Health (Dr. Sawyer)
Welfare (Miss McGeachy)
Diplomatic Adviser (Carl Spaeth)
Displaced Persons (Fred Hoehler)
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Division of responsibility between HQs and ERC on Supply latters.

RECORD FILED

TYPIST

18 November 1946




30 May 1945

Corrington Gill
From: Harry K. Herwits

Subject: Punctions of the Administrative Analysis Division Affected
by the Memorandum of 3 May 1945

The functions of this Division have not been affected by the memo-
randum of 3 May 1945. The work load, however, will be increased, at
least for the next two months, because the determination of the
bilities at the several levels of organization and the revision
of the distribution of responsibilities, permits and makes necessary:

1. The revision and codification of administrative orders and
bulletins: These orders are being reviewed and developed in the form
of a series of mamuals covering matters having: (a) gemeral applic-

ability throughout the emtire Administratiom, (b) applicability te
Headquarters only, with appropriate procedures, and (¢) applicability
only to specific Headquarters bureaus or offices, with supplementary
procedural instructions,

2. The preparation of an authoritative statement in the fom of
a general order specifying: (a) the responsibilities at Headquarters
and the delegation of those respomsibilities to the several organiza-
tional units at Headquarters, (b) the delegations to B.R.0., and (c)
the delegations to the country missions. These latter are now in the
form of directives to Chiefs of Mission and in cther documents.

The Division, because of its small staff, has been handicapped recently
by the continuing illness of the Assistant Chief of the Divisien,

Mr. Jobhn L. Dean, who will probably be away another 10 days or two weeks.
He had been assigned to the work of assisting in reorganizing communicas
tions at Headquarters in line with recent decisions,

Because of varying demands for typing and stenographic service in the
office, some time ago, at our initiative, we arranged for the detail
of one of our stenographers, whemever she had free time, to take on

work from the Stemographic Section.




&® L\

Corrington Gill 30 May 1945

The Division does not require additional permanent persomnel, except
that it would be desirable to have made gvallable any unasssigned
personnel who are qualified and who can temporarily assist in the
development of the several policy and procedural manaals so as to
expedite thelr issuance,

HKHerwitz/1fm
30 May 1945
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Tos Horbert H, lelman, Pirector General

From: M, Menshikov

In reply to your memorandum of 4 May, I should like to
mention that although my memorandum on the subject
"Proposed Re-Organisation of Hesdquarters" reached you
only this morning, it was prepared and sent to you
before I received your mimeographed statement dated

3 Nay.

However, the fact that you received my memorandum this

morning does not change the situation since it only
confirmed in writing what I hed slready expressed orally
to you and also at a meeting to you, Commander Jackson
and Nr, Hendrickson on 30 Aprdil, Also, if you recell,
toward the plan of re-
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All Bureau and Division Heads, Washington
The Administrative Council, ERO, London
All Country Mission and UNRRA COffice Chiefs

From: Herbert H. Lehman, Director General

I, Introduction

As UNRRA moves rapidly from the planning into the operating stage,
adjustments in the distribution of responsibility and authority within
the organization become necessary and desirable, Accordingly, changes
to increase the effectiveness of the organization have been fully con-
sldered and are stated below, and will take effect as indicated,

I am moved, in part, to fix the responsibilities as indicated because
the urgency of our work in coming months will necessitate that I be
personally free to move about as the situation requires, spending part
of my time at Headquarters, part at ERO, part with the Field Missions,
and wherever else the need for me appears to be greatest at the time,
Good administration of an emergency effort over such a vast area as our
program encompasses necessitates, on the one hand, fixed responsibility
at certain bases with provision for adequate continuous administration,
and on the other hand, requires that the Director General be in a
position to cencentrate his offorts at the centers of greatest need,
which are likely to change from time to time and at short notice. Such
arrangements will moresover permit me as Director General to reach those
overall poliecy decisions over which I will rotain full control,

II. Delegation of responsibility and authority to the #RO.

A, Effective immediately the ERO will become the focal point for the
administration of our responsibilities in surope and the iiiddle kast,
including Ethiopia, excepting only Poland which remains a Headquarters
regponsibility pending the conclusion of an Agreement with that country.

The ERO will be responsible for and will direct 211 country missions'
operzations in thesc arcas,

B, Chiefs of 211 country missions will roport to ERO. The ERO will
have responsibility for completing the planning and organizaticn of
these missions as required,

C. The ERO will establish the totzl nceds for funds required for ad-
ministrative purposes by these missions and will request an allocation
of such funds from Headquarters. The ERO will, subject to appropriate
fiscal controls established by Headquarters, reallocate such admini-
strative funds among the missions, deleg:ting to the Chief of Mission




.

concerned the reapportionment, as far as possible, of such funds among
the various purposes and units within the mission,

D. Full responsibility is hereby delegated to the ERO for the admini-
stration of all rclief and rchabilitation scrvices and progrems in Hdurope.
with respect to displaced persons services and programs, this will in-
clude also rcsponsibility for Unitod Nations nationals in the Middle

g2st, Africa and India,

E. 1In the casc of supplies, the missionswill, in order to expedite ship-
ping and procurement, statc their requirements both to the ERO and Head-
quarters, the formcr commenting thereon to Headquarters as necessary, It
will be the ERO's responsibility (i) to ascertain the extont to which
requircments can be met out of procurcment in the area for which it has
procurcment responsibility, namely the United Kingdom, British Colonies,
Widdle gast, and thc Continont of Europe, and rcport this to Headquarters
so that the overall program of requirements may be establiched; (ii) to
execute that portion of the procurcment and shipping program as finally
approved under (i) above; (iii) to review from timc to time the distri-
bution of supplies actually provided by UNRRA between the various re=-
ceiving countrius, including for this purpose nd hoc arrangements for
consultation with tho rccoiving countriuvs o8 may become necessary from
time to tine,

F. To insure prompt and effective action in the administration of all
services and progr-ms by thc ERO, I am cstablishing an office of the
Director Gencral in London, I am assigning Commander R, G, A, Jackson,
Senior Deputy Director General, to serve for a limited tise as my
personal representitive in charge of this office., To him is hercby
dclegated full responsibility, as vested in me, for initinting, review-
ing and directing plans, programs, services and operations, including
authority to make such changes in organization and persomnncl in respect
of ERO opurations as may become necessary from time to time., I have
informed hin of those matters which I decirc to boe referred to me
before action is finally takcn,

III. Adjustmeats in organization at Headquarters.

To insure effoctive administration consistent with the points made above,
certain changcs in the orgonization at Hoadquerters arce horeby made
effective at once,

A, The Burcou of Arcas is reconstituted as the Bureau of Sorvices, lir,
Michail lienshikov will bec in charge of this Bureau., The Directors at
Headquarters of the Divisions of Health, Displaced Porsons and Welfare
will report to Mr. Menshikov,

B, Thc Divielion cdealing with Distribution in the Bureau of Areas, and
the personnel and records of such Division are hercby transferred to
the Burcau of Supply.
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C. The Division of Staff Services and the personnel and records of such
Division are hereby transferred to the Burezau of Finance and Administration.

D. The responsibility of supervising country missions formerly lodged in
the Bureau of Arezs has now been delegnted largely to the ZRO., A small
unit to serve primarily as a center of reports and information relating
to the countries receiving UNRRA assistance is hereby created to be known
ns the Office of Country idission Affairs, which will report to the Office
of the Senior Deputy Director Generzl at Headquariers.

E. The For Eastern Division will for the time being be in the Bureau of

2
Services,

F. The Camps Division will be transferred to the Displaced Persons Di-
vision,

G. The functions assigned to other Divisions of the Bureau of Areas
not separately referred to are hercby transferred to the Office of Country
Mission Affairs,

H, The Office of the Financial Adviscr is hereby transferred to the
Bureau of Finance and Administration.

I. The following units of the Headquarters office 1ill report to the
Office of the Senior Deputy Director Generzl, effective at once; The
Burcaus of Supply, Finance and Administration, and of Services; the
Office of Country Mission Affairs; the Chief of the Seerctariat; the
Office of Regional Liaisony thoe General Counsel; the Diplomatic Adviser;
and the Director of Fublic Rolations,

J. I haove designated kir, Roy F. Hendrickson, Deputy Director General for
Supply, to be in charge of the Office of the Scnior Deputy Dirsctor
Gencral to serve during Commander H. G. A, Jackson's abscnce as chief
executive officer at Headguarters,

K, He is cuthorized to issuc such dircctives as are necessary for the
operation of the Hoadquarters office, to serve as the principal contact
with the ERO, insuring that the lotter and spirit of the delegation of
authority to the EZRO is obscrved and supported in day to day operations,

IV, Country kissions,

The Chiefs of the country missions will, as nccessary, receive instruce
tions from ERO, and in gencral it is intended that the rcsponsibility
znd authority for the work of each mission is vested in its Chief,

V., Genernal Considerastions,

In order to insure orderly and expeditious administration, it is desirable
to makc certain points in the rclationships of Headquarters, the ERO and
Missione clexrly understood, including:
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A, The Chief of a Mission is responsible for indicating to the ERO
what personnel is required for his lMission, The ERO will review such
requests and act on them, requesting assistance from Headquarters as
necessary, subject to the maintenance of adequate finanecial controls
as required by II.C. above,

B. The ERO will be responsible for evalunting the needs for supervisory
or adviscry visits to field missions and no such visits will be made
without prior ccnsultation with the ERO, Vhile Headquarters is frce

to initiate such visits as may be cssential, it will advise the ERO

in advance of its plans in all cases and will keep such visitations to

a minimum, In order to insure complete and cooperative consideration
and communications on all matters having sdministrative or technical
significence, the ERO may designate 2 representative to join any visit
initiated by Headquerters.

C. Country missicns supervised by the ERO will make regular, and when
nccessary special, reports to the ERO. The ERO will specify the type
and content of such repcrts incorporating such specific needs as
Headquarters may indicate, Routine reports as specified by the £RO
will be sent simultancously to Hoadquarters. Any action felt to be
worthy of ceonsidoraticnafton reflection upon the reports st Head-
quarters shall be communicated to fRO for consideration and possible
relaying tc the Chief of Mission concerned. ERO will make periodic
reports to Headgquarters on its operations and the operations of the
missions for which it is responsible.

D, The type of relationship between Headquarters and ERO envisagod

by this order cannot be indicated to the last detail, Rather it is my
purpesc-that the delegation shall be vory broad, that ERO through the
availability of my perscnnl representative shall be in a position to
act quickly and finally without more than general supcrvision from
Headquarters, This gencral supervision will take the form of ERO
requesting or receiving from Headquarters directions, suggestions, and
advice, cepecially on matters of broad general pclicy; and of Head-
quarters seeking tc assist and give service to RO without involving
itsolf in details,

E. Through my Hcodquarters office I will retain responsibility for
UNKRA's policices and operaticns globally, delegating authority for
operaticns as rapidly as practicable; the office will retain relationships
with the Council and the Central Committee and except as otherwise
assigned, relationships with contributing countrics,

1,53529




All Bureau and Division Heads, Washington
The Administrative Council, ERO, London
All Country Mission and UNRRA Office Chiefs

From: Herbert H, Lehman, Director General

I, Introduction

As UNRRA moves rapidly from the planning into the operating stage,
adjustments in the distrioution of responsibility and authority within
the organization become necessary and desirable, Accordingly, changes
to increase the effectiveness of the organization have been fully con=-
sidered and are stated below, and will take effect as indicated.

I am moved, in part, to fix the responsibilities as indicated because
the urgency of our work in coming months will necessitate that I be
personally free to move about as the situation requires, spending part
of my time at Headquarters, part at ERO, part with the Field Missions,
and vherever else the need for me appears to be greatest at the time,
Good administration of an emergency effort over such a vast area as our
program encompasses necessitates, on the one hand, fixed responsibility
at certain bases with provision for adequate continuous administration,
and on the other hand, requires that the Director General be in a
position to concentrate his efforts at the centers of greatest need,
which are likely to change from time to time and at short notice, Such
arrangements will moreover permit mo as Director General to reach those
overall policy decisions over which I will rctain full control,

II., Delegation of responsibility and authority to the £RO.

A, Effective immediately the ERO will become the focal point for the
administration of our responsibilities in surope and the iiddle East,
including Ethiopia, excepting only Poland which remains a Hecadquarters
responsibility pending the conclusion of an Agreement with that country,

The ERO will be responsible for and will direct all country missions!
operations in thesc areas,

B, Chiefs of 21l country missions will rcport to ERO, The ERO will
have responsibility for completing the planning and organizatica of
these missions as required,

C. The ERO will establish the totzl neceds for funds required for ad-
ministrative purposcs by these missions and will request an allocation
of such funds from Headquarters, The ERO will, subject to appropriate
fiscal controls established by Headquarters, reallocate such admini-
strative funds among the missions, deleg:ting to the Chief of Mission
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concerned the recapportionment, as far as possible, of such funds among
the various purposes and units within the mission,

D. Full responsibility is hereby delegated to the ERO for the admini-
stration of all relief and rchabilitation sorvices and progrems in gurope,
With respect to displaced persons services and programs, this will in-
clude also responsibility for United Nations nationals in the liddle

tast, Africa and India,

E. In thc casc of supplies, the missionswill, in order to expedite ship-
ping and procurement, state their requircments both to the ERQ and Head-
quarters, the former commenting thoereon to Headquartcrs as necessary., It
will be the ERO's responsibility (i) to asccrtain the extent to which
requircments can be met out of procurcment in the area for which it has
procurcment responsibility, namely the United Kingdom, British Colonies,
lidddle gnst, and the Continent of Europe, and report this to Headquartoers
so that the overall program of requirements may be established; (ii) to
execute that portion of the procurcment and shipping program as finally
approved under (i) above; (iii) to roview from timec to time the distri-
bution of supplies actually provided by UNARA between the various re-
ceiving countrius, including for this purposze ad hoc arrangements for
consultation with tho rccoiving countrics o8 may become necessary from
time to time,

F. To insure prompt and effective action in the administration of all
services and progrms by the ERO, I am establishing an office of the
Director Gencral in London, I am assigning Commandcr R, G, A. Jackson,
Senior Deputy Director General, to serve for a limited tine as my
personal representztive in charge of this office. To him is hercby
dclegated full rosponsibility, as vested in me, for initioting, review-
ing and directing plons, programs, services and operations, including
authority to makc such cehanges in organization and personnel in respect
of ERO opurations zs may become necessary from time to time. I have
informed him of those matters which I desirc to be referred to me
before nction is finally taken, »

III, Adjustments in orgonization at Hecdqueorters,

To insure effcetive administration consistent with the points made above,
certain changes in the organization =t headquarters are hereby made
effective at once,

A, The Burcau of Arcas is reconstituted as the Bureau of Services, Mr,
Michail lienshikov will be in charge of this Bureau. The Directors at
Headquarters of the Divisions of Health, Displaced Persons and Wielfare
will report to Mr, Menshikov,

B. Thec Divieion dealing with Distribution in the Bureau of Areas, and
the personnel and records of such Division are hercby transferred to
the Burcau of Supply.
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C. The Division of Staff Services and the personnel and records of such
Division are hereby transferred to the Bureau of Finance and Administration,

D, The responsibility of supervising country missions formerly lodged in
the Bureau of Arezs has now been delegated largely to the ZRO. A small
unit to serve primarily as a center of reports and informetion relating
to the countries receiving UNRRA assistance is hereby created to be known
as the Office of Country kission Affairs, which will report to the Office
of the Senior Deputy Director Generzl at Headquarters,

« The For Eastern Division will for the time being be in the Bureau of
ervices,

i
o
<

-

F. The Camps Division will be tronsferred to the Displaced Persons Di-
vision,

G. The functions assigned to other Divisions of the Bureau of Areas
not separately referred to are horeby transferred to the 0ffice of Country
Mission Affairs,

H, The Office of the Financial Adviser is hereby transferred to the
Bureau of Finonce and Administrotion,

I, The following units of the Headgquarters office will report to the
Office of the Senior Députy Director Genersl, effective at once; The
Burcaus of Supply, Finance and Administration, and of Services; the
Office of Country idission Affairs; the Chief of the Secrctariat; the
Office of Regional Licisony the General Counsel; the Diplomatic Adviser;
and the Director of Public Rulations.

J. I hove designated Mr, Roy F. Hoendrickson, Deputy Director Gencral for
Supply, to be in charge of the Office of the Scnior Deputy Director
Gencral to serve during Commander H. G. A, Jackson's absence as chief
executive officer a2t Heacdguarters.

K, He is authorized to issuec such directives as are necessary for the
operation of the Headquarters office, to serve as the principal contact
with the ERO, insuring that the lotter and spirit of the delegation of
authority to the ERO is obsorved and supported in day to day operations,

IV. Country Missions,

The Chiefs of the country missions will, as nccessary, receive instruc-
tions from ERO, and in gencral it is intended that the responsibility
cnd authority for the work of each mission is vested in its Chief,

V. Generzl Considerstions,

In order to insure orderly and expeditious administration, it is desirable
to makc certain points in tho rolationships of Headquarters, the ERO and
Misslons clearly understocd, including:
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A. The Chief of o Mission is responsible for indicating to the ERO
what personnel is required for his Mission, The ERO will roview such
requests and act on them, requesting assistance from Headquarters as
necessary, subject to the maintenance of adequate financial controls
as required by II.C. above,

B, The ERO will bo responsible for cvalusting the needs for supervisory
or advisory visits to field missions and no such vieits will be made
without prior consultation with thc ERO, While Headquarters is frce

to initiate such visits as may be essential, it will advise the ERO

in advance of its plans in all cescs and will keep such visitations to

a minimum. In order to insure complcete apd cooperative consideration
and communications on all matters having administrative or technical
significence, the ERO may designate a representative to join any visit
initiated by Headquarters.

C. Country missions supervised by the ERO will makc regular, and when
nceessary special, reports to the R0, The ERO will specify the type
and content of such reports incorporating such specific needs as
Headquarters moy indicate, Routine reports as specified by the ZRO
will be sent simultanecusly to Hoadquarters. Any action felt to be
worthy of consideraticnaffen reflection upon the reports st Head-
quarters shall be communicated to iRO for consideraticn and possible
relaying to tho Chief of Mission concerned, ERO will make periodic
reports to Headquarters on its oporations and the operations of the
missions for which it is responsible,

D, The type of rclationship between Headquarters and ERO envisagoed

by this order cannot bc indicated to the last detail, Rather it is my
purpcsc that the delegation shall be vory broad, that ERO through the
availability of my personmal representative shall be in a position to
act quickly and finally without more than general supervision from
Headquarters. This general supervision will take the form of ERO
requesting or receiving from Hecdquarters directions, suggestions, and
advice, eepecially on matters of broad general pclicy; and of Head-
quarters seeking tc assist and give service to LRO without involving
itsclf in details,

E, Through my Hcadquarters office I will retein responsibility for
UNFRA's policics and operations globally, delegating authority for
operaticns as rapidly as practicable; the office will retain relationships
with the Council and the Central Committes and except as othervise
assigned, relationships with contributing countrics,
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20 Aprdl 1945

To: Corringten Gill
From: Harry K. Herwits

I suggest the following topics be discussed with Mr. Hemdrickson:

1. Organisational structure arrangements made by Mr. Hemdrickson
in regard to Greece, Albania, Tugoslav and Middle East Nissions.

2. The degree of control which should be exercised by a supervising
office or Headquarters over the operations of a mission. In this
comnection, what papers relating to detail (as distinguished from
sumary statements) should be sent to either Headquarters or E.R.O.
in cases in which such office is not directly involved in the trans-
action?

3. What repeorts should be required by the Chief of Mission by the
E.R.0. and Headquarters, (a) monthly statistical reports, (b) narra-
tive reports? In this commection, what arrangements were made with
¥iss Jeter with reference to the statistical reporting manual and
other reporting matters?

L. Area for which Middle Bast Mission will be responsible, (a) pro-
curement activities, (b) displaced persons and camps,

5 How is it intended to rate the displaced persons program in
central

Germany and Austria? wWill a operating office be set up
immediately on the continent for this purpose?

6. What provisions for supplies will UNRRA be called upon to fumish
the nationals of paying countries? Will Germany be called upen to
furnish food for displaced persons?

7. 1Is it contemplated that it will be necessary to establish camps
for displaced persons or will other billeting facilities be available?

HKHerwitz/lfm
20 April 1945




d R, Brown

¥. Cokolowski

Directives teo
l) Greece
<) Yugoslsasvia
3) Albania
4) NMiddle East

inancial Adviser has no
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UNITED NATIONS BUREAU OF AREAS
RELIEF AND REHABILITATION ORDER NO. 10

..... -

ADMINISTRATION : 30 March 1945

Responsibility for Roumania

29 March 1945 responsibility for Area matters

Roumania 1 signed to the Central anc Eastern




Form UNITED ’IGNS RELIEF AND R.EIIAEILITA‘I‘ION‘AIIJISTRATION
(Revised)
(7 Mar 45) CROSS REFERENCE SHEET

DATE: 21 March 1945

CROSS INDEX: 440 Displaced Persons
140 (Directive) Assembly Centre

TO: D+ Burnay

FROM : A. H. Robertson

SUMMARY: Decision on the question of legal staff for displaced persons
work in Germany, That the right procedure would be for the E.R.0. to
approach S.H,A,E,F,, expressing the view that certain staff will be

necessary to deal with legal problems arising among displaéed pereson in
Assembly Centres

RECORD FILED: Germany 643




12 Aprdl 1945

TOs Corrington (411
FROM: Newrine sullinesr

SUBJECT: Matters Pending of Coneern to the Admindstretive
Analysis idvision,

In prepuration for my leaving, I nave inventoried the naterials

pending at my desk and I am meking this report soncerain: thea

for the inforsation of wy suseessor. 4 oopy of Wis semorc.dum

is being sent to the livision Chief concernmed with the request ‘
that he take appropriate steps to ocomplete the assipnment or jﬁbL'nxAﬂZ,_
information eomeerning ite status.

1. Prooedure within Suresu of Finsnce and Admindstration
for Handling ™aeld Appeintments. In memorands %o Lhds Livislon
of the 6 Uotober and 8 February & request was made for the
devolopment of an orderly prroeedure for handling appointaent
of field employees for this Purean.

2. OCenmtralising Vistridution of Materials ot Headguarters.
In & memorandum of the 27 February this Division was requested
to survey the distribution of materials st hescquarters for thae
purpose of developing & system mhich would be afficient and
eccnosdoal. It was suggested that sr, Pean's report on
sommunicntions might be supplemented to cover the distribution

mtu

3. Procedures Covering Payment for Speeial Physical
fxasinntion. in a memorandum of 17 Mareh thdie Division was
requested to work with the Healths Udvision in developing
procedures under whieh UNHRA would meet the additional
expensc connected with the second physieal sxawminstion given

employees at the training center.

4« OStatement o0 Poliey of Tramsporting Families. luls
assignment was nade %0 this Jivision about the let of dareh
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¥r, Corringten G411 Page 2

S5« Procedure for Submission Review and Approval of Hegional Office
Budgets .

6. Classifiestion and Enforcement of Admindstrative Order No. 11
"Osblegrams and 'ireless Mossages." At the Executive Stafl Meeting on
17 Mareh it was understood Vaughan and Herwits would collaborate on &
procedure to clarify and insure observance of this Adwinlstrative Order.
A status report was requested from Mr. Herwits by the 26 Laydh,

7o Instruotions concerning Information shigh should contimue to be
fwrnished to Cairos At our Exgeutive Staff Neeting 17 Mareh Harris and
Dayton were requested to prepere a statement defining the type of information
whigh should oontinue to go to Cairo after the thres Palkan Missions ceased
to operate under the supervision of Calro. These statoments werg to be
furnished Nr. Herwita as a basis for developing a general bulletin to be
issued vovering this matter. A status report was requested from M, Herwits

8. Procedure for Furnishing Personnel Information to Adminmlstrative
Serviess, On 24 Hareh this Division wes requested to fallow through in
development of proecedures. In Vaughan's memorandum to 011l of 21 Warch,

these procedures were to provide for the routine forwarding ef neeessary
information coneerning personnel sctions %o the [ivision of Administrative
Services and possibly the requirement of property elearanee in the sase of
employees leaving UNRRA before the Aceounts Division would take final action
on Headquarters employees' accounts.

9. ERD Organigation Chart. This Idvision was requested about
1 April to develop for you information, and for general distribution at
Headquarters, an organization ochart of the ERD.

10, COritical Analysis of Reports Issued at Headquarters. In your
memorandum of 6 April to Mr. Herwits you requested 4 report from him
eonserning his plans for analysing the reports, statistical tables and
other administrative and operating talulstions shioh are produced and
distributed at deadquarters. You also asked him for spesific information
esonoerning the “Shipping Reéport on Vessel L-J" prepwred lo the Oscan Suipping
Breneh whieh you sent to him.




20 March 1945

T0: Corrington Gill, Deputy Director General

FROM: John J. Corsen

Here are a series of memoranda which are designed

to sumsarize my own views as to the current organisa-
tional problems within UNKRA. In the past the Deputy
Director General for Finanece and Administration has
been held responsible for advice on the general

organization of the Administration. These, hence,

mpmhlmmichyoumnntt.oatwymdlook

inteo.

Attachments 7

JJCorson/ojm




20 March 1945

TO: ‘ccrrington Gill, Deputy Director General

FROM: John J. Corson

SUBJECT: Projects that You M&y Wish to Develop

There are three projects which I have initiated in the past but
whioh have not been completed. They are of a long-run character
and will necessitate continuing attention. I call them to your
attention with the thought thet you may wish to push them ahead.

(1) We had several discussions with Messrs. Smith, Herwits, Harris
and Howell as to the more effective coordination of the staff work
in the classification of jobs, analysis of administrative organisa-
tion and procedures, and analysis of budgetary needs. These dis-
cussions have not been conclusive and the project should be pushed
.hﬂc-

(2) Mr. Herwits has been talking about objectives and the measurement
of the attainment of UNRRA's objectives. You may want to discuss
this with him and see what can be done te spell out in simple and
perhaps statistical terms, UNRRA's principle objectives and how
periodically they can be restated along with evidence of the degree
of attainment.

(3) Only recently we have, primarily through the good work of Mr.
Lukas, been able to relate our accounting controls and the records
of the Bureau of Supply in relation to procurement and the plans of
the Bureau of Areas with respect to warehousing and distribution.

I would suggest that you may want to familiarise yourself with
this material shortly and press ahead with the formulation of
these agreements in an Administrative Order.




Herbert H. Lehman
John 4. Corson

KHU = 140

Barly operations of UNKHA will be largely in the Huropean area
and under the res onsibility of the KRU. Iimperative that the
KRV will be organized, staffed and geographically located so
as to perform its activities most efficiently.




DATH: 27 February 1945

NO:

Herbert H. Lehman
John », Corson

140 - Secretariat

urganization, Staffing and Functioning of the Secretariat
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State Department

John ¥, Allison (2nd Sec'y of Embassy, London, England)

Transmitting copy of an editorial "UNRRA's Function™ which
appeared in the "TIMES" of 17 February, 1945.
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UNRRA
CROSS REFERENCE SHEET

H [.ehman
1. Lenman

the purpose and scope of the UNRRA M ion to Albania;
Mission; and the po 5, functions and duties of
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Albania Mission =

DATE

31 January 1947
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DATE
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CROSS INDEX

SUMMARY

Directive relating to the purpose and scope of the UNRRA Mission to Greece;

and the powers, functions and duties of the Chief of Mission and the several
officials of his off, also relation of UNRRA Mission to the Balkan Mission

RECORD FILED

Greece Mission = 140 (Directive)

TYPIST DATE

31 January 1947
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Chief, UNKRA Balkan Mission

SUMMAR Y

Directive relating to the purpose and scope of the UNRI alkan Mission,

its relation to the Country Missions, and its

disestablishment.

RECORD FILED

Balkan Mission - 140 = (Directive)

TYPIST

DATE

31 Jamuary 1947




F,"\"‘_u‘\(‘\:-\-.ﬁf,’.p prwf\-pis

of Miss H 11 am sending you here-

=
and procedures
Tieve f_'ﬂ.ey g‘r-..ng]r_i

(=3

»

stement o -
d be

I

Recor




I. QObjectives
The Historical Records Sedtion of UNRRA has the following aimsy

1.

To write an objective history of UNRRA during the life of
UNERA which should be ready for pilication shortly after
the liquidation of the Administretion, This histery should
be a two volume work of approximately 750,000 words, with
sppendices of major documents issued and sold separately,
It should be a deseriptive analysis of UNRRA's administre-
tive poliey and operations, aimed to meet the needs of an
inquiring public and to be s Blueprint for intermational
operating sgencies of the fubure,

To make sections of this history during the course of its
preparation available to the Administration, sections whiech,
ag reviews of reeent policy, may be of use in the formation
of fature poliey,

II. Progedures

1.

The writing of the history of UNRRA involvess

A The collection, organisation and eriticel analysis of
the records of UNRRA at Headguarters, in the regional
offices and in the fleld missiouns,

B, !houeunlntlmafhew-hmlw‘mm
relief program in the field mipsions.

C. The search for missing evidence.

B. Interviews with persons whose first-hand Jnowledge of
UNRERA's work oan supjlement the documents.

E« The writing of the narretive itself.
Orgenization of the work

A. In the regionsl offices and field missions

Given the decentraliszed nature of UNRRA and ite world.

wide seale of operations, Headquarters should delegate

to each regional office the above responsibilities for

the preperation of the first narrative of the history

of the office and 1ts respective field missions in ac-

;mv".ﬂlihlmm and standards established
Beadquarters,




In the development of & central plan for the history
of UNRRA 1t will probably be necessary for a member
of the Historical Records Section at Headquarters to
visit the refgional offices and some field missions
during the course of their operation,

As each misaion is liquidated the narrative of its hie-
tory should be completed and sent to the regiemal off-
fice, where it will be integrated with the history of
that office and sent to Headquarters,

At Headquarters

The administrative history of each buresu and functional
division et Headyuarters, as well as the history of major
policies which imvolve the work of several bureaus, should
be written separately st first, The historisc should dele-

gate the writing of some of these sections to well-trained
sasistants, while handling others herself,

The over-all history o.t UNRRA should be written at Head-

quarters, Here the regional histories will be integrated
with the history of the Central Administration to make a

general oompact pioture of the experience of UNRRA.
ITI. Personnel
1, 8Staff required
A. At Headquarters

An initial sinimum staff of one historian, two competent
professional assistants, one secretary

In each regional of fice
One historian, one assietani, one secretary
In field missions

A nember of the reports office in sach fileld mission, pri-
marily responsible for the history of the mission,

Selection of persormel

There should be comstant consultation between Headquarters and
regionsl offices regarding the persons to be appointed to do
historical work in these offices and thelr field missions. It
is essential that with a small staff, perscns of professional
training and experience in historieal methods and writing

should be appointed.
9Q.Mn-u. ‘&'46’7
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FROM:

SUBJYFCT:

Recent changes and proposed changes in the general administra-
tive and finareisl policy of UNERA raise many questions pertaln-
ing to arrangeuents for the preservation and analysis of UNREA's
reeords and the eventual preparation of its history. In the
setting up of a vew order it seeas desirable to elarify the re-
cord program. It must be determined now whether the history or
UNFRA is to be based ou whatever records may be svailable, cr
whether some systemmtic plan for a comulete recording of UNRRA's
policy and operationc esu be put into foree at the beginning of
operations, with a view to avoiding the ususl gaps iu evidence
which the historian of the past has to accept. It is also neces-
asry at this time to decide whother the histery of UNIRA's ex-
perience should be written in different parts of the world in the
course of its operations, with & view to the iutegration of these
various narratives in one general history, to be published at
Headquarters shortly after the cowpletion of UNHRA's work, or
whether the writing of the history of operations abroad must be
postponed until the work abroad i: completed, and the Historian
at Headquarters is able to meke use of the recordes scounulated
abroad, and add that history to the history nor In progress as
Headquerters., No scceptable hisztory can be prepared frou mere
digests and genersl reports sent in from Field and Reglonal
Offices. The offieisl history must be bused on the primsry
records of the 1ife of UNERA,

The mesoranda on the Huropocan Reglonal Office presented by Diree-
tor Cemeral Lehman and Mr. Corson, coming after the vecent admin-
istrative policies in regard to the Balkams, bring the following
problems into foous:

Plars for the history of UNRRA are not sentioned in Governor
LehsanYs two memorands., Such plans as may be wade should,
however, involve the general policies mentiomed in Seetiom III(4)




of the memorandum on the E1 : )
Office. It follows that the Director Ueueral sould delegate
to the Historical Records Section at Headguarters the "tech-
nical direction of the global ®cords progran®. If these as-
sumptions be correect, what is the meaning of "techniecal direo-
tion” in comnection with the establishwent and maintenance of
uniform over-all standards for the preperstion, preservation,
and analysis of UNRRA's records?

The historieal records work has, in the past, been bandled by
the Reports Seection of the Secretariat in the European Regione
al Office. In the proposed reorganisation it is perhaps in-
cluded in Seection III A (b), page 3 of Governor Lehman's nemo-
randum of 18 Degember, which deals with “"machinery for the cone
trol and distridbution of papers and correspondence”, The mewmo-
randun recommends the complete delegation of such matters te

the European BRegional Office. This would seem to conflict with
the earlier statement regarding general policies. Was it thus
intended that the historieal records work in London should be
totally divereed from the direction of the corresponding Section
at Headguartera? If not, what forms msy the direetion from
Headquarters take?

1, Can the Historian in Washington assume that the present
Reports Section in London now assigned to handle his-
torical records is competent to umdertake the writing
of the history of the Regional Office, and its Field
Mssions? If the answer is affirmative

May the Historiar suggest standards for the selection
of records persommel, both in the Regional Office and
in the Field Missions?

May the Historian at Headquarters suggest standards for
the selection and use of materials in the interest of
uniformity, so that the work done in London may easily
be integrated with the work in Washington with the hope
of heving & history of UNRRA ready for publication
shortly after the liquidation of UMRRA?

Office and its Fleld Missions, may the Historian have
some part in determining the nature and form of these
records, and if so, through what channels may this be
accomplished?
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5« W1l the system established for the Furopean Regional
Office become the pattern for other Regional Offices
which may become necessary? If so, would it not be
desirable to provide & trained historian for the diree-
tion of the records work in each Regional Office?

Here a survey of uncompleted policy must be given, The His~
torian's letter to Mr, Roseman recommending Miss Bizabeth
Simeon for the historieal records work in the Balken Mission,
which Miss Simeon took with her to Cairo on the 11 October,
has never been followed by the promised budget provision and
the full job deseription for the proposed work. Kepeated
efforts of the Historian to send & letter to Sir William
Matthews, incorporating sueh provisions, all failed. It
was thought in the South-eastern European Division of the
Bureau of Areas that this letter should follow & ceble sent
out by them, which would establish a reports office in the
of fice of each Country Mission Chief, where a reports officer
' independent of the Finaneisl Mvisor would be responsible for
the owrrent and historiocsl records work, OSince this cable
contained other provisions of a eontroversial character, it
has never been sent, Hence the letter to Sir Mlliss Matthews
has mever been signed in the Buresu of Arsas, In the meantime
eables liquidating the overall Belkan y.-nml', establishing
a lump budget for_ the Country Mia *, and recommending a
budget allottment’s for the first quarter of 1945 have gone
forward, In the allottment cable no memtion is made of intel-
Jigence or reports officers or of records, owing to the faet,
perhaps, that no breakdown was nade in the budget provisiom
for the Office of the Chief of Mission., From these cables
1t still seems cloar that the Balkan Country Missions will
report direetly to Fashington Heedquarters from 1 January 1945
through the military period, It is, therefore, necessary in
the interest of regular current inforsation, as well as the
long-term historical picture, that Headquarters send out as
goon ae poseible recommendstions to each mission chief for a
general record program to be uwniforauly applied in these areas.
Such & program should inmvolve the clarification of the following:

1. The position and dutlies of the persons responsible for the
records work in the country mission.

No, 1058 to London, 4 December 1944
No. 1081 to london, 9 Uecember 1944
No. A-22 to Caire, 9 December 1944
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The qualifications necessery for this work,

The people at Headquarters who shoulc be eomsulted in
the selection of such perscmnel, and who shell be in
a subsequent advisory relaticnship to them,

The type of records and reports needed for current and
historical purposes at Headguarters, e.g, statistieal
reporta, reports of gpeeial local problems, loeal back-
ground materials pertaining to the relief progranm, a
chronological record of the Nission, such as = confi-
dential diary kept in the Office of the Chief of the
Mission,

Arrangenents for the preservation of all primary records
of the Miasion from its inception until its liquidation,
e.g. accurate minutes of central and divisional staff
neetings, memoranda of important interviews and group
conversations with local officials, inter-office and
general correspondence,

A definition of record programg for the caaps in the
Balkan Area, and the relationship between the Camp Re-
ports Officers and thoss of the respective Country
Kission,

The Hiztorian has had the opportunity te talk with Nr, Gaines
and Mr, Kiger before they left for Sydney and Gumgking, and
to stress the need for the maluntenance of agcurate records
of the Area Offices froa their ineception., Given the small
staff with which these offices are begimning, the question
urises, to whoam may be delegated the respeneslibility fors

1. Checking and preserving the primary records of the Office
and writing ;anorul and specific reports on its progress
and problems

Ie the Historisn at Headquarters permitted to give asy
type of guidanca in the interest of establishing umiform
standards for the preparation and use of the records of
these areas?

¥ill there be any person assigned to write the history

of these areas as it developes, or must the Historian
plan to write it from the records collected in these
offices when they are eventually returned to Headquarters?

GEFox/e]
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UNRRA is an international administration created by forty four united nations.
All of its members have subscribed to the policy that at no time shall relief and
rehabilitation supplies be used as a political weapon and that no diserimination
shall be made in the distribution of relief supplies because of race, creed, or
political belief.

That mandate has been and will be scrupulously observed. UNRRA is not and never
will be interested in politiecs.

Under the charter which created UNRRA and by the unanimous agreememnt of all of
its member governments, UNRRA camnot fumetion in a liberated area during the

period of military control, except at the request of the military suthorities,
and for such purposes and subject to such control as the military command may
find necessary.

/
’/unnmman.udumgm-mtqp-MmMnmﬁmmuu

the Allied Military Command. At the present moment, the military has sole re-
sponsibility for every aspect of the distribution of relief supplies. UNRRA is
not functioning in Greece as an orgamization although substantial UNRRA staff has
been assisting the military in relief omumwm
UNRRA-and e mITTtary specifically provides that

"At all stages, distribution of relief supplies, vhether earvied

out by a military organisation or by UNRRA, will be made with-

out distinection of race, creed or politics, and will be solely

on the basis of the needs of the bemeficiaries. Military

directives will be such as to ensure compliance with this policy.*




Up to this moment, I have received no word from Mr. Laird Archer, Chief of the

Greek Mission or from any other source that there has been any discrimination
in the distribution of relief supplies by the military suthorities in Greece.
I had no previous knowledge of the newspaper statement made by Mr. Archer.

In order that I may have a full and complete report on every aspect of the
situation, I have recalled Mr. Laird Archer from Greece and have requested
Neville Miller, Senior Deputy Chief of the Balkan Mission, to proceed immediately
to Athens where he will serve as the Acting Chiefof the UNRRA-Greek Mis sion.
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Me_{ lons of the Historieal Records Seeticn
L. Freparation for writing WRA's history

Coligction of records at Headcuarters

routing arrangements with ULRRA ataff;
interviews therefor

sopying; indexing, filing of materisls

housing of archival materisls ;

fnterviews with GINRA steff

contacts with Member Covernments

contaets with and research in the Departaent of
8tate, Carnegie Foumdati oy Librery of Comgress,
private rellef agencies, Hoover Li

reésearch in Centrul FPiles & Divigtenal files
survey of press materiasls and saterizls of other
portwar reconstruction plans related to UiRnA's
efford, e.g., Com:issfon on & Just and DTursble
Peace, Commission to Study the Organigation of
Poace :
tooperation with Cosaittes on Records of Wer
damiidstration of the Wy 8, Buresu of the Budget
regarding plansg for the history of World Bar TT.

ments for collegtion of records in Regiomal
Qitices and Field Missions -

0 . suggesting sppointment of personnel
il. interviewing personcel , whenever poasible, before
' overseas assignaent g
13, corres;ondence with personnel aprointed regarding
policy and plans, exthenge of uformation and :
Wyl of s hi : . 43
writing of sections to de Toeorporated inte final
TY, ©s8ey e4rly history of UNETA, adwinigtrative
history of sach Division ut Hesdguarters). stuliez of
. specifiec operations suoch i's camps, Ttalian ¥issiom;;
studies of relations with Mewber Covarnsents
14s ‘eoordination of studles msde ot Hoadquarters, Regional
OFffices, and Pield Miscions ' '
 33. writing at request of TIREL staff, ‘e.gi, studies of
other relief agencies, speeific phases of NMRk4's
history whieh have insedinte bearing ou USRRA's policy




11 NSovember 1944

To: Mr. Harry Herwits

Fraom: Joha J. Corson

Jubject: Discussion re sctivities of Administrative Anslysis Division
to 1 Japuary, .

Yo discussed today with Mr, Oladieux %he activities of the Administrsztive
“nalysis Division during the next two months while I will be away.

1. I am porticularly snxious that you should complete and eirculste the
Tfunctional chart of the sdmin!stration of the Headqueriers Staff of
UNRRA,

Slallarly, I am eoxious thet we should ecomplete snd eireulste the
AMuinistrative Order defining the fumetions of soch Division of the
Buresu of Pinsnce and Administratios. This order, however, ghould de
eirculeted with » view to {te thoroughgolng asslysls with esch
Divieton duriag wy sbaenee, with 2 view t0 = revisioa of tae docament
S the time T have roturaed.

I hepe you w111 push shead with Niss Jeter %o cospleSe She statistieal
Teportiag pragras and thoe devel somaat of an over-all Toporting system
from the Missions, ™is will iaslude the development of an Adelnlatra-
tive Order as soom as practicable assigaiag the respoasidilisy for the
subsequent receint and analysis of these reworts.

i hone you esa complete in the nesr future the firat drefte of stato-
uents of the funstions of esch of the fametional divisions and glrgulate
Shese for general conmant, If congurvence gan bde reached, I would urre
Shat thene be fssued,

L o interested in your smacnation of @ atatesant of poriodle sumasry
reporting oa the abjectives of UNRRA. I womld de 21ad 3o have you
develnp thls ns fally an you cam during ay chesnce. I think it say
prefurably e devaloped in relation to the sonthly reporting system
of the Headquerters Divisions and Buresus.

Ve dlscussed the eddition of & wsember to your etaff aud I authoriszed
ym, subjeet to Nr. Oladieux's sonourrence, 0 proceed wish the
Sppointment of sn Assigtent Ohief, I aphosized that 1t {¢ faportant
S0 develop a staff which is sdequate %o cerry on the inocressing Jod

of the Msinistrative Maalysis Divielon. To date, we have only a single
ftaff memberp,

co-Mr. Gladieux
‘ve




TO: Governor Lehman
FROM s M, Menchikov
SUBJECT: Organizational Relationships

1 have read your memorandum of 4 November with a goed deal of interest.

I have known of your wishes to decentralize administration of field
eperaticns through the regicnal offices, and have for the past menths
been coensidering means whereby this could best be achieved. 1 have held
preliminary discussions on this subject with a goed many members of your
staff, including Mr. Jacksen and Mr., Cerscen; inextricably bound up with
the problem of decentralization from the peint of view of the Bureau of
Areas was the problem of functions and respensibilities of the Dureau eof
Areas, I am convinced that your wishes for decentralizaticn can only be
met through sounid administrative practice with a clear definition eof the
responsibilities of the Bureau of Areas., 1 realize that there is no time
now te go inte this problem before your departure for Lendon, but I shall
make available to you the documents which we have been considering with
the hepe: that in the ceurse of your trip you may have an oppertunity te
examine them so that upen your return a full decision on this problem
can be reached,

In the meaatime, i. erder that there be no misunderstanding er confusion
at Headquarters, I would suggest ihat certain clarifications of your
memorandum of 4 Neovember be made before your departure:

In addition to the need for a continued and substantial effort
to define responsibilities which can be delegated it will be
equally isportant for each Headyuarters division and Lureau to
give consideration to the timing of such delegation of functions.
Without proper timing I believe both the Headquarters and the
Buropean Hegional Office personnel and programs will suffer.

Laragraph 1
The first sentence might lead to some confusion in that it states
that the Buropean Regional Office "is responsible for the direction

and supervision of the day-by-day operations now assigned and subse~
quently assigned". This sentence could well be interpreted to give the
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surcpean iegiunal Office direction and supervision of functions

in areas not yet delsgated to Leonden but being performed at Headquarters.
It would be helpful if the areas referred to in sentence 1 were
speaifically stated, for as I understand it the areas referred to in

the first sentence of the paragraph are France, Belgium, iuxembourg,
Helland, Denmark and HNerway.

Direction and supervision of eperations in lastern Europe (the USSR,
Poland, Czechoslovakia), the Balkans (Greece, Tugoslavia,

and Italy, fer the time being (uatil the delegation is made by Head-

quarters to the Hegional Office) remains with Headquarters and is
effected through the Bureau of Areas.

Frem this paragraph responsibility fer the direction and supervision
of operations in ensmy countries (Germany, Aiustria, etc.) is not clear,
Following your conversaticns in Lendon, particularly with ¥r. Heehlor,
this question could be profitably discussed at Headquarters, I hope
that no {inz) decisions will be made in London before this discussion

does take place

with regard te the functions which will be delegated am your behalf
to the Huropean Regional Office I will submit for your appreval before
you lexve for Lenden a defimition ef those funections widch can
profitably be delegated teo the Luropsan kegienal Office.

Earagraph 2

1 have ne particular objection at this time to the substance
. I think, however, that it may be well to make 1
th=t reperts, cables, and other communicaticns received fr
or sent te it, that refer to ares operations
It is




eliminates the right of the Bureau of Areas to select personnel
appropriately within its jurisdiction, is not wholly aecurate. The
Bureau of Areas should comtimue to have a responsibillly for the
selection of perscnnel at the top administrative level, in the fisld
of distribution, the camps sdministraticon and the clerical staff,

1 understand that it is your intention to have the Buresu of Areas
continue to be gemerally responsible fer the erganization of the
field missions.

With regard to the review and consideration of propesals frem the
Buropean Regional Office by the Bureau of Areas, 1 understand that the
Office for Regional liaison has both the respensibility and the
obligation to chamnsl to the Bureau of Areas all probliems sffecting
area operations referred by the London Hegienal (ffice, imcluding
problems of camp management, organization of field missions, appoint-
ment of top persennel, develeopment of budgets, planning and pro-
gramuing for eperations, ete. In this regurd the OUffice for Regional
Iialson is a channel. 1 shall submit for your appreval, prior to
your departure for London, a list of those materials which we shall
expect to receive from the Buropean Regional (Office for reviewing
here before their submission for your approval,

faragraph &

1 quite frankly do mot see the need for this paragraph, for it is a
general presumption by everybedy that all ULiRA persemnel, whether
in the field, in London, or at Headquarters, do their job on the basis
of a knowledge and understanding required with refersace to the

Mere close physical pruxiaity to am area operation

telligence, general
affairs. It would be unfortunate if this paragraph were interpreted
as lmiting the right of the Headynarters staff to eriticize or place
befere you suggestions and medificaticns fer your approval. If this
were so, the right of the Directer General te which you refer in
paragraph 5 of "direction and review" would be greatly reduced.

addition te the responsibility of the Buropean Regional Office
new questions of pelicy, it may be impertant to
'adﬂumtethonmm-:
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1 have in mind the list of materials which we will expect frem
the Buropean Regional Office, to which I have already referred
in Paragraph IV..

Concerning your last sentence in peragraph 5, since you have
assigned to me responsibilities for the Bureau of Areas, it is, 1
believe, correct to assume that, in so far as questions of area
operations are concerned, I can eXxpect that, as a general practice,
you will consult with me before decksions are made by you.

Page 3 ~ Unnumbered 3ecend Paragraph

In regard to Mr. Corsen's memorzndum and the numerous discussions
which have taken place since its issuance, I feel that I must
express my feelings that the whole appreach to defining the Bureau
of Areas respensibilities has been negative.

I have hoped that we might develop memoranda and directives which
would indicate in a peeitive manner what are the Burean of Areas
authorities and responsibilities - not the emphasis on specifying
what it ought not te do, I am cenvinced th .t 1, a8 head of the
Bureau of Areas, and the staff which I have assembled, are entitled
to greater clarification as to the job we are supposed to de. Such
clarification on a pesitive basis would, in my judgment, go far in
improving the relationships between divisions and would decidedly
improve morale among all UNHRA employees.

I have examined again the documents referred to in sub-paragraph
"a" and believe that, in the light of changed situations, they will
require some modification.

Page 3 ~ i Paragr

Your cbservations in Londoa vill ne deubt result in many suggestions
for modifications in organization andrelationships. I believe that

I shall be cemsulted before any final decision is made on any basie
change in the present erganizatien of the Bureau of Areas and its rela-
tiens with other bureaus and with the Surepean Regional Office.




Delegation by the BPureau of irea
Operations in Washington to Depart-
ment of Area Operations in Lendon
of responsibilities affecting srea
operations,

The following fumctions, responsibilities, and authority are
hereby delegated to the Department of Areeas in the European
Regional Office for France, Belgium, Holland, Luxembourg,
Denmark, and Norway:

1.

The initial development of an integrated plan of
operation for each area, inecluding in collaboration
with other organizational units, relations with
governments and outside agencies within the area af-
fecting the development of such plans, and the
assembly and analysis of data related to such plans.

Initial development of plang and programs relating
to distribution, inland transportation, and camp
management, and the provision of services in these
fields to missions,

Immediate direction and supervision of field oper-
ations. 7This includes the preparation of mission
budgets for approval by Headquarters, the receipt

of reports, the handling of communications to and
from missions, the provision of services in so far
as these can be provided from the Regional Office,
and the formation of missions, It also includes
participation in the nomination and review of per-
sonnel to be reeruited by the Europsan Regional
Office for field missions,

The Bureau of Area Operations will provide the De-
partment of Area Operations with the information on
all current developments at Headquarters affecting
the Department of Area Operations' own responsi-
bilities, and will send to the Department regularly
the monthly reports of the Buresu to the Director
General.




Reports and Materials

Required by the Burocau
of Area Operations in

Waghington from the

L
. - vy - - ¥
Department of Are

Department of Areas shall provide the
following:

1la

Submit area programs, field mission budgets, can-
didates for top positions for fleld missions to
Hemadquarters for review by the Bureau of Area
Operations and approval by the Director General.

Submit all new policy matters for declision by
Headquarters.

Send to the Bureau of Area Operations coples of
memoranda; drafts of the agreements with
Buropean countries; minutes or notes of negotiae-
tions with the representatives of the Govern-
ments affecting area operations; instructions

to the chief of the field mission; and other
information as requeated by the Bureau of Area
Operations.

Make satisfactory provision for the observation
of operations in the fleld by members of the
gtaff of Headquarters.,

with
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1 November 1944
TC: John Corson
FRCY: H, E.Caustin

There are a number of minor adasinistrative matters which
need Lo be taken care of prior to the Depuly Ueneral's
departure. The following list covers the sain points which
occur to me and I have added one or two suggestions as to
tiie action which scems desirable.

1. Nomination of a Leputy Ulrector Ceneral "ia charge" of
"Headquarters”, and determination of his authority in
respect of

(a) Budgets, allotments, appointments sbove 7,000, eta,

(b Correspondence with member governments, congressmen,
Mission Chiefs, (confidentis) reports, ete.).

(e) Relatlions to other Leputy Jdrector Uensrals and
Directors.

lelegrams. The style of telegrams "UNERA from Lehman"
might be changed; behind this formal change thers is the
more substantial question of whether Headquarters contin-
ues to deal with issues such as those now handled here,

or whether Mission Chiefs should be instructed to repeat
all isportant telegrams to Londoa "for Lehman" and Nead-
quartese should also repeat all its isportant telegrams
to London in order that the Covernor may continue to be
fully informed as Lo both guestions raised and the answers
given, In this way he would have an opportunity Lo comment
upon any decisions reached by the Headquarters (ffice.
Adaittedly this arrangement is oxtremely cumbersome but
it may be necessary if the Ulrector Gemeral intends to
keep in close touch with all the lsportant issues.

Reports. 1t would sees desirable to sot up some effective
arrangement for the periodic reporting to the Uirector
General upon events at Headgquarters and 1 sssume that you
in turn would wish to be kept informed very closaly as to
the course of the Uirector Ueneral's negotiations in
London, both inside and outside Fi0. I shall endeavor,
in addition to such official reports, to provide you with
a weekly letter to fill in some part of the background.
Ine xinor point about such correspondencs, both official
and informal, is whether it should be routed via the
Sxecutive Jecretary and CHl or sent directly.

.




h. 1 have suggested to Mp. “alisbury that he conslder the
question of press release on the Governor's departure and
that it would indicate to 250 his views regardiag the
retuarn flovw of information on the Covernor's movemants.,
His draft press relcase is attached,

in view of the current pressure on oflice space, . can gee
no good reason for reooms 517 to 541 resaining wvecant.
Possibly Administrative [ervices can uske soms use of thea.
Vhether this i= done or not, 1 would like %0 leave with you
the kay to the filing eablnet in whieh 1 keep such o the
overnor' . papers as bhe wishes to have kept privately.

In addition to the guzgestion 1 have sude elsewhiere that
the Pirector Ceneral's secretary adaht be used in the office
of the Jeputly Udrector General in charge of the Vashington
(ffice, 1 would suggest Lthat comeone might be designated

Lo recelive telephons inguiries and visitors. iost of this
would probably be handled by the secretary but if e.z.,

Er, Lacy eould be made responsible, this would avold any
delay.




Herdert H. Lehman, Direstor Gaserel
dohm J. Corsom, Deputy Directer Gemeral

Asplificstion of ny memorendum of 30 Jeptember relative
e “Sesessity for lmmediate steps towvard elisinsting
najor adsinistrative wesknesses,"

You and I heve discuseed the memorendum referred %o above, I reslise
Shat you Lewve had 1ittle tine % saalyse the five proposals it contalne.
in ovder, however, (o uake thes sore precise snd to fagilitate your con-
Sideration of thes, I would like %o «dd the following supplesestary
stetenents.,

I suggested shet we take positive steps to olinisate five wearnesses
in cur srossmt srganisational strugture:

1. The firet of these had to do vith the yeorganissasion of the
Burepess Neglcsal Offiee. In » separate memorandus antitled
“Organizatisn of the Surepeen Hegiomal Office,® I heve spelled
out mere precisely the suggestion I mede in ny mesorsadus of
80 Septenber. I hope that wo sey be sble to dlscuss Shat pro=-
posal before you leave for London. Watever changss are o b
arde and some seem sasential, I should Shisk 1t weuld be advissble
S0 have the best parssns we oan marshal fros here §o $o London snd

with the staff there In revising the organizetica snd reviev-
the budget under vhich that Office ie now operating.

second suggeetion was thst the respossibilities of the Buresu of
2% Headquartors % redefined and {te funetions limited snd
signed. 4s & besle for your consideration of this suggestion,
attaching the scoompanying chart which enumerates these fumctions
mgreate alternative sssignmente. Thies you may find useful se
boagkground for your discussion with Xr. Nenshikev.

Ny third suggestion wes that we should attempt "to consol idate some
of the numercus offices reporting to the Director Gemeral.® This
propocal vill be reduced to the extent that we meet the fifth
suggestion included (n ay mesorendum of 30 Septesder, i.e., the
provision of an "Nxecutive Offieer® %o carry out your policies snd
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Herbert N. ishusn

plans. However, wve sust still eensider whi
be made, particulsrly in the Office of She NP ,
seerstaries and the OPfiee of Beglemal &

#hosd 19 lnsere ¥t 48 ein carry 1te full
aeld : Mird Session of the Coumeil. Its fumetions
- sost pregisely set forth in Adainistrative Order ¥eo. 38
which vas issued on 14 September., In ~ddition, She extrs funetions
involved in $he memagesent of seai-smnual Sessions of the Coumell

sust be recogaized. These are important snd are fusctions
necessitating an sduinistrative effegtiveness whish the Segretarist
sust develop. 1 suggest sgein that you discuss Shis satter frankly
snd fully with Dr, Ruo asd oveluste with his the effectivensss of
the seversl meaders of his st«ff So perform She tasks invelved.

My fAfth suggestion was Shat there be established within UNEEA an
"Ixecutive Officer,® an officisl who will de responsidle for

persistently following through on the plams thet are developed.
™is need oan Do met W

(s) the seleetion of & Menier Deputy Director Uenersl for the
Vashington Office, pevhaps in sddition %o » Senior Deputy
Plrector Geperal ia lLomdon. Or 1% can be net W

(b) the establishment of & new office os Exscutive Offiger.

If you ehoose either of these courses you may wish to consider
the svalilability of kr. Valentin Bouges, whose dlogrephy I have
sent you, and Herbert Emmerich, now Assocliate Director ~f the
Publie Adainietration Qlearing House in Ghicage and fowmerly
Oommissioner of the Federsl Public Housing iluthority.

I repest these suggestione with these additional commente in the
that they say facilitete your consideration of what seem 0 we %o
extrensly Luportant prodless. I hope that you will find them helpful,




Mr. Gladieux

Ls Leonar

erstan hat Mr fenshikov sent to
n the transfer

sureau,

Corson's

3 A4 oely
the reguest that you contact Mr. Brown,

and my
Mensnikov with
memorandum to

-'.SLAL.,] 8CTe.

H;-pétl‘u.'a'-;'.‘

LO move an

1o us NOi to

accompli, it would I 08t

wve coul at our views before Mr.

Mine are already formulated, a

LO-..- t:i_i‘ -
Brown and Mr

LLeonard:gm




ml He ;o mm
FROs Maurine Mulliner

SUNECT: Repert covering several points raised by you relative to the
Director Gener_ 1's visit te the Buropean Negional Office.

In erder that we can both see where we stand with respect to several suggest-
ioms or inguiries which you Luve made, I thought it best to refer to Lhem Ly
senorandum in the fellowing lasiion.

Ae Memorandum to Corson Zyu=lU-44.

Trassfer of staff.

(a) wiss Shaunon is working on the translier of ~ewis, Servisen,
Caldwell, vomrey, dteeckel and Cimas. Tae culy eone for whom
definite arrenyesenls asve been nade is Steckel wao is trans-
ferring to the bureau of Supply.

(b) Following our telspuone coufersation teday you were golng te

let Miss Sasnnon know asbout communicating with Mr. dendrickson
regarding als needs &5 Acting idrestor Jeusral.

2. BSpeace and Equipment.

Nomination and delegation of authority to Asting ldrector Uensral.

¥r. Corson assumes that the Director Ceneral will want te arrange
these satters along lines sultable to Nr. Hendrickson and himeelf,

Telegrans.

kr. Lawson has been requested to plan for tae duplieation to Londen
of sueh telegraas s tor Jeneral and Mr. dendrickson deoide




& Sovember 1944

Leports.

Sr. Corson expects tiat Mr. Uendrickson will work out with the
Hrector Censral and the Offiee of Beglonal Liaisen, an arrange-
seut for pericdie reporting to the lUirecter Ueneral.

Fress lelesses.

I understand tae ‘ress jislesse coneeruing the Vireetor Ueneral's
departure to London has been worked out with ¥r. Salisbtury.

demorandum te Nise Sullinér of l-ll-ii.

l. Unless the office of Sr. Jeputy lirector Usneral iy abolished, it
Suerid to me Lie files should be kept eomplate insofer as poligy
materials and Adeinistretive Orders are concerned. I believe your
Suggestion that iMre. lewis wmight eortinue to handle such papers is
the modt preotical one, for gpuch tises as the Sr. Leputy Uireeter
Vetieral's office is Dot cowvupied.

Forvarding of daterials to London.
1 would expect tuat tae Offlee of Apgiconal Hiaison would work out

with Mr. dendriskson arrangesents fur imsuring that appropriate
inforsation and materials are furnished te the Ulrector Gensral

in London.

Miulliner:gC

e
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Herbert H. Lelman, Dirsctor Oeneral
John 4. Verson, Hevaly Director Jvenearal

smplification of ny memorsadum of 30 September relative to
"legeasity for immediate steps towyrd eliminating major
administrat ive weaknesses”

You and I have discussed the memorandum referred to above. I realise
that you have not had time to anaiyse the Tive vroposals it contains,
Ia order, however, to mske them more precise and to facilitate your
cons ideration of them, ! would 1like to add the folloviang suoplasentary

statementsa.

I sugsested that ve take positive steps to eliminate five weaknesses
in ouwr present organisational structure:

1. The first of thess had to do with the reorganisation of the Ewro-
pean Hegionsl Office. In a separate mesorsndus eatitled
“Orpamniszsation of the Buropean Regienal Office® I bave spelled out
more pregisely the suggestion I made in my weworandam of 30
Sevtember. I hope that we may bde sble to discuss that proposal.
Yom are considering at the moment the availability of ome indi-
vidual who may serve as Senior Deputy Directer Gemeral. A further
person meritin: comsideration hae deen recommended to me; his

steps are taken, and aven wors imocrtant, if alternative steps
are teken, it seons t0 me ygesential that we have the bDest persons
can marshall from here go to london and work with the etaff

mugrestion was that the responsililities of the Buream
Besdquarters be redefined and ite functions limited
As & basis for your consideration of this sug-
I a= sattaching the accompenying chart which enumerates
ts alterzative assignments,

was that we should attempt "teo consolidate
reparting o the Dlrosctor Cemeral”,




Herbers H. Lehman 9 October 1944

policies and plans, However, we mast still oonsider what reassign-
ments should be made, particularly in the Office of the Diplomatie
Adviser, the Seeretariat and the Office of Regilonal L ia ison.

¥y fourth suggestion was that the Searetariat wust be btuilt uwp in
the months imnediately shead to insure that it can carry ite full
responsibility at the Third Sessiom of the Counecil. Its fumctions
heve beea mosl precisely set forth in Adsinistrative Order No. 26
ehich wae iesued on 1% September. In addition the extra fumctioms
invoived in Llhc management of senmieannual Sesslons of the Comnell
mst be regognized. These ure important and are funetions neces-
sitating an adainistrative effectivences, which the Secretariat
must develop. I sugzest sgala that you dlscuss this matter frankly
aad fully with Dr. £uo and evalusto with hias the offectivengss of the
several memborg of hie staff %0 perfora the tasks iavelved.

¥y fifth suggestion was that thers bYe agtablished within UNERA an
"Executive Offloer®, an official who will be responsible for per-

sisteatly follewing through on the plans that are developed. This
n_.odmbautby

(a) the selection of & Semior Deputy Director Gemeral for the
Vashington Office, perbaps is addition to a Senlor Depuly
Direstor Genaral in London, Or it can be net bWy

(5) the estpblishment of a mew cifice as ixecutive Officer,

1f you Shovse either of these cowrses you may wich Lo congider the
avallability of ¥r. Bougas, previeusly referred to, and Herbert
Emmerich, mnow Associate Direetor of the Fublic Administration
Clearing House in (hicage and formerly Comsissioner of the Federal
Tablic Nousing suthority. A talrd altermative which Sir Arthar
mentioned is that the Deputy Director Gemeral of Finsnce and
Administration be assigned this responsibility in addition to pre-
sent responsibilities; this alternative I know you agree should be
thought through very thoroughly before it is accepted.

I repeat these suggestions with these additiomal couments
that they may facilitate your consideration of shat seem
extressly importent problems., 1 hope that you will fiad




7 October 1944

To: G. ¥, Lawson

From: Ray A, Tull

The responeibilities of the Procurement 2md Property Section
are the following:

Procurement Unit

1. Eguipment, including repeir and
rent=1s,

Supplies

Contracts for services

Printing, Multilithing, and duplicating
Photographs, photostats

Rental of space, securing space

Installation and moves of telephone
equipment,

Overscas shipments
a. ZExport licenses
b. Forwarding
¢. ZExporting

Setting up of Dupliceting Unit
2. Contracting for addressograph
plates, offset negatives, and
plate making.

Accounting to the Treasurer for receipt
of a2ll purchases,

Liai'ﬂn with m. Om. TPD. thu

Purchasing equipment -nd supplies for
the Buresu of Supplies in emergenciles,
and forwarding to expedite deliwery,




froperty Accountability Unit

Besponsible for receiving, custoedy, snd
perpetual inventory of supplies,
a, Supplies in storercoms asnd
reserve in stock
b, All equipment in use,
¢. All equipment In storage

Responsible for placing and moving of
furniture, equirment, and telephones,

Building maintenance,

Requisitioning alterations, and changes
within the bullding for liaison with
Public Building Administration,




CORrioal AL
Herbert Ho Lelwan, Director Gemeral
Fron: Jolr: Jo Corson, Deruty Directer General

Sud Jeets Noceszity for I=mediste Steps tows:.d Eliminsting !ajor
Adn inigtraiive Jesinesces

A principel reaction thet I have to the Seoond Session of the Comeil is
that we obtained definite encowagmsent, suppert, and even adsonitlon

that !t i3 time to take all necesssry steps to insure that cur Adeinis-
tration is geared up to the job invedistely ahesd, I, of course, =&y

be perticularly sensitive to this provleme. Yot oo statemente nade during
the Councll Session by ¥r. -Acheson, several mewbers of the Comziites m Vv
7inancial Coutaol and 're law seen clearly to subetlantiste this conclusion.
And 1 wuld add the very issdinency of the job to be done nskes these steps
mmummmmmmfmumummm

If, than, this iz the time to take positive steps to elininate our
adinistretive wesknesses, 1 would miggest thet the fiwe ot urgent
problang to be dealt with are the following:

1. The Baropesn




30 Septesber 1944

& way that the Dureau will retain functions which will be sore
senageable, and thereby cive you greater sssurmice that it will
not hapdicsp ever-all op-retions if 1t caomot expedite 1te own Jobe
SLmlteneously, we nmust face the problen of fered Ly the sonfliet
of fnctions between the Hurssu of Areas and the Office of Reglonal
Lisigone

I would suggest that we mnsider ayain whether it is a0t possible teo
easolidgte some of the mmsrous offices reporting to the Dipecter
Ugneral ad lence to reduce soce of Lhe demends on your time wiile
naicing mare regpensible ibe organiszstion which you are heading,

The Secstariet did not carry lts responsibility for the arrengenents
md fmetiosing of e Seeund Sesslcn of the Counclls It wust bo buallt
W ard equipped %o plan, ercange md carry through the noxt Comell
meetings I sugeest wa Mocuss this ustier frmit.y md Dally with Dr. Xuo
Lmedistely, I you agree, I will prepare some notes as & hasis foe your
discusoion with hia, :

In uy semorendes of 14 July 1944, I pointed out to you the need within

the headquarters staffl of UICHA for effective and cantinuous exaoutive
Sction, T have ecomented to you on numerous ogeaslong of Lw need for

a “driving foree" thad persiotectly and relsctlessly follows plans through
and recs that Uwy me carried oute I kmow that you sgree to this needs
you srd I hove digcusped altemetive e of providing 1%, 1 would
sugpeat that we nuw teke yleps to create 1t atb the cariiest possidle
morant .

of things Lo
howovesr, there ls notiing
negessary Lo establish ths
tipe of edeinistretive crganieation thet gill in the nonths inmed-
lately ahend, Thees steps il Ve AlLNouls, w s 2nd roquire a
gertain nessure of ruthlssmens, 54111 I do not think thet we can delay
longer in correcting situntions wiich we gemrally edelt nave handicapped use
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Tot Drve luther Gullck
Proms Jaolm Je Coreon
Reforence is =ade to your meuorendum of & July in regard to the

Wmunmvmmcmmmamm
-me

tzation of the Durean of Arves ‘nsupd by My ¥

(2) 1% is true tint the order 2 dresm creates & centyel point of
contect bt requiros notody to use the Intelli ence lLisdgon Servicoe
Puw(l)otihcuon.‘amwohmthtﬂn ntellience
Iiaison Servies slull swvold any sotlion which nzy interfore with e

effoctive operation of lisison wrrancecents now in effest or whigh

may outeequantly be established by wrsanisationsl wmite or individual
Morhmotmmmmmm
The ‘ntelllenoe liaison Service ls cupplementary to such arrencanmnts
axi 1L I8 expected thot the srpealsational wnits of the Administretion
will use the Intalligenee lisison Service to the extent %o which the
Service s adventogeous to Umme Therelore, [ do nol belleve it
dosira le to mve & yoviglon arganizstional mite to we
the Service, cspesially (f they row what arpears to them satis-
fo Ly arrenpmasito.

(3) 7 = agreesble to the steiking of Section Se




L{NITED,NATIONS RELIEF AND REHABILITATION ADMINISTRATION

10 July 1944

Luther Gulick

John J, Corson

Reference is made to your memorandum of & July in regard to the Admini-
strative Order proving for the establishment of the Intelligence Liaison

Service.

(1) The suggestion that Mr. Menshikov may desire to use the service also
as & research and intelligence coordinating device within his own buresu
is an intra-Bureau Areas matter and I believe should more appropriately

be covered in a statément of the intermal orgenization of the Bureau of
Areas issued by Mr. Menshikov,

(2) It is true that the order as drawn creates a central point of con-
$act but requires nobody to use the Intelligence Liaison Service. Para=-
graph (1) of Section 4 specifically states thet the Intelligence Liaison
Service shall avoid eny action which may interfere with the effective
operation of lieison arrangements now in effect or which may subsequently
be established by orgenizetional units or individual members of the staff
of the Administration with outside egencies, The Imtelligemce Liaison
Service is supplementary to such arrangements and it 1s expected that the
organizational units of the Administration will use the Intelligence
ILiaison Service to the extent to which the Service is advantageous to them.
Therefore, I do not believe it desiresble to have a provision requiring
organizationsl units to use the Service, especielly if they now have what
appears to them satisfactory errangements.

(3) I em agreeable to the striking of Section 5,

(4) I understand thet Mr., Herwitz discussed briefly with you the matter of
Administrative Orders which deal with assigmnments of functions as between
the several bureaus and divisions. Such orders should be developed by the

Division of Administrative Analysis and issued by the Director Gemeralé
‘ﬁ by ks Deselon—




UNITED NATIONS RELIEF AND REHABILITATION ADMINISTRATION

7 June 1944

To: John J. Corson

From: Harry K. Hanitz//? D//

Subject: Intelligence Liaison Service

At the meeting of the Committee of Information held 29 May, I was requested
to make recammendations with respect to the immediate establishment of an
intelligence liaison service between the Administration and agencies of the
United States Govermment and of other governments located in Washington,

and, if such service was established, the organization unit of the Admini-
stration which should undertake the responsibility. The subject matter was
generally discussed at the meeting by representatives of the Bureau of Areas,
the Burean of Supply, the Secretariat, and representatives of the variaus
functional divisions and I have supplemented this discussion by talks with
various members of the staff.

Need for the Establishment of an Intelligence or Liaison Service:

1. It is clear from the discussions at the meeting and from other evi-
dence that a number of the divisions and buresus in the Administration have
\+developed satisfactory arrangements for the interchange of information with
: various agencies located in Washington. These arrangements have been produc-
- tive of much velue to the Administration.
7
k.” 2, In other instences, organization units in the Administration have
™/ called on certain offices, notebly the Studies Coordination Section in the
W' |/ Buresu of Areas and the office of the Diplomatic Advisor, to make liaison
))S)ﬁiuranguents or to obtain informetion from various agencies in the city. The
offices which are called upon to provide such liaison and intelligence service
f are not at the present time adequately or appropriately staffed to give this
1‘L \@érvice to the organization units which make the requests and for that reason
g ‘Tind the task burdensame.
...1
P '-U:‘,_\‘*"——' 3. Certain of the national agencies located in Washington whieh are pro-
{ " dueing or receiving information of velue to the Administration have indicated
that for security or other technical reasons they would greatly prefer a single
line of contact with the Administration, rather than the present arrangement,
under which they receive requests from more than one organization unit in the
Administretion for the same material. The line of contact which they would pre-
fer, they have indicated, would be a single employee of UNRRA whom they would be
willing to keep fully informed about their activities and the material which they
produce, so that methods can be devised to make as much material available to
UNRRA &s is possible in view of the restricted character of some of the material

and the internmational character. of UNRRA.




John J. Corson - 7 June 1944

4. The type of informetion which may be made available to the Admini-
stretion by United States Govermment and foreign government agemcies located
in Weshington and which is not now available through satisfactory arrange-
ments between an individual bureau, division or office and the outside agen-
cies, is generally gathered on &n area besis or where the study covers more
than one country, is usually broken down on a country or area basis.,

Desirebility of Esteblishing a Central Intelligence Service:

1. On the besis of the above analysis, it is clear that nothing should
be done to interfere with the satisfactory arrangements that heve already been
worked out between individual bureaus, divisions or offices in the Administra-
tion and United States Government Agencies or other govermment agencies located

in Washington,

2. There is & need, however, for the establishment of a centrsl intelli-
gence liaison service between various agencies located in Washington and the
Administration, not now covered by satisfactory arrangements. Such service
should not interfere with the arrangements elready established between certain
organization units of the Administration and those govermmental agencies.

The Central Intelligence Liaison function should be lodged in the Areas
Studies Coordinstion Section:

l, It is further recoomended that the responsibility for establishing a
Central Intelligence Liaison function should be lodged in the Areas Studies Co-
ordination Section of the Bureau of Areas becsuse of the fact that the material
is generally available on an area basis and because of the fact that this section
already perfoms certain of these functions in that it now calls to the attention
of the various bureaus, functional divisions and offices of the Administration,
material of value to them which they have not already received, and which 1t has
requested and received for the Bureau of Areas or, because of its responsibility
for liaison with 0.8.8. for any section of UNRRA.

The only alternative to placing this function in the Bureau of Areas would
be to place it in the Secretariat. At the present time, the Secretariat is not
properly staffed to perform that function. Moreover, that office should normally
confine itself to the work connected with those secretarial functions reguired by
the Counecil, its committees and its subcommittees,

2, It is further suggested that in order to carry this responsibility the
present Areas Studies Coordina tion Section staff should be increased by the estab-
lishment of two positions. Prefersbly, these positions should be filled wi th men
who will familiarize themselves with the needs of the wvariocus functional divisions
and the bureaus for supplementary liaison and intelligence service and who would
give full time to this work. These persons should contact those organization
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units or individuals who now have satisfactory arrangements so as to avoid

eny action which may interfere with those arrangements. They should spend

part of their time thereafter in keeping in touch with the several units

in the organizetion to learn the types of informmtion which would be of value
to them and spend a considerable part of their time at those agencies which
produce or obtain studies or information, such as the Foreign Economic Ad-
ministration and the Office of Strategic Services of the United States Govern-
ment and the various offices of other governments located in the city of Wash-
ington. These persons should be in a position to locate and obtain all reports
of other agencies of interest to any orgenization unit of the Administration,
and with the assistance of the staff of the Areas Studies Coordination Section
meke suitable indexes of the reports and notify all interested bureaus, divi-
sions or offices of any material available to the Administration and/or direct
all inquiries for information to the appropriate organization unit in the Ad-
ministration. The persons chosen for these positions should be persons who
would be given access to all available information and in whose relisbility the
agencies would have the fullest confidencs.

From what information that is available, it seems that the full time of two such
persons would be needed. Such work cannot be carried on on a part time basis.
The most effective method of operating would require that such persons would be

‘."'paraona grata to the agencies producing or receiving the information in the first

iinstence. They would have to establish such persoml contacts as would emable
them to locate the meximum amount of informetion produced by such agencies amd

to work out the most effective arrangements for obtaining as much of this infor-
mation as possible, in the face of the difficulties presented by the fact that
mich of this material is restricted and might not be gemerally available to the
staff of the Administration because of its international character.




1 July 1944

Mr. Desider Benau

Editor-In-Chief of the New Yorsky Dennik
325 East 80th Street

New York 21, New York

Dear lir. Benau:

At the last meeting of the Technical Committee on{relfare the
Studies Sub-Committee emphasized the importznce of pFofressing
as rapidly as possible with the welfare study project. Time is
extremely pressing, of course, and the acceler:stion of military
operations on the continent daily brings closer the time when
UNRRA may be called upon to offer its services for reliefl oper-
ations.

As suggested at the last meeting of the Welfare Committee, it

is hoped that material presented by governments may be in hand
by July 15th in order to present at least a preliminary report
to the Welfare Committee in August. I am taking the liberty,
therefore, of reminding you that anything you can do to hasten
the submission of materlal required for the success of the
study project will help materially in the shaping of plans and
operations the Welfare Division may be ecalled upon to undertake.

Recent word received from London is that the Velfare Sub-committee
for Europe has also established a Studies Sub-committee. Its
first task will be to secure information reguested in the cues-
tionnaire which was sent to London in keeping with action of the
Teehnical Committee on Welfare. To help in the gathering of in-
formation from governments represented in London, the Welfare
Division is engaging a research technician who will proceed to
London as quickly as possible.

Inasmuch as information requested in the questionnaire sent to
London covers substantially the same matters included in Section
II (Effects of War and Occupation upon Welfare Institutions),
representatives of European governments, of course, will not
need to duplicate in Washington in any way work that is being
done in London. This means that material in Sections I, III and
IV of the Welfare Study Project (relating to social relief and
welfare institutions as they existed before the warj the nature
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and extent of social relief and welfare needs that will have to
be met at the time of liberation; and plans of member governments
for mesting these needs) will be secured through the members of
the Technical Committee on Welfare.

I am happy to report to you that the several rapporteurs respon-
sible for various aspects of the study of relie

(Section VI of the project) are well along in the preparation

of their reports, We have every hope, therefore, that the comnbined
efforts of members of the Welfare Committee, of the rapporteurs

and of the staff of the Welfare Division wiil provide useful
materials that will be helpful not only to UNRBRA but also te
governments and voluntary organizations that may engage in relief
activities in liberated areas.

Sincerely,

Andre Mayer, Chairman

Studies Sub-committee







Herbert H. Lehman
¥. Sokolowski

John H. Cover's Nemo. on "Some Economie
Consideretions related te UNRRA Operations®.

The idess expressed in the memorandum are very concen-
trated, and therefore it i¢ somewhat difficult for me to
mdcn‘md the author's conclusions, For instance, the
first paragraph (Monocpoly Position of UNRRA) might be
understood as a recommendation that UNKRA should in
effect assume the position of Tarbitrator' or 'virtual
dietator! of lcgcl economie life (which would be exceed-
Lntl{ ca.l.ﬂ'uult or that of an 'agent of 2 supply mono-
poly' (vhich would be much easier). Put this cannot be
the neaning in paragraph 1. because the suthor has him-
sell objoections to internstional esrtels and is fully
aware - as the rest of the memo. proves - that UNFRA's
gosl is "to help people to help themselves®.

I think, therefore, that the general ideas in the memo.
might be discussed at 2 later stege in comnmection with
the specifiec flnancizl needs of the Industrial Rehabili-
tation Division. As the basiec policies of UNRRA have
already bdeen defined in the Atlantie City Resolutioms,
mqopinimthoboatnytczmedwihmwrk is

to study the needs of different areas and of ocur owm
Bureaux and Divisions as clos as possible; in this
way wo can find out what gaps there may be in the defl-
nition of ocur gemersl position, and look for practiecal
says of filling such gaps. I am now working with
responsible mesbers of the staff in the Bureaun of Aress
on guestions concerning Italy and Greece, ond it is my
impression that we shall obtain generslly interesting
results by continuing to follow along these lines.
Memorands on Greece and Itely (whiech will preobably be
ready next week) will cover a large part of the prob-
lems mentioned in ¥r. Cover's memorandum.

I would venture to suggest that some of the gquestions
raised ¥r. Cover should perhaps be worked out by him
in de s &5 no doubt the ustriasl Rehabilitation Div.
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possesses most of the avellsble deta and the best
possibility of making suggestions according to 1it:
neeas:

a) he "other sources of funds" to cover
naneing of cepitel goods (last

e eovering letter to the memo.):
obably has to do with UNERA's relatil
some finsneiazl institutions that may be
source of eredit for investments, and
tion of helping the member governments
cure such credits for themselves;

i
h
r

3
t
p

The revolving character of UNERA's fund for
rehabilitation (paregrash f., section 5 of the
memo.)t this may mesn the drafting of sgree-
pents with leoeal suthorities concerning the
use by UNERA of loesl goods produced with the
help of UNRRA's rehabilitation supplies and

services.
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To: Joha J. Corson

From: Roy F. Hendrickson

I think your proposed draft of = Renorendum to the Director Genersl re
the Yar RBast s satisfactory, but I should like verbel elsboration to
take into account the following points:

The Pureeu of Areas would have representation in the minieture Far Esstern
office with respect to its functions Just as other Buresus and Divisions
would, with the Areas funetion in this instence being the planning of dis-
tribution. We will teke responsibility for the coordination of requirements,
supply plemning and egricultursl rehabilitation, end under the change dis-
cussed with the Governor Saturdey, alse for industrial rehsbilitation. The
point I really em snxious to make is this, thet some of the people in Aress
have some concept of initieting requirements that cen only lead to dupli-
cation and difficulty. Getting & ressonable base for requirenents is so
important thet I feel we need to put & very stromg men onm the function of
requirements coordination. He must be free to work with the representatives
of the governments here in comneection with that funetion. I doudt that
there is any resl objection im the Buresn of Aress to this, but there seecus
o have developed some misconceptions on the part of some of the new starf
members there. In this comnection Arecs needs to stimulate its planning

a8 far as distribution is concerned, and in the case of the Far Hast this
will be & mean-sized job. By distribution I mean the moverent and distri-
bution of goods within & country once the stuff has been landed and occunted
on srrival, which 1is where our responsibility ends.

Another point is this: Im poiat 3, you recommend thet the Buresu of
Finence and Administretion im eollsboration with the Buresu of Arees
alternative candidetes for Chief of the Far Eastern group. I do not quite
follow the reasoning under which the Buresu of Supply does

interest equel with the Buresu of Aress in the nomination of candidetes

for that position. If you hed said thet the Personnel 0ffice would make
recommendations and stopped there, I would interpret the function as that
of the so-celled scientific tesk of personnel recruiting; in view of the
mention of the Buresu of Finmance snd Administration and the Buresu of Areas
&85 suggesting alternative candidstes, I ses no perticuler difference iz thelr
function or reletionship to the reglonsl office from that of the Buresu of
hm-

One more thing that mey possibly be an idee helpful in reducing the numder
of units in our orgenizationm: You mey recall thet e Dr. Kuo is to come from
London to serve es Deputy Director Genercl of the Seerstaries. Perhape 1t
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eould be arrapged thet Dr, Kuo serve a3 the Deputy Direetor Gensrel in cherge
of this regionel office snd that the ESscretarist be consolidated with the
office of the Diplometic Adviser, with Mr. Esyre becoming “"Diplomstic Adviser
and Chief of the Sscretarist™. The type of people that Hr. Sayre has been
recrulting 1s well adapted t0 the functions of the Secreteriat, sud ss I

heye watched his work I am inclined to believe that Mr, Seyre would do &

very gocd job in this field, He is & Tine cooperator in mamy respects.

It has pever sessmed to me that the Secreteriat deserved to have & Deputy
Director Gemerel in charge of it anywsy, snd there sre alresdy too many
people with that title snd there are too meny units with the heads thereof
reporting to the Director Generel. I believe that the hesd of the Far

Esat Reglonal 0ffice should report to the Director Genersl. If this sug-
gestion was edopted, the mumber of persons reporting to him would, net,

be unchanged.

cc Mr. Mclihllen

RFiendrickson/emc




Filess .

Original sent to kr. Corson by messenger;
also cc to Mr. McMillen. Incoming held
in Mr. Hendrickson's files.

IPage




UNITED NATIONS RELIEF AND REHABILITATION ADMINISTRATION

Memorandum of Conversation
Governor Lelhman's 0ffice
June 1, 1944

Presentt Governor Lehman, Messrs Hendrickson, Feller,
Jackson, and Xanthaky, Major General Hilldring,
Brigadier General Sadler, Colonel Bellm,
Major Gross and Major Cochran

The following matters were discussed:

1. UNRRA's responsibility for the distribution
of supplies under the AML Agreement of April
3, 1944.

2, Status of the Swedish-Swiss Commission
during the period of military responsibility.

3., Travel arrangements for UNRRA personnel for
the Balkan Missiorn.

4, Continuance of supply for refugees in the
UNRRA camps in the Middle East.

5. UNRRA observers in Italy.

General Hilldring stated the American position with respect
to each of the above as follows:

l., Distribution of Supplies.

The American position with respect to this
function has not changed. Unless UNRRA 1is
recognized and accepted as the exclusive agent
to administer Balkan relief and rehabilitation,
and particularly, the distribution of supplies
subject to appropriate, general policy direc-
tives of the combined military, no U.S. supply
will be furnished, The U.S. Army representa-
tives will insist upon a meticulous complliance
with this basic point. UNRRA must handle the
operation to insure a fair and equitable
distribution of supply.

With respect to this point, no additlions or
amendments are needed to the memorandum of
April 3rd, 1944, The U,S. Army will reiterate
its position to the British War Office and
provide General Sadler with a copy of its
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letter. Simllarly 1t will ask the State
Department to notify the civilian agenciles
concerned of the American position. Simply
stated, the position 1s that UNRRA is the
exclusive agency of the military for the
distribution of supplies, as described above.

Though UNRRA is under "the direction and control of the
military" and will operate through directives issued by the
military, those directives should be on broad, general problems,
and should ‘be the size of a "night letter". Directives 1ssued
by the military must conform to the basiec principle that
supplies must be distributed without political objectives.

It 1s General Sadler's Job to see to it that UNRRA 1s not
hamstrung; and that a falr and impartial distribution is

made of rellef supplies. That responsibility cannot be

shared with either the British or American military. UNRRA
must be free to determine the media for distribution and to
select the beneficiaries, and control the means of distribu-
tion. 1In no event shall the military distribute supplies to
the indigenous agencies or populations.

Warehousing and transport will be handled in the following
manner:

A, The military will, to the extent required, unload and
transport supplies to warehouses even to sub depots in
the interior of the country. If protedtion 1s necessary,
troops will be provided to the extent that they are
avallable.

In the early stages of the operation warehouses will,

to the extent required, be under the control of the
military. However, the Army feels it advisable for

UNRRA to assume full control of warehouses at the
earliest possible date. UNRRA should be preparing to

do this job. “Until UNRRA assumes the full responsibility
the military must assist in every way possible.

UNRRA alone will determine what goes out of the warehouses
and the persons or agencles to whom supplies will be dis-
tributed.

Swedish-Swiss Commission

One of the baslc assumptions of the agreement of April 3,
1944 1s that there can be only one civilian agency exercising
administrative control and supervision over the distribution
of relief and rehabilitation supplies during the military
period. The military has selected UNRRA as its exclusive
agency. It is for UNRRA to determine the manner and extent
to which 1t will use the administrative organization and
personnel of the Swedish~Swiss Commission, or any other
agency.




Travel Arrangements.

Because of the urgent need of getting UNRRA personnel to
Cairo, requests for transport for Balkan Mission personnel
will be made directly to the Army. Details with respect to
the scheduling of alr and sea transport for UNRRA personnel
for the next three months will be arranged directly through
Major Gross of General Hilldring's staff.

The State Department will no longer be the chammel through
which transportation requests are made. General Hilldring
will discuss with Dean Acheson steps necessary to accelerate
the issuance of passports for UNRRA personnel, while Major
Gross will examine the possibilities of expanding the
facilities for the innoculation of UNRRA employees.

Continuance of Supply for Camps in Middle East.

Both the British and U.S. armies are faced with the problem
of pressure to reduce personnel and supply for civilian
operations. However, pending such time as UNRRA 1ltself is
able to cope with these problems, the military must continue
to provide the necessary facilities.

UNRRA observers in Italy

The U.S. military has no objections to a group of UNRRA
observers to visit Italy. UNRRA may select the persons it
deems best equipped to fulfill the mission and thelr ob=-
servations may include all phases of relief and rehabllita-
tion operations in Italy and not be confined merely to
problems relating to displsced persons.
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TO: Herbert H, Lehman
FROM: M., Menshikov

SUBJECT: Centralization of Hesponsibility for the Processing of
Field Personnel.

The existing division of responsibility for the processing of field
personnel prior to assignment abroad has proved itself to be confusing
énd cumbersome. For example:

a. Inoculations are handled by the Field Services Section of
the Bureau of Areas and the Training Center,

b. Preliminary instructions and travel orders are the respon-
sibility of the Field Services Section, the Budget Division,
and/or the employing division or buresu.

¢. Draft board clearances are the responsibility of the Persomnel
Division through the Deferment Committee.

d. Passports and transportation are arramged throuzh the Trans-
portation Section of“the Administrative Office.

In order to simplify the processing and to insure that all necessary
actions are being carried out simultaneously and/or complimentary, it

is recommended that the entire processing responsibility be centreliszed
in one organizational wnit. To do this the following moves are necessary:

8s The transfer of responsibility for obtaining draft board
clearances to leave the country from the Perscanel and Defer-
ment Committee to the Field Services Section for all cases
other than l-A. Cases in the 1-A category which involve &
deferment will’be ppgsented to the Deferment Committee by the
Field Services Sect on, and if deferment is granted, then the
Field Services Sectionm should be avthorized to wire the draft
board for permission to leave the countiry in the same manner
&8 it will handle cases other thanm l-d,
The transfer of the overseas transportation end passport
seciion, including Miss Bell and her staff, from the Admin-
istrative Office to the Field Snrﬁ.cu Section.

With responsibility and authority for the entire processing procedure
centralized in the Field Services Section, it will be possible to
maintain an sccurate control and follow-through on all steps in the
processing, and transportation requirements could be intelligently
predicted. I am sure you realize that the satisfactory completion of
this processing is at least as important as the recruiting job, and
every effort must be made to prepare personnel for transfer shorad as
quickly as possible. I am convinced that this can only be done if

overall responsibili rfthe to Jjob is centralized as recommended
above. .
Fryer/Rezak/jip </ A-




May 6, 1944

Tos Mr. A, H, Feller

From: J. G. Johnson, Jre.

There 1s set forth below some random thought on one of the
problems that have been bothering us. I think that they may
provide & natursal answer to the difficultles of becoming
"truly internatlonal,"™ as opposed to the artificlal method
of dresming up phony jobs at headquarters.

If some guch plan can be worked out In ‘Ime to announce
it in thrbirector General's report, we might have a real
answer to the criticism of not belng internesticnal enough.

Among the major problems now facling the Administration and
requiring immedi ate action are the following:

(1) Arranging for, and implemeating from Lhe supply
standpoint, the necessary leglslative action for
contributions by the member governments whose home
territorlies have not been occupled by the enemy;

(2) Obtaining personnel for the Balkan and other fleld
operations, such personnel to be both

(1) UNRRA personnel as such, and
(11) personnel supplied by the voluntary societlies.

(3) Bullding and administrative staff which is as widely
international as is consistent with efficiency of operation.

To date the effort has been to handle these problems through
highly centralized action at the headquarters office, and to a
lesser extent the regional office in London, the result being
that there has been very little success in getting the
Administration's program under way in contries other than the
U. 8, and the U, K¢ The embarassingly heavy concentration of
U, 8, and U, K. personnel 1s one of the inevitable results.




It seems possible that this situstion ¢an be considerabdbly
improved in a relatively short time through the immedisate
establishment of small branch offices in Brazil (serving

&8l1ll of South America), Australia (serving New Zealand as

well), Canada and perhaps India, headed and ataflfed largsly
with personfnel drawn from the regions for which those branch
offices wuld be responsible. The first assignment for those
offices wuld be the recrultment of personnel for field
operations and the organisation of the local voluntary aooiotioa
for such assistance as they ean provide., This aspect of the
work would be ilmmediately important in Australia and Canada
because of the lmpending Salkan operations It might be easler,
for example, to tranaspert gersomnel fo thae Hiddle East from
Australia or New Zealand than from the U. 8, or the U, K.,

and in the meetling of the Standing Tebhnical Committee on
welfare the New Jesland representative stated thal lew

Zealand was very enxious to participate in. the Balksn operation
begause O the Hesw Zealanders who fell in Credoce.

Subsequently the supply negotlations Including the
legislative aspects of tho problem would undoubledly sssume
relatively greater importence than the reeruiting aspects.
The Australian office would continue to be important teo fleld
operations, however, as the Jumping-olf point for the
Administration's operatlons n the Netherlands Indles and the
Fhllipplues. In this respect 1t would sorrespond to Lhe
Calro office in its relation to the Salkan NMission, the
London reglonal office and the heddquarters office,

All of these branch offlices should of cmurse have one other

importent job == public information in the particular regilon
‘which they serve. _ .

Insofar as the Brazilian office is concerned, i1ts establishment
could be one of the important assignments for the proposed mission
that is now under discussion. The Austrelian office could

be set up In a very short time with persommel slready in
Australia and New Zesland, without necessarily walting for a
formal vitis from an 1-pnrtant headquarters officlal although
some one should be sent out from headquarters as soon as’
possible to assist in the organization and to indoctriaate

the head of the office with the Director Gemeral's pollicles.
This person need not be too high in the headquarters

hierarchy but should be drawn from the existing staff, not
recrulted specially, becsuse of the need for . a person reasonably
well informed on ali tapoetl of the 5du1niatratinn'a worke

:ohmaa/m
6 u:r




riginal copy of draft sent to Kerr with
chargec noied on this copy, April 10, 1944




Broadly speaking, the United Nations Relief and ner;aéui';ation Admin-
istration is organized along two related lines—a legislative structure
and an executive organization. The legislative structure consists of the
UMREA Council, composed of ¥ representatives from seeh=of the forty-four
member governments and authorities; the Central Committee, composed of
the Council representatives for the United Kingdom, the Union of Soviet
Socialist Republics, China, and the United States, in addition to the
Director General; 2 number of /tanding ﬁomd.t.taoa, including the Regional
Committees for Europe and for the Far East, the Committee on Supplies, and
the Comnittee on Financisl Control; and a mumber of ftanding Xechnical
_ﬁ-ltteu and ,ﬁubeomitteu teo advige on major 43‘4 :f‘{:-lief and
rehabilitation operations. In gemeral it is the purpose of these several

or B Pteaiissicd e
bodies to develop and eaubliah the broad policies governing t.he vork which
UNRFA will undertake, The executive organization dm inder the 4demadiste
divectizripdethe Director Gencral amd includes the headquarters office in
Washington, the regiomal offices in London and (2t a later date) the Far
Bast, and the missions thet-will-be sent to liberated areas to assist in

relle S ausd
the administration of relief services and the distribution ot rehabllitation

omoditd.u.( /ﬂ:e headquarters office includes three major Lureaus g.n

addition to a number of functional divisions and staff offices to assist

the prinn:lpn administrators of the organization,/: The-three-principal —
*Za
m ’Burean of Finance and Administration, Bureau of Supply, and v&a

Bureau of Arcas.
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It is evident from this outline o#-tho-muu.a&m toat—the
edpindotredion will require epevating statistics for a variety of purposes,
covering operations widely distributed geographically and diversified in
terms of commodities and services. It is anticipated that the responsibility
for the financial statistics and reports will center in the Bureau of
Finance and Ldlinistrat.im)and that the coreesponding data on commodity
accountability will be collected and amalyzed in the Bureau of Supply. As
is always the case with operating figures required in an organization of this
character, data will imx inevitably be needed in varying degrees of detail
for different purposes. Periodic consclidated reports will be prepared
for the senior officers of the Administration and for the Council and its
principal committees. 2. the other extreme, day to day operating statistics
in considerable detail will be required in both commodity and financial

Ve sits o~
ldnes-in order adequately to exercise administrative control B& the far-flung
operations of the organization.

The pollcies adopted by the UNRIA Council at the first session at
Atlantic City lasti November established the broad principles by which UNRRA
will acquire relief and rﬂtihlhi.lit}rtigl_g_mligl for ;li_l?gz_'lf-_od ‘m'_‘:l‘ll_’._:"h't
Mm;;& developed specify that UNERA shall request and
secure overall allocations of supplies {rom the several Combined Boards,

i AR AL Fosinn
that it m1‘M allocations granted by the national

allocating agencies in accordance with the assignments srecommendad ~eo-botween=

Rasirerh TG nnsindr
%ﬁm‘mw the Combined Boards, and that it shall use the existing
e i Rnolis eded
national procuremenl sgencies for scquiring supplies. in accordance

with these proodnru)tho statistical records and reports which UNRRA will

require willy in generaly evolve out of ﬁ:@uﬂu and pm )

activities of the several internatiomal and nuumallomniuﬁm.m
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for the purpose. —For the mesi part; therefore; it is antieipeted thet—
ood &
UNREA wirkd not)establish a large statistical operation of its om with
respect to the acquisition of supplies but instead will <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>