December 17, 1036,

COORDINATION OF ACTIVITIEZ OF THE GOVERNMEND OF THE UNITED
ATATES IN POREIGN COUNTRILS,

On June 2, 1633, the Preasident announced to the press

his intention of reducing the Foreipgn dervice of the Depart-

ment of Commerge by two-thirds and tranzferring the re-
maining one~third to the Jurisdiction of the Department of
Gtate, He i reported to have gald that this would result
in economy and eliminate serious irritation as between the
State and Commerce Departmentas.

As a firet atep toward implementing thisz program, the
President conferred with the feeretary and Asslastant Zecre-
tary of Commerce and the Aoting ZJeoretary and Apcistant
Secretary of State and explained that he desired:

1. All instructions to Forelgn Commerce
offlicers to be gent through the Department of

State so that 1%, ae in charge of our foreign

relations, would have full knowledge of those

instruotione and thelr bearing upon the work

of diplomatic and consular officers and officers

of the Department of Commerece,

2. For similar ressons all reporte of Foreign

Commerce offlcers to be forwarded to the Zegretary

of State for transmission to the Seoretary of

Comme roe.,

3. Veekly
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3. ‘Veekly meetings of representatives of

the two Departments to expedite the handling of

ingtructions and reports,

An agreement between the two Departmente to carry out
this 4lrvetion was then made and with a Tew changes con-
tinuss in effect. While 1t is a definite improvement over
any previous arvangement, i1t does nnt fully aceomplish
all that the Presiédent sought because 1t doeg not

(a) provide unity of aetlon;

(b) give the Zscretary of HState power to

enforece coordination and prevent dupli-
eation;

{e) prevent business men from foreing dupli-
cation of effort by addressing both con-
suls and commercial attach&q for the
same information.

Hesldes this lack of satisfactory and business-like
sdjustment of the relations between the Departments of
State and Commerce, there is no provision vhatever povern-
ing the relations of agents of other Departments to those
of the Department of State in the foreign fleld or any
provision governing the relations of these several agents

to one another,

Begildea the Uepartment of State, . there are seven

other




.

other Departments with 700 persone and costing annually
some $2,777,462 operating in foreign countries -- a total
force therefore of 4,355 persons with appropriations

aggregating $13,976,862 -- as followe:

Agriculture 85
Conmerce 178
Labor 70

Entional Advisory Come
mittee for Aeronautics 2
Havy 169
Treasury lgé
700

dtate 3,656
Total 4,388 $13,9786,862

It 1c the Secretary of State, as the representative of

the Fresident in the conduet of foreign relations of the
United ttates, vwho obtalne for all these officers thelr status
an@ the facllitles for carrying on thelir sctivities abroad
but who 1s without &he legal right to exercise any direct ad-
ministrative control over any of them except those of the
Department of State. The »Tfigeprs nf the other departments
pnay and sometimes do commit acte which ereate international
embarressnent; freguently invade the juriasdietion and dupli-
cate the work of diplomatie and consular officers and of one
another without the Zeeretary of itate beinpg able to take any
action of a preventive or corrective nature short of reporting
an offending officer to the head of the officer's Department
and




-4-

and asking hie recall which course can be resorted to only

in exceptionally serious cases.

The fact that thege several independent or semi-inde-
pendent agenciesz Tunction in foreign countrieg without any
power to coordinate their activities and insure unity of
effort belng vested in any single administrative authority
and the further fact that *hese several services are manned
by intelligent, actlve ana commendably zealous officers
results inevitably in duplication of functions, unnecessary
work, conflict of iInformmstion and opinion and frequently
in uncertainty and irritation on the part of forelgn offlcers
and businese men. In addition these conditions result in
the waste of public money. It does not make for economy or

efflciency of administration for a commercial H.ttn.ché,

perhaps a military and navsl attaehé, and a consular‘cffl-

cer to be ocoupying themselves reporting separately upon
the same sublect or aspects of the same subject, aprlying
separately to the same sources of Information and perhaps
expregcing quite different conclusions. It would seem ob-
vious that the Government in Washington should be furnished
with a single, thoroughly considered and well prepared
report with concluslons representing the best Judgment of
all the officers of the United States in a given city quite

irreapective
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irrespective of which individual officer may be deslgnated
to prepare the report.

The completeness of such reports should be assured by
appropriate administrative action requiring evidence of
the collaborastion or consideration of agents of all
interescted Departmentea,

For some time the reprecentatives abroad of the Utate
Departnent have been preparing highly technical reports
on Tinaneclal conditions for the benefit of our Treasury
Departuent.

Likewlce, investigations of the values of merchandise
as stated in consular invoices 1g a function that under
nomal glrcumstances consular offigers are fully quelified

to perform, HNo separate body of investigators from the

Treasury is 'eceesary to discharge this funetion, znd in

the past the activitieg of Treasury agents have resulted

in the indiscriminate charge of commerclal espionage against
all Ameriocan officials. Only one forelpgn povernment has
been willing to receive a Treasury Attaché., Here ig
certainly an opportunity for economy.

In 1924 Congresc extended the restriective control of
immigration by placing on consuls abroad the duty of examin-
ing and of withholding visas from immigrants whom they re-
garded as subject, under our immigration laws, to refussl
of entry at any American port. In effect this required

on
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on the part of consular visa officers the technical knowledge
of the law and its interpretation by the Department of Labor,
possenssed in ite early days only by immigration inspectors.
To give added force and effect to a consular visa declsion
therefore, and to keep consular visa officers informed of
current interpretative policles of the naparmment of Labor,
gome 15 immigration inspectors were sent to the prinecipal
European visa centers, as technical advigers., This
assistance over the last 11 years, has trained consular
officers as experts in ouwr immigration law. It has given
congletent assurance to lmmigration officials at American
portes of entry, that our immigration law iz being applied
abroad as they themselves would apply it at home,

The recall of this group of immigration inspectors
on foreign station would save a considerable smount of
money, and eslnce they have gerved their useful purpose in
the creation of adminletrative technique abroad, no valid
reason now exists against their return. To realize thig
economy all that 1s neceggary is for immigration officers
at porte of entry in the United fdtates to acecept the
findings of consular officers in the game manner as they
now accept the findings of those offlcers initialed by

immigration inspectors,

The Department of Agrioulture has but 55 officers

abroad but insofar as those officers perform crop reporting

work and not astrictly sclentific work there would seem to

be
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be no reason why their duties should not be performed by

gonsular officers and a saving effected there,

None of the foregoing remarke apply, however, to
strictly scientific or technieal work euch as that per-
formed by militery and naval attachés in reportingy on
military snd naval matters, Publlic Health surgeons, aero-
naitieal experts and sclentiste of the several branches of
the Uovernment sent abroad, both temporarily and permanently,
for solentific of technical work in vhich there 1s no
trained talent already avallable in the Forelpn Service,

It should be possible for the Government to supplee
ment the Foreign Service with its own scientific and
technical experte by sending them abroad.

It would aseem possible, therefore, to divide into
two clasees the work now being done abroad by agents of
Departments other than the Department of dtate and %o
81 apoze of them as follows:

Clags I. Work of other agente of the (overn-
ment of a non-gclentific or non-technical character
which diplomatic and consular officers are capable
of performing should be perfomed by them and agente
of the other departments now performing such dutles
gshould be withdrawn from the foreign fleld.

Into this class 1t 1s believed would fall the work being

done by commercial attachés and trade commissioners of the
Department of Commerge, technical advisers of the Depart-
ment of Labor, some of the work being done by representa-

tives
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tives of nhe‘ﬁmpartmant of Agriculture, economic and com-
merclal reporting done by the military and naval attachés,
work in connection with the valuation of merchandise ex-
ported to the United States belng done by agents of the

Treasury Department and investigations being made abroad

by the Tarlff Commligelon.
Clase 1II. Work of a sclentifiec or technleal
character which diplomatic and coneular officers
are not qualified to do sghould be done by
solentifically or technically trained officers
of the appropriate executive departments sent
abroad to be attached to embassies, legations or
eonsulates with the approval of the Secretary of
State and their activitiee while in the forelgn
fleld to be under the definite administrative con-
trol of the Secreotary of State.
In thig class would naturally fall the military and naval
duties perfomed by nllitary and naval attachés, scientific
work performmed by solentists of the Bﬁpartmnni of Agricul-

ture, work done by members of the Public Health Service and
cther sclentific or technisal work carried on from time %o

time in foreign countries by various branches of the United

States Government,

If these princinles could be aporoved by the President
and accepted by all Departments of the Govermment and
Congress ocould be induced to give the President the power,
80 to reorganlize the several services operating in the
foreign fleld, a constructive program for the proper manage-
ment of the services of the United 3tates in the foreign

field
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field would effect many savings in actual money, enormously
improve morale, obtain greater returns for the money in-
vested than at present, reduce friction and embarrassment
with foreign Governmente and place the foreign organization
of the United 5tates ahead of any similar organization of
anvy ather Government, The program may be outlined as

followas

1. VWhereas the conduct of the foreipgn relations is
a function veasted in the President by the Constitution;

2., Whereas the Oecretary of dtate is by statute
the agent of the President in the conduct ol foreipgn
relations;

3. Whereas diplomatic and consular officers operating
under the Hecretary of State are recognized by the Con-

stitution, by treaties and by international law as the

representatives of the Government of the United States in

forelgn countries;

4., VWhereas the agents of other Departmente of the
Government resldent in foreign countries are dependent
for thelr status abroad upon and must work in harmony with
diplomatic and consular officers; and

5. Whereag in the intereat of economy, unity of
effort and effectiveness there must he orderly control hy

the
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the President of all agents of the Covernment in foreign
countries,

The administration and coordination of agents of the
United States in forelgn countries chall be readjusted in
the following manner:

(a) The duties now performed by the I“oﬁign Comme roe
gervice, the technieal advisers of the Department
of Laboy, the sgente of the Department of Agri-
culture in regpect to erop reporting and none-
geientific work, by the agents of the Treasury
Department in connection with the valuation of
imported merchandice, and by the military and
naval attachés in connection with economic re-
porting shall be trenaferred to the Department
of State to he rperformed by Aiplomatie and
coneular officers under the direction of the
Secretary of State in cooperation with the heads
of the executive departments and indevendent
establishments primarily interected;

Officers of the several executive departments
may be pasiymed to foreign countries to nerfomm

the duties of military, naval and air attacheés

or to perform other technical and scientifie

duties, but such assignments shall be made only

with the approval of the secretary of State,

and such offlicers upon arrival in the foreign
field




(e)

(a)

(e)

field shall be under the adminiestrative con-
trol of the ‘ecretary of dtate;

The names and duties of all agents of the
geveral departments to be assigned abroad chall
be first notified to the 3Secretary of Itate and

if aporoved by him shall by him be duly notified
to the Chief of lission or consular office in
the foreign country of ascigmment with such in-
gtructions as may sprear t$0 him to be appropri-
ate;

Agente of the gseveral departments designated
and approved by the “ecretary of State for
technical and sclentific duties in the foreign
Tield in acoordance with this order, being
throughout the continuance of such duties under
the full administrative control of the Ceore-
tary of State, he is authorized sc far as prac-
tienble under international law and loeal
practice to give them such status in the Misslons
or consular offices to which they may be
attached aes will ensble them to perfomm their
preseribed dutles effectively and efficlently

ag a part of the unified foreipn establishment
of this Govermment;

Instructions of the respective departments

(except the War and Navy Departments) to their

agents
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agents =20 nscigned abroad and the reports from
those agents shall be forwarded through the
gecretary of State and be subleoct to his
exanination;

For the purpose of ascertaining the needs of

the several departments and independent estab-

lishments with respect to investigations and
reports from agents in foreign countries and of
determining the extent to vhich those needs

are being met, a coordimating committee composed
of the heade of the several departments and
independent cstablishments, or thelr delegates,
shall meet in the Depariment of State weekly

and as much more frequently as may be found
negeasary, to formulate methods for the allo-
cation of activities among the several agents,
indicate the manner of carrying on those activi-
ties in the field, pass upon differences between
agente of the several departments, determine
upon the distribution of informmation to the
several interested departments and independent
establishments, the objeoct to bde attained being
the maximum result with the least expenditure
of money, improvement of the effectiveness of

the Forelgn Serviee aep a whole, and unity of
purpo se




-

purpose and performance. This committee shall
be advisory %o the Gegretary of State in vhom
the administrative control of government agents
in foreign countriee ig vested;

It shall be a prineiple of adninietration that
all agents of the United Ztates Government
gtationed in a foreign clty shall be brought
together inte the same aquarteres and wherever
such dunﬂarg are not omed by the United
States Jovernment the rental rchall be included
in the budget of the Department of HState and
the guarters o provided shal) be pald for,

maintained and controlled by the Seeretary of

btate;

The compensation of the subordinate personnel
of all agents of the United Statesg in foreign
countries shall be revised and brought into
haraony, in accordance with the prineciples
underliying the Classification Aot of 1923
applicable to the executive departments in
Washington and the Foreign Service Act of
February 23, 1831;

Agents of other departmente who have been
assligned to dutiesg in the forelign field under
the administration of the Department of HState
as provided in this Order, shall be considered

ag
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as agentes of the Department of State, during
the continuance of euch foreign assignments,
for the purpcse of making them legally eligible
to be granted allowsnces for living quarters,
heat and light sné coet of living rllowences;
nd the fecoretary of dtate dhall be suthorized
w elaarify such sgents und

ndminletration of

they shall re-

ctatug in the foreign
th fue welght given to the nature
and imvortance cf thely duties; and the funds
negepeary for auoch allowances nshall be included
An the Budzet of the Departiment of £fate; »nro-
vided, However, that such sgents »maceiving

slloeanean for aguariers under the ict of

June 10, 1922 (42 3tat 825) (which innlusern,

smong others, Army, Navy and Public Health
dervice offlicers) shall econtinue to receive
guch nllowances and are not therefors eligible
to allowances for living quarters, light and
heat from the Department of ftate., In order
that there may be aporoximate equality with
officers of equal basic salary having

diplomat lo
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diplomatiec status, the ZJecretary of State shall
be further authorized to make allowanges for
consular officeras and for agents of other De-
partments and thel» subordinate perasonnel

undey hie administrative contyol to reimburse
them for taxes and import duties nsid by them
and eatlmptes Yor nugk allowmnesa dhall bHe
inoluded in the annusl budget of the Depart-

. gt » 4 e ,
ment of -tate,.

Hewa then l¢ & construntive program for the organiza-
tion and? sontrel of CGovernment cgente in the foreipn fleld
rvhich if advocuted by the Fresident snd properly oxplained
to Congress would, I sm convinced, be {nvorazbly recelved
and Af adopted would reflaat great credit upon the Ade
minigtration. If corrisd out in the epirit 4irn whiloch 1t
is proponed, it should reanlt in almost complately ﬁlininaﬁ-
ing the jealousies ~nd controveraeles that have too often
existed amnng the perscnnel of the Sovernment in forelgn
countries, would oroduwee unity of purpose, yrevent duplie-
cation of effort and waste of money, Ouch & progral an
this would be in harmony with the pime of several Adninis-
trations, including the present one, of bringing about
better coordination and organlizetion; with the polloy

pursucd in the United S5tates in respect to the combined

housing of govermnment asctivities; with the classification

nots
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acte which regulste compensation in ths several depart-
mente in ¥Washington and at the same time 1t would not
interfere in the slightest with the proper technieal
funetions of the several spente of the Government in the
foreign field.

Huok az the negessily of msiking some ruch recommenda-
tion as the Toregoling iz regretted, it ir felt after yoars

of expasrience that notbhing ahort of aonsolidstion of some

of the setivitles indleasted, ineludlne thoss of the Depart-

rent of Comacree, with the Forelpn Jervice under the New
partaent of “tate wAll "% sn end to the wrivalmies and fric-
tion which nerlodically srine hatwaen A4inlomatic and con-
sular cffiecers ond the speants of other departmenta =nd aleo
between the Dopartment of 2tete and ather departments in
connectisn with retivities in foreisn countries and orovide
a smoothly working, sll-ineclusive governmental orgsnization
in foreism countries under a centralized administrative

control.




