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ir. Julean Arnold,
Conmorcial Attaché,
Care Ameriocan Legation,

MO China.

Dear Arnold:
Por some time I have been concermed over the inoreasingly per-
funotory tone of the quarterly roeviews. This has been caused mainly

by the inability of the soveral division chiefs to take time %o
review carefully the work of each foreign office at the end of the
quarter. A mch more specific and direct reaction has been arranged

which will permit us to dlscontinue the gquarterly review.

The ordinary primary duty of each offlce is the nrenaration of
ts. The investigation and research work involved in the

such monographs frequently reguire the sorvice of the
Moreover, 1t 1s such material as this

_ washington. When a major report is
received 1 will send it to the dlvision chief primarily interested
with a note that I want a candid analysis and oritlcism. 1 am going
to review these criticisms personally and then write to the field

officer regarding his work.

0f eourse this arrangement will only be followed when major
ronorts are received, but I believe it will assist each of you in the

po
field by furnishing suggestions and ocriticisms as soon after the
receint of a report as possible.

' However, you are in a much better position than I am to say

what is valuable and what 18 not., I want you to let me know just what

you taink of this arrangement. Oriticisms of it and suggestions for
its improvement will be most weloome. I am counting unon your

sooperation to make the direction of the Foroign Hervice as nracticable
and satisfactory as possible.

major repor

preparatien of
entire staff of an office.

that is of greatest utility in

Sincerely yours,

Julius Klein
Director
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Dr. Julius Klein, Director
Buresu of Foreign and Domestic Commerce

Washington

Dear Dr. Klein:~

our commmication of February 4 on the shove subject,

Re farring to y
with the representations

I mey state that I am in thorough sympathy
made therein.

There is o danger that the Bureau's organization abroad will De-
come so saturated with the demands for roatine work, involving the
preparation of numerous sterotyped reports timt it will lose much
of its effectiveness. We must safegmard ourselves against having 10
expend fifty per cent of our time and money in what might be termed
aseless rountine. One of the most useful services which the Burean
can parform in furtherance of the affectiveness of its work in the
field is to cut down in every possible way the demands upon the time
and energy of its organization abroad in labors of o useless nature.
Sometimes I am under the impression that we are called upon 1o devote
ton minutes in explanations of five minutes of actual work donee. .

There is a danger that the Bureau's foreign service will fal
into the unsatisfactory condition which today marks the Consuldy F

service. The best thing that could happen to our Consular Se 2 §
todey would be to have every Consulate in the world burn down with4

211 of their archives and records, as well as all of the archives and
records destroyed in Washington, making it necessary to start in all
over again and build up a new service under a new set of offices at

! Washington. Our men abroad are so swamped with routine, rad-tape

work that they hardly have the time to devote their emnargies to the
larger, constructive phasas of thelr work. I am always impressed when
I call upon our Consul-Gensral at Shanghal to find his desk
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gwamped with routinae, and then note the contrast when cal ling upon

the Japaneso Consul-Genaral or the British Consul-General to find

their desks comparatively cleam, leaving them free to devote their

sof forts to less exacting details in connection with their work. The

personnel of the imoricsn Consulate-Gensral {s larger than that of the

{British or the Japaness, end yot our interests at Shanghal are no ]
greater and probably less then are those of either the British or

Japaneso.

The elaborate system of recording every sarvice and act performed,
rds and most exacting instructions y

/the keeping of most detal led reco
in(regard to the handling and filing of correspondence, the maltipli-
city of usaless reports combined with the fillingz out of all s0ris of

foyms and the mseking of sextuple and octuple copies - all contribute
to swamping us with over-organization and inconsequential details.

Thus I am in full sympathy with everything tlat has ©0 do with

keaeping our organization from getting into these ruts that become SO
deep that we are not shle to see the landscape beyond because of ths

height of the sides of the rut imto which we have fzllen, as is =
the casae of our Consular Service todaye. I mske this statement in no

spirit of unkindliness towards the Service for the reason that in
spite of the very anfavorsble conditions surrounding it, we have 1in

the majority of cases a splendid corps of men working hard to get
results, but horribly handicapped by conditions under which they are

forced to labor.

The discontinuance of the quarterly review is an excellent 1ldsz.

Concentrating our efforts on major reports is still more in line with
affective constructive efforts. We need criticisms in connsction with

these reports so long as thess criticisms are of a friendly and con-
structive nature, Some individuals ecriticise for the mere sport of it,
or because they are by nature given to adverse criticism - in other
words, everything done by anyons else 1s subject to criticism on their
 part. Hence it is necessary to lay down some broad and general rules
and ideas in connection with the entire subject of criticisms, so that
they may be of a comstructive end helpful natwe. The object of any
criticism in connection with reports prepared by men in the field should
be to meke those reports of the most help in actual trade promotion.

I am certain that the men in the field will gppreciate careful criti-
ciesm designed to be helpful in this connections In fact without such
ariticiem I am canvinced that our work will not be a8 useful as it

f;mllld be otherwlise,

Sincerely yours,

Julean Arnold
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