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I am happy to have this opportunity to talk with you about organization and 
methods work and to tell you how many of the government and private business 
organizations in the United States keep a constant check on their administrative 
operations in order to be certain that they are efficiently conducted, and later, 
perhaps to learn from you what Vietnamese organizations are doing in this field. 

I know that to many of you, what I say will be very familiar, but in a group as 
large as this and with varying amounts of experience with this s~bject, we must 
go back to fundamentals. 

The Field of Organization and Methods - Types of Problems 

With what problems are organization and methods analysts concerned? 

Generally, they deal with: 

1. Organization structure, delegations of authority, staffing patterns or tables 
of organization, distribution of personnel among officeQ, measurement of workloads 
and performance standards. 

2. The flow of documents from one desk to another and from one office to another, 
reports from one office to another, the design and control of forms and systems 
of directives. 

3. The allocation of space and the arrangement of equipment and personnel within 
an office, the effective use of office machinery and the conservation of materials. 

Because I have only recently arrived in Viet-Nam, most of the examples or illustra­
tions which I will use will necessarily be drawn from my experience in the United 
States. Actually, this will be good, for I think that it demonstrates that the 
problems and activities in this area of management, whether of Government or 
private business, Whether in the United States or in Viet-Nam are very similar. 

The field of organization and methods is large. The course on this subject given 
at the National Institute of Public Administration for instance, requires two 
hours a week for a year. In thinking about what part of the field to discuss in 
the few minutes that we have together, it seemed to me that, considering your 
place in the Government, we should spend our time talking, not about how to design 
a form, or to draw an organization chart, since you will have technicians to do 
these things for you, but about what these techniques are, and what they can do 
for you, the managers of the government's operations. 

How 0 & M techniques can help government executives do a better job of management 

Your major task as government officials is to ensure completion of the programs 
entrusted to you as efficiently and economically as posaible. That means that for 
each major responsibility or program you must consider: 

1. Organization - You must have the right people in the right place. 
2. Methods - How, where and when is each task to be done. 
3. Evaluation - Is the work being done correctly? Economically? On time? 

Use of the 0 & M techniques which I will describe will help you assure the success 
of your programs, at least in terms of effective execution. 
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Organization Principles 

I have used the term "principles of organization" in the outline of this talk 
because all organizations whether government or private, have found that they have 
many almost identical problems in organizing themselves to do the work for which 
they were created, and that th.e answers, in many cases were also identical. 

In fact, hol-tever, these "principles" cannot be applied to a given organization 
without modification to meet a specific problem because in every case: 

1. Organizations consist of groups of people all of whom do not respond 
identically to a given situation. 

2. Every group is a living, fluid force, so that even reaction by the same 
group to the same situation may vary over a period of time. 

3. Inevitably, compromises must be made because of unique considerations 
applicable solely to the situation under consideration. 

It would perhaps be better, then, to regard these "principles" as questions which 
the organization planner must answer with regard to each specific situation. Let 
us consider some of these questions. 

1. How many employees can a supervisor effectively coordinate and direct? 
To arrive at an answer to this question we must consider: 

a. Is the work routine and repetitious? 
b. Are all employees doing identical work? 
c. Is the program a continuing, stable one, or a new fluid one? 
d. Are the employees physically close to the supervisor? 

2. Is this work, or closely related work, being done elsewhere? 
3. Does the supervisor who has responsibility for carrying on the work have 

the authority necessary to do the job? 
4. Is responsibility and authority to do a specific job delegated as far 

down the administrative ladder as possible? Before we can delegate authority and 
responsibility downward, we must know: 

a. Are there standard policy and operation practices in force so that 
decentralized operations will be relatively uniform'? 

b. Would it be more efficient and economical to centralize certain of these 
activities? 

c. How quickly must decisions be made? 
d. Are there capable subordinates available to assume the responsibilities? 

5. Are employees made responsible, administratively, to more than one 
supervisor? They may, of course, receive technical or staff supervision from others. 

6. Is every responsibility or function of the organization clearly and 
specifically assigned to an individual or subordinate unit within the organization? 

7. Are the responsibilities and functions assigned to each organization unit 
clearly and unmistakably defined? 

8. Does each employee know to whom he is responsible, and who is responsible 
to him? 

9. Is the basis of organizational structure, e.g. geographical, product, 
function, etc. considered at all levels of the organization? 
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Symptoms of Poor Organization 

I think that all of you here, merely by virtue of your experience, have developed 
a "feel" that tells you whether a group is well organized and operating smoothly. 
If you have. ever taken the time to analyze this "feeling" you will find that it 
results from the recognition of such things as: 

1. Executives are immersed in details and too busy to give their time to 
planning, evaluation of operational results and policy making. You can correct 
this situation by developing standard operating procedures and delegating authority 
to handle routine responsibilities. We have found, using the concept of accepting 
"calculated" risks, of which I will Eray more later, that it is better to delegate 
discretionary authority to subordinates and accept the risk that a few errors 
will be made, than to slow down operations by insisting on detailed supervisional 
review. Let me give you an example of this. I was called in to review the 
operations of a branch office of a large meatpacking concern. The branch processed 
several hundred thousand pounds of meat a day, and the manager had absolute 
authority to handle these operations - deciding how to process the meat, to whom 
to sell it, credits, finances, etc. as he saw fit. His sales were about $50,000 
per day. But if he wanted to buy a pencil, or a typewriter ribbon, he had to 
write to the main office in Chicago. This was changed, of course, because if the 
manager was competent enough to be trusted to handle $50,000 worth of meat daily, 
certainly he could be trusted to buy administrative supplies and equipment when it 
was necessary. This story also illustrates another point which is applicable to 
other management activities as well as organization. The practice that central 
office approval be obtained for administrative expenditures had been started when 
the company was small and concentrated in the Chicago area. Under these circum­
stances, centralized buying of these supplies was desirable because it was more 
economical. But the circumstances had changed and the operating procedures had 
not changed to meet the new circumstances. I think that you will find it helpful 
to review your organization and procedures every few years, even though operations 
seem to be going smoothly, because changes in objectives and program occur, and 
organization and procedures should be changed to meet these revised programs and 
objectives. 

2, A second symptom is that individual employees are not certain of the 
exact scope of their authority and responsibilities. Consequently, certain respon­
sibilities, which appear to be borderline, are carried out by no one, or conversely, 
are duplicated by several organization units. You can correct this situation by 
issuing specific statements of authority and responsibility such as those that I 
will describe in a few moments. 

3. Knowledge of the objectives and policies of the organization as they 
apply to each employee's work, is missing. 

4. Employees employ little initiative in performing their duties. 

While these two symptoms have employee training implications, they are organizational 
problems, too, in that they often stem from a lack of clearly presented statements 
of overall policies, and objectives, and of lack of understanding by the employee 
of how his work affects, or is affected by, the work of other employees. You will 
find that When an employee has a thorough understanding of the work of the entire 
organization, he can often suggest changes in his own operations that will make 
the work of other employees easier. 
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Documentation of Organization 

Any plan of organization which you may develop does not actually exist until 
everyone involved is familiar with it. The employees working within its structure 
must know the jobs assigned to them and their relationship to other people within 
the group. Outsiders who have dealings with the organization must be familiar 
with its structure so that they will know who to contact on specific problems and 
understand the relationships which exist between members of the organization with 
which they are working. It is almost essential, therefore, that every plan of 
organization be accurately documented and that these documents be made available 
to all members of the organization and to those who have frequent business with 
the organization. 

The documents should include the following: 

1. A statement of functions of the organization, that is, an itemized list 
of the activities, clearly defined, for which each unit of organization is respon ­
sible. 

2. Organization charts. There are several types of organization charts 
which may be used singly or together to portray the organization plan. Among the 
more common charts are: 

a. Structural charts, Which outline the basic anatomy of the organization 
and outline the basic relationships existing between units of the 
organization. 

b. Functional charts, which outline the duties or responsibilities of the 
units of the organization. 

c. Position charts, which show the title and rank of persons employed, or 
authorized to be employed within a unit. 

d. Combination charts, that is, combination of two or more of the charts 
just described. 

Specimens of the charts described are included in thewritten copy of this talk 
which you will receive. 

Work Programming 

Work programming is the preparation of a step-by-step plan for accomplishing the 
objectives of your organization with a maximum of speed and a minimum of cost. 
It means breaking down a program into its component parts, and establishing a firm 
schedule for completing each part. Work programming will help you more definitely 
know what personnel, equipment, space, etc. you will need each period for each 
program, and, in total, for your agency. Thus, you also obtain a firmer and more 
accurate basis for preparing your budget. 

But to obtain the maximum usefulness from your work planning, you must also provide 
some means of examining the results and comparing them with the plan. Two comple­
mentary techniques are usually used for this purpose: reports, of which we shall 
say more in a few moment~, and inspection. Inspection is the examination of 
conditions and performance and their comparison with the established program. By 
this means, supplemented by data from your periodic reports, you will be able to 
discover failures, or deviations from the plan while there is still time to take 
corrective action, or if necessary to amend the plan so that it will more closely 
correspond to the realities of the situation. 
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Work Measurement 

'lhe purpose of work measurement is to enable you and your subordinates to determine 
how well the work for which you are responsible is being done and to help you 
keep work-load and personnel in balance. If more man-power is assigned to a 
job than is needed, man power is being wasted. If too few persons are assigned 
to a job, performance suffers. By the use of work measurement techniques you 
will be able to: 

1. Transfer personnel promptly between activities in accordance with work­
load fluctuations. 

2. Evaluate the effect of changes in organization, procedures, equipment, etc. 
3. Substantiate requests for additional personnel or for reduction in 

personnel and estimate future personnel requirements. 
4. Compare performance of similar activities at different offices so that 

you can detect those that appear to have the most or least efficient organization, 
procedures, equipment, etc. 

Work Simplification 

Work simplification is the systematic analysis of the factors that influence job 
performance and the design of simplified work procedures. These simplified 
procedures result in the elimination of wasteful applications of human effort, 
equipment, supplies and space. 

A. We practice work simplification when we analyze 
1. The forms, reports, and other documents used in a procedure, which 

l-Ie refer to as "paper work" 
2. The sequence of operations using these documents 
3, The layout of the space used for these operations 

B. In order to: 
1. Eliminate unnecessary work 
2. Simplify necessary work 
3. Provide the most economical sequence of operations 
4. Provide the most effective lay-out of space. 

Paperwork Management 

Paperwork is a necessary evil in all large scale operations, government or private, 
because it is the only practical way to inform members of the organization of new 
plans and procedures to collect information on which operations can be evaluated 
and decisions made, and to document the activittes of the organization. 

I do not know how many pieces of paper are handled daily by employees of your govern­
ment but considering the fact that these include records of all types: directives, 
vouchers, reports, regulations, order, correspondence, etc. and that each of these 
must be created, reviewed, mailed, processed, filed one or more times, the magnitude 
of the volume of paper can be imagined. But by the use of organization and methods 
techniques, it is possible to make this paper t~ork for Managements, instead of 
remaining paperwork for management. 
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Procedures, or Work Methods Instructions 

Ea~1 employee sees only a small part of the total job. Because all of the parts 
are interdependent, and must fit together perfectly, 1t is necessary that the 
ways and means of doing the job be presented by someone who sees the job as a 
whole. This should be done in writing. 

In my experience I have found that many instructions are disregarded, or are carried 
out improperly because the plans or ideas are not understood. Your instructions 
have much better chance ot being followed if they are: 

1. Clear 
2. Complete 
3. Brief 
4. Easy to read 
5. Easy to remember 

How do we achieve these qualities? I have tried to follow these rules, and have 
found that they usually help me achieve my purpose: 

1. The person writing the instruction must be familiar not only with the 
subject-matter directly discussed, but with the implications and reasons for that 
matter. 

2. The written instruction should tell the employees: 
a. Who is responsible for carrying out the instruction 
b. Why is it necessary or desirable that this be done 
c. What, exactly, is to be done 
d. When is it to be done 
e. Where is it to be done 
f. How is it to be done 

3. Define every fact, concept, relationship with which any reader of the 
instruction is likely to be unfamiliar. 

4. Describe explicitly the flow of work and the sequence of operations, i.e. 
make clear both the source from which each piece of paper comes, and the process 
or operation which follows each step described in the procedure, particularly as 
to the disposition of forms and other work imaterials. 

5. Cancel, specifically, all previous instructions, requirements or methods 
which were previously in force in connection with the procedure. 

6. Write clearly and simply. Use short, simple sentences. Place all major 
ideas in separate paragraphs. Use topical headings and sub-headings which stand 
out from the rest of the material. Use concrete illustrations or examples whenever 
possible. 

Form Control 

A form is a management device for securing uniformity and simplicity in the 
recording, transmitting and processing of information. Through the continuing 
analysis and improvement of forms and procedures relating to their use you can 
obtain: 

1. Maximum simplification of appropriate, necessary forms. 
2. Improvement of office procedures based on forms. 
3. Consolidation of forms which are designed for the same or similar 

functional purposes. 
4. Elimination of non-essential and obsolete forms. 
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These will lead to ': 

1. Simplified work procedure 
2. More expeditions and uniform processing and handling of information and 

reduction of time required for filing. 
3. Reduction in time required to process needlessly complex forms. 

Reports Control 

A report may be defined as information transmitted by one office ~o another to 
help the latter 

l. Form policy 
2. Qontrol operations 
3. Evaluate performance 
4. Prepare other reports 

Before they are placed in use, reports should be carefully reviewed to: 

1. Eliminate all unessential duplicate and unnecessarily complex reports. 
2. Insure that the contents of the reports will serve the purpose for which 

intended and that proper reporting intervals and realistic due dates are established. 
3. Insure that instructions and forms used tor a report are clear and complete. 

Through such review, you will achieve 

1. More efficient planning and control of operations through simplified, 
easily interpreted reports. 

2. Savings in labor now expended in compiling, preparing, transmitting, 
reviewing and filing non-essential reports. 

Systematic reporting procedures can and should be used to keep management up-to­
date on the problems and progress of the work program of the organization and 
provide a basis for the evaluation and follow up of work being done. 

Correspondence 

If you will review your correspondence for a period of time you will probably find 
many letters which carry approximately the same information. For this type of 
letter you can prepare and use form letters and paragraphs. The use of form 
letters -- some of which can be mimeographed rather than individually typed, will 
save the time of your typisto, reduce the number of carbon copies which will have 
to be produced, filed and stored, and the number of letters which you will have to 
read and sign. 

I would like to add a few words about the contents of your letters. Today, I am 
sure that 1n this country as in my own, recipients Judge your letters not by 
literary conventions nor grammatical niceties, but by how clearly and briefly it 
tells them What they want to know. It is not easy to write a brief letter that 
says exactly what you have in mind. One of our great Supreme Court Justices, 
Oliver ~lendell Holmes, once wrote to a friend: "I am writing you a long letter 
because I do not have time to write a short one". I have a very good illustration 
of this. Recently I sent an order to a firm and requested some information about 
how they shipped goods. They sent me a mimeographed letter of one and a half pages 
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These will lead to:

Simplified work procedure1.
2. More expeditions and uniform processing and handling of information and

reduction of time required for filing.
3. Reduction in time required to process needlessly complex forms.

Reports Control

A report may be defined as information transmitted by one office to another to
help the latter

1. Form policy
2. Control operations

Evaluate performance3.
4. Prepare other reports

Before they are placed in use, reports should be carefully reviewed to:

1. Eliminate all unessential duplicate and unnecessarily complex reports.
2. Insure that the contents of the reports will serve the purpose for which

intended and that proper reporting intervals and realistic due dates are established.
3. Insure that instructions and forms used for a report are clear and complete.

Through such review, you will achieve

1. More efficient planning and control of operations through simplified,
easily interpreted reports.

2. Savings in labor now expended in compiling, preparing, transmitting,
reviewing and filing non-essential reports.

Systematic reporting procedures can and should be used to keep management up-to-
date on the problems and progress of the work program of the organization and

provide a basis for the evaluation and follow up of work being done.

Correspondence

If you will review your correspondence for a period of time you will probably find
many letters which carry approximately the same information. For this type of
letter you can prepare and use form letters and paragraphs. The use of form
letters -- some of which can be mimeographed rather than individually typed, will
save the time of your typists, reduce the number of carbon copies which will have
to be produced, filed and stored, and the number of letters which you will have to
read and sign.

I would like to add a few words about the contents of your letters. Today, I am
sure that in this country as in my own, recipients judge your letters not by
literary conventions nor grammatical niceties, but by how clearly and briefly it
tells them what they want to know. It is not easy to write a brief letter that
says exactly what you have in mind. One of our great Supreme Court Justices,
Oliver Wendell Holmes, once wrote to a friend: "I am writing you a long letter
because I do not have time to write a short one". I have a very good illustration
of this. Recently I sent an order to a firm and requested some information about
how they shipped goods. They sent me a mimeographed letter of one and a half pages
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Which rambled all around the point. Apparently, the person who signed the letter 
realized this because he added a three-line postscript which said "'Ibis is stmply 
an invitation to open a r~gular account and your initial order will be shipped 
irrespective ol' any reply. 11 How much better if they had said that in the first 
place! 

R~cords Management 

The term "Records Management'' is now beginning to cover the creation of records, 
that is forms, reports and correspondence as well as the disposal of these pieces 
of paper. However, since we have already discussed these separately, we will talk 
only of record~ disposal. 

I am sur~ that you are all familiar with this problem because I have visited some 
of your cfficei:l and have seen folders of records piled high on desks, cabinets and 
even on the flcor. Moreover, as your agencies broaden the scope of their activi­
ties and obtain equipment which make it easy to prepare multiple copies of docu­
ments, you will find that your store of records will increase in geometric 
proportions. 

You have possible several methods of disposing of these old records. 

1. Outright dentructicn 
2. Maintenance in their present form but stored away from the office. 
3. Maintenance on microfilm 
4. Transfer to an archives 

Which method you use will depend upon legal requirements and your estimate of 
future use of the reccrds. For instance, in some personnel folders stored in the 
South Viet-Nam Archi17ed I saw approval of leave forms written in 1932. You might 
decide that you would norm~lly not require this record after a period of two years, 
say, and destroy it at that time. On the other hand, you may have the drawings of 
the water and power llnes in a building which you will want to keep as long as 
the building st&nds in ord~r to be able to make repairs quickly if necessary. You 
might well deciC..~ to microf:::. ..J..m such a record. 

To do any of these things you first must know what kinds of records you have, how 
many of each kind you now have and how fast they accumulate. Then, knowing how 
you use them, and therefore the probability of their future use, and of any legal 
restrictions on the disposal of specific records, you are in a position to 
determine how long you must keep each record, whether in your own file or elsewhere. 
You will be interested in a new concept which is attracting attention in the United 
States in connection with the disposal of old records - the acceptance of a cal­
culated risk in destroying records which may be needed in the future but which 
probably will not be so needed. Let me give you an example. I was called into 
consultation by a large rubber company which had filled all of its storage room 
with records, and in an attempt to make more ~pace available, was microfilming these 
records at a cost of about $30,000 per year. Part of this store of old records 
w~re the cance:.led checks used to pay employees 1 salaries. The company had 15,000 
employees and paid them every week. Since the state in which the comp&ny was 
located has a statute of l~mitation of 11 years, the company was holding these 
pay checks for 11 years, because their lawyers had advised them that if they did 
not have the cancelled checks as proof of payment, an employee could claim that he 
had not been paid, say 10 years ago, and the company would be required to pay him 
again. This was true, but when we searched for the facts we found that as far 
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which rambled all around the point. Apparently, the person who signed the letter
realized this because he added a three-line postscript which said "This is simply
an invitation to open a regular account and your initial order will be shipped
irrespective of any reply. How much better if they had said that in the first
place!

Records Management

The term "Records Management" is now beginning to cover the creation of records,
that is forms, reports and correspondence as well as the disposal of these pieces
of paper. However, since we have already discussed these separately, we will talk
only of records disposal.

I am sure that you are all familiar with this problem because I have visited some
of your offices and have seen folders of records piled high on desks, cabinets and
even on the floor. Moreover, as your agencies broaden the scope of their activi-
ties and obtain equipment which make it easy to prepare multiple copies of docu-
ments, you will find that your store of records will increase in geometric
proportions.

You have possible several methods of disposing of these old records.

1. Outright destruction
2. Maintenance in their present form but stored away from the office.
3. Maintenance on microfilm
4. Transfer to an archives

Which method you use will depend upon legal requirements and your estimate of
future use of the records. For instance, in some personnel folders stored in the
South Viet-Nam Archives I saw approval of leave forms written in 1932. You might
decide that you would normally not require this record after a period of two years,
say, and destroy it at that time. On the other hand, you may have the drawings of
the water and power lines in a building which you will want to keep as long as
the building stands in order to be able to make repairs quickly if necessary. You
might well decide to microfilm such a record.

To do any of these things you first must know what kinds of records you have, how

many of each kind you now have and how fast they accumulate. Then, knowing how
you use them, and therefore the probability of their future use, and of any legal
restrictions on the disposal of specific records, you are in a position to
determine how long you must keep each record, whether in your own file or elsewhere.
You will be interested in a new concept which is attracting attention in the United
States in connection with the disposal of old records - the acceptance of a cal-
culated risk in destroying records which may be needed in the future but which
probably will not be so needed. Let me give you an example. I was called into
consultation by a large rubber company which had filled all of its storage room
with records, and in an attempt to make more space available, was microfilming these
records at a cost of about $30,000 per year. Part of this store of old records
were the cancelle checks used to pay employees' salaries. The company had 15,000
employees and paid them every week. Since the state in which the company was
located has a statute of limitation of 11 years, the company was holding these

pay checks for 11 years, because their lawyers had advised them that if they did
not have the cancelled checks as proof of payment, an employee could claim that he
had not been paid, say 10 years ago, and the company would be required to pay him

again. This was true, but when we searched for the facts we found that as far
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back as the oldest employee could remember there had never been a case where an 
employee who believed that he had not been fully paid, did not make his claim 
within a few days. I was therefore able to persuade management that although 
they were indeed liable for an 11 year period, the probability that they would 
ever be called upon to make a seco~d payment was very small, and that it would be 
cheaper to talce this r~sk than to continue to store these records for ll years. 

Office lay-out 

You are in the 'n!ddle of a period in which a general ~hortage of office space and 
equipment is cou~led with a growing demand for both of these. A study of your 
office lay-out relative to the operations carried on there may help you make your 
office mor~ R6equate for your work. 

Ideally, eve~y 0ffice should be so arranged that 

l. There is a straight-line flow of work which will insure a minimum of 
criss-crossing of work in process. 

2. Space is conserved, yet enough room is provided for each employee to 
operate effectively without being cramped. 

3. vlorking conditions are such that personal efficiency is increased and 
office strain and fatlg~e ar~ decreased. 

A simple drawing can sometimes show if the lay-out of an office can be improved. 
On a scale drawing of the office as presently arranged draw lines showing the flow 
of work through the office. If considerable criss-crossing and long distance 
movements are shown, it is p:r.•obable that the lay-out can be improved. An example 
of this type of chart ~ .s shown in Exhibit 4. 

In alloting space among the va't'ious operating groups within your office, consider 
the following: 

1. The work of eech u.1~ t should flow continually in one direction within 
itself. 

2. Place units that work closely with another in adJacent space. 
3. Place offices that are visited by the public near the building entrance. 
4. Place secret and non-public work in space away from the street. 
5. Minimize the number of private offices and partitions since these not 

only make clerical supervision difficult, but interfere with lighting, ventilation 
an1 the flow of t-rork. 

6. Use t:·v~ b~st li81tted space for location of clerical activit~.as or those 
requiring close cr visual work. 

Starting 0 & M vlork in Your Office 

At the beginning of this talk I said that I would talk principally about how you 
can use 0 & M techniques, rq·cher than the techniques themselves, because these 
latter were principally of interest to technicians. I understand, however, that 
because of lack of funds, and a shortage of technicians, many of you do not have 
such service avallable to you. I want to point out that many of these things can 
be done by your present personnel. 

For instance: 
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back as the oldest employee could remember there had never been a case where an
employee who believed that he had not been fully paid, did not make his claim
within a few days. I was therefore able to persuade management that although
they were indeed liable for an 11 year period, the probability that they would
ever be called upon to make a second payment was very small, and that it would be
cheaper to take this risk than to continue to store these records for 11 years.

Office Lay-out

You are in the middle of a period in which a general shortage of office space and
equipment is coupled with a growing demand for both of these. A study of your
office lay-out relative to the operations carried on there may help you make your
office more adequate for your work.

Ideally, every office should be so arranged that

1. There is a straight-line flow of work which will insure a minimum of

criss-crossing of work in process.
2. Space is conserved, yet enough room is provided for each employee to

operate effectively without being cramped.
3. Working conditions are such that personal efficiency is increased and

office strain and fatigue are decreased.

A simple drawing can sometimes show if the lay-out of an office can be improved.
On a scale drawing of the office as presently arranged draw lines showing the flow
of work through the office. If considerable criss-crossing and long distance
movements are shown, it is probable that the lay-out can be improved. An example
of this type of chart is shown in Exhibit 4.

In alloting space among the various operating groups within your office, consider
the following:

The work of each unit should flow continually in one direction within1.
itself.

2. Place units that work closely with another in adjacent space.
3. Place offices that are visited by the public near the building entrance.
4. Place secret and non-public work in space away from the street.
5. Minimize the number of private offices and partitions since these not

only make clerical supervision difficult, but interfere with lighting, ventilation
and the flow of work.

6. Use the best lighted space for location of clerical activities or those

requiring close or visual work.

Starting 0 & M Work in Your Office

At the beginning of this talk I said that I would talk principally about how you
can use 0 & M techniques, rather than the techniques themselves, because these
latter were principally of interest to technicians. I understand, however, that

because of lack of funds, and a shortage of technicians, many of you do not have
such service available to you. I want to point out that many of these things can

be done by your present personnel.

For instance:
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1. Technical skills are not required tio insure that your written instructions 
answer the questions who? what? when? ·~ere? how? 

2. By reading th~ arretes which govern your ope:rP.tions. you can make a list 
o'!: your re~pom:: i!:lilitj ~s. By chedci.ng t l1is l.:s t agr . .inr.: t "..:he respo:.1sib1L.ties of 
·cl'! P ·;ariou ;.~ bure:;.u.s, sJ.;c., ~rou car. c'l.eterinj_na l f a .l l of your ~·esponuibiJ i~ies have 
b c-. ~:n assigned. 

3. From th~s list, too, you can prepara the documentation of organization 
referred to previc~sly. 

4. You can set achie-,re~ent g·:>als fo J.~ each progrdm, 'Ihese w:Lll be :-oughly 
ef:timated r.t fir~t, bu·::; with practice yo'J. wil~. achieve precision. 

5. You <.:an revJe~1 the reports you ~eceiva .- revising them if necess::.ry to 
insure th 'l 'v tl..r:~y furniclh you Hith the informati0n you need to measure the progress 
of eabh p'l:"t• e":'c.l!l , 

6. You (~6.~1 take an invP.ntory of youl" record~, and determine how long you 
should retai0 ~d~h, an~ wh~t the legal restrict!ons are upon their disposal. 

7. An<i ~1c .;; t important of all, you can encourage your employees to suggest to 
you what ac ticns you cc..n tr.k~ to make the work of your office more efficient. 
The men anC:. women who clo the routine day-to-day work of your office know very well 
if . they a.re preparing ·J.~eles~ copie~ of dccuments, or filing pape:r·s that will 
never again b •~ 11Bed. I f 7c.u can tap this rvservoir of knowledge by appropriate 
incentived . y(')u ':an do mo:.o:-c "-:oward raising t h 8 ·.::ffic iency of your office than in 
ar.y other 1\ay c 

As I said, th~ :;:>::e!Jt::l:: t suprly -: .:' 0 & M technici:.ns in 'Viet-Nam is very limited, 
but at th8 Instituce "'J f ' PurJj_c .l.d.ni.nistration w.?. will be training more of them 
each year, so tha.t scon th:..s }a:~k t-J"ill be remed:ed. 

Possibly more fur..ds rna: · bt m:."'.<i.:::: 8.VJ.ilable for this purpose next year. Meanwhile, 
if you recogniz~ the d :, E' :t ~·?!) :.:. J.ity uf such a program, Pnd do w!1at you can with the 
funds and pe:rr;o!'lnel Y(">'L.t 11.e:A.P~, vu~~ will have taken the all important first step. 
In this conn~ctiur.. , I e:.m fc : K1 J!"' r~lating a story which may or may not be true, but 
which well illv. ,.n~ra.tt::J t.i.1 ~1 . t -~)C1'1 '\.; ~ It is said that during the First \•/orld War, 
the Big Three (:.?:.'e::;::~~ ; l t Hil"' CJ4-:_, .2r-ime Minister Lloyd George, Premier Clemenceau) 
decided that the North SE!r;. ~n< : st be mined as a defense against submarines. They 
called in the commander of the ~0 !' 1..;h Sea fleet, Admiral Sims, and told him of this 
decision. He protested that he ~id not have enough mines or mine-layers for an 
operation of suoh magnitude. 11 D<J you have one mine-l&yer, and one mine? 11 President 
Wilson asked hi!l . 11 0f 6ours~". replied the Admiral. "Then letts start laying the 
mines one at a c::.:ne until thn ~:ob is completed 11 the President told him. 

Similarly wi'tl". •) & M ··rork 1n your office • • • ~td:r>t ~.o.i.ng \<!hat YC'U can with wbat 
you have . :rc.u w::.::.. :~ find t!1e1t each step you take will pay you dividends in 
efficiency and econom;y . 
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1. Technical skills are not required to insure that your written instructions
answer the questions who? what? when? where? how?

2. By reading the arretes which govern your operations, you can make a list
your responsibilities. By checking this list against the responsibilities ofof

the various bureaus, etc., you can determine if all of your responsibilities have
been assigned.

3. From this list, too, you can prepare the documentation of organization
referred to previously.

4. You can set achievement goals for each program. These will be roughly
estimated at first, but with practice you will achieve precision.

5. You can review the reports you receive. revising them if necessary to
insure that ti.ey furnish you with the information you need to measure the progress
of each program,

6. You can take an inventory of your records, and determine how long you
should retain each, and what the legal restrictions are upon their disposal.

7. And most important of all, you can encourage your employees to suggest to
you what actions you can take to make the work of your office more efficient.
The men and women who do the routine day-to-day work of your office know very well
if they are preparing useless copies of documents, or filing papers that will
never again be used. If you can tap this reservoir of knowledge by appropriate
incentives you can do more toward raising the efficiency of your office than in
any other way

As I said, the present supply of 0 & M technicians in Viet-Nam is very limited,
but at the Institute of Public Adninistration we will be training more of them
each year, so that scon this lack will be remedied.

Possibly more funds ma: DE made available for this purpose next year. Meanwhile,
if you recognize the distrability of such a program, and do what you can with the
funds and personnel you have, von will have taken the all important first step.
In this connection, I am ford of relating a story which may or may not be true, but
which well illustrates this point. It is said that during the First World War,
the Big Three (President Wilmon, Prime Minister Lloyd George, Premier Clemenceau)
decided that the North Sea mist be mined as a defense against submarines. They
called in the commander of the North Sea fleet, Admiral Sims, and told him of this
decision. He protested that he did not have enough mines or mine-layers for an

operation of such magnitude. "Do you have one mine-layer, and one mine?" President
Wilson asked him. "Of course", replied the Admiral. "Then let's start laying the
mines one at a crime until the job is completed" the President told him.

start doing what you can with whatSimilarly with 1) & M work in your office

you have you will find that each step you take will pay you dividends in

efficiency and economy.
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Questionnaire to be distributed in connection with lecture on 0 & M 

June 11, 1956 

1. Do you have any means presently within your organization for developing and 
placing into effect improvements in organization and administrative 
operating methods? 

2. Does your agency, in general, follow the suggestions for effective 
organization discussed in today's lecture? 

3. How do you tell employees what to do and how to do it? 

4. In what operations can you introduce printed forms in lieu of letters in 
your department? 

5. Do you make any distinction between records with respect to the length of 
time that you keep them in your files? 

6. Do you encourage employees to make suggestions for improving the way they 
do their work? How many suggestions have you had in the past year? How 
did you reward the workers who made these suggestions? 

7. Do you set target dates for specific jobs? Do you follow up to insure 
that the work is satisfactorily completed befere that date? 

• 
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Questionnaire to be distributed in connection with lecture on O & M

June 11, 1956

1. Do you have any means presently within your organization for developing and

placing into effect improvements in organization and administrative
operating methods?

2. Does your agency, in general, follow the suggestions for effective
organization discussed in today's lecture?

3. How do you tell employees what to do and how to do it?

4. In what operations can you introduce printed forms in lieu of letters in
your department?

5. Do you make any distinction between records with respect to the length of
time that you keep them in your files?

6. Do you encourage employees to make suggestions for improving the way they
do their work? How many suggestions have you had in the past year? How
did you reward the workers who made these suggestions?

Do you set target dates for specific jobs? Do you follow up to insure7.
that the work is satisfactorily completed before that date?
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STRUCTURAL ORGANIZATION CHART 

BUREAU OF MANAGEMENT 

---------------------------------------" 
" II lloFFICE OF DmECTORll 
II II 
II II 
II II 

Y==================~ 

. Exhibit 1 

( Organization and )) (( Budget and Finance ) 
~ Methods Division )----+----( Division ~ 

( ) ( ) 
( Personnel Division ) ___ _.._ ___ ( Office Service Division ) 
( ) ( ) 

Exhibit 1111

STRUCTURAL ORGANIZATION CHART

BUREAU OF MANAGEMENT

OFFICE OF DIRECTOR
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)Organization and Budget and Finance

}
Methods Division Division
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)

) )Personnel Division Office Service Division
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FUNCTIONAL ORGANIZATION CHART 

BUREAU OF MANAGEMENT 

--------------------------------------------------­~---- - --------------------------------------------~ II II 
II II 

/1 OFFICE OF DIRECTOR :: 
II II 
II II 
II II n -Directs and coordinates the fiscal, personnel n 
\\ and office services !'uno tions of the :: 
:: Department . :: 
II II 
11 -Formulates basic organization structure, 11 
II II 
11 operating procedures and methods and over- n 
II II " all management policies. 11 

~~ -Advises the Secretary of State on adminis- :: 
:: trative matters. :: 
II II 

--------------------------·---------------------------------------------------------------------------
( Q!ganization & Methods Division ) ( Budget & Finance Division ) 
(-Makes organizational studies. ) (-Prepares all budgets ) 
(-Conducts management inspections ) (-Collects, audits and compiles ) 
( and recommends improvement in >-~--< time, cost and work load data) 
( operational methods. ) (-Maintains detailed accounting ) 
(-Reviews proposed forms and ) ( records of the Department. ) 
( reports. ) (-Audits all vouchers. ) 
( ) (-Prepares payrolls. ) 
( ) ( ) 

( Personnel Division ) Office Services Division ) 
( ) ( ) 
(-Conducts recruitment, placement ) (-Prints and distributes all publiJ 
( and promotion programs. ) ( cations of the Department. ) 
(-Maintains personnel records. ) (-Receives, stores and issues ) 
( ) ( supplies and equipment. ) 
( )----(-Procures and allocates office ) 
( ) ( space and telephone service. ) 
( ) (-Provides mail, messenger and ) 
( ) ( file service. ) 
( ) (-Operates records management ) 
( ) ( program. ) 
( ) ( ) 

Exhibit 2iv

FUNCTIONAL ORGANIZATION CHART

BUREAU OF MANAGEMENT

OFFICE OF DIRECTOR

-Directs and coordinates the fiscal, personnel
and office services functions of the
Department.

-Formulates basic organization structure,
operating procedures and methods and over-
all management policies.

-Advises the Secretary of State on adminis-
trative matters.

Organization & Methods Division Budget & Finance Division
(

-Makes organizational studies. -Prepares all budgets
-Collects, audits and compiles-Conducts management inspections

time, cost and work load data)and recommends improvement in

(-Maintains detailed accountingoperational methods.
(-Reviews proposed forms and records of the Department.
(-Audits all vouchers.reports.
-Prepares payrolls.

() )

Office Services DivisionPersonnel Division

Conducts recruitment, placement Prints and distributes all publi
cations of the Department.and promotion programs.

Receives, stores and issuesMaintains personnel records.

supplies and equipment.
Procures and allocates office

space and telephone service.
Provides mail, messenger and
file service.

Operates records management
program.

) )
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POSITION ORGANIZATION CHART 

BUREAU OF MANAGEMENT 

========= ~ ======================= 
11 

II 

OFFICE OF DIRECTOR II 
II II 
II II 
II 1 Director Grade II 
II II 
II 1 Adm. Asst. Grade II 
II II 
II 1 Secretary Grade II 
II II 
II II 

------------------------------------------------- ----------------
( 

Organization & Methods Division ) ( 
Budget & Finance Division ) 

( ) ( ) 
( 1 Division Chief Grade ) ( 1 Division Chief Grade ) 
( 3 Analysts Grade ) ( 1 Asst. Division Chief Grade -) 
( 3 Secretaries Grade ) ( 4 Supervisors Grade -) 
( ) ( 2 Budget Analysts Grade-) 
( ) ( 2 Asst. Budget AnalystsGrade ---) 
( ) ( 6 Accountants Grade-) 
( ) (10 Asst. Accts. Grade-) 
( ) (10 Clerks Grade-) 
( ) (10 Clerks Grade-) 
( ) (10 Clerks Grade=) 

) ( 

( 
Personnel Division 

) ( 
Office Services Division 

) 
( ) ( ) 
( 1 Division Chief Grade ) ( 1 Division Chief Grade ) 
( 3 Supervisors Grade ) ( 1 Asst. Div. Chief Grade-) 
( 2 Analysts Grade ) ( 3 Supervisors Grade-) 
( 5 Clerks Grade ) ( 2 Supervisors Grade -) 
( 5 Clerks Grade ) ( 5 Clerks Grade =) 
( ) ( 5 Clerks Grade ) 
( ) ( 5 Clerks Grade-) 
( ) ( 10 Messengers Grade=) 
( ) ( ) 
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( 2 Asst. Budget AnalystsGrade
( 6 Accountants Grade
(10 Asst. Accts. Grade
(10 Clerks Grade
(10 Clerks Grade
(10 Clerks) Grade
()

Office Services DivisionPersonnel Division

Grade1 Division ChiefGrade1 Division Chief

( 3 Supervisors 1 Asst. Div. Chief GradeGrade
(( 2 Analysts Grade3 SupervisorsGrade
( 2 Supervisors( 5 Clerks GradeGrade
( 5 Clerks GradeGrade5 Clerks
( 5 Clerks Grade
( 5 Clerks Grade
(10 Messengers) Grade
() )
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