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CLAPTIR I

Tiis PLOBLEM

Tho poast 17 years have witnessed a rapid and extensive prowth in
the numbor, size, functions and sphereos of influence of govermmontal
agencios, particulerly at the Federal level, This dovelopmont has inton-
sified many of the problems of effcctive public administration, such as
those involved in organigin:, coordineting, snd aduinistering orgenisaw
tions of substantial sisze in a mommer that will most officlently and ec-
onomicelly accomplish the ond purposes for vhich they were establishod.
In rocent years, such problems have occupied aliles the increased atten-
tion of alert eduinisirators and thet of serious students of public fde
ministration in an effort Lo improve adninistration in this Imporitant
aroa and make it more precise end effective in the public interscst.

Promincnt in this situation has beon the problem of making most cfe
foobive use of the sitaff end suxiliary funcbtions, such ws those concerned
with tho porsonnol, budget, {iscal, and administretive services areas of
sdninistration, 7That such steff and suxiliary functions, vhen properly
aduinigberod and used, con materially increase the elfeoctiveness of an ore-
ranigation has beon well established, particulerly in recent years., That
such functions can aiso proscant serious and dissbling edaministrative probe
loms and pitfalls, if nolt soundly coordinsted wiith Uhe needs, purposes,
and funectional operatlions of the organigation, hos boecoms equally apperomnt.

Administration can perhaps best be defined as a sysiom of working Lo
cether to et things doneo. In such definitlion lice the key Yo the proper

ead nost offoctive use of the staflf end awxilisry functions. Careful and



woll thoughrt out orgonizetion is vital to any acbivity, vhebher private
or wublic, snd is imperative, of course, in the successlul cduinistration
and oporavion of the large povermmental ageuncios which we have soday.

Unie of thoe nosly characteristic and simificant aspects of nodern
povermment iz the developmont in receav yoars of a sharpened spocializa-
tion of fumction and assignmont. such specimlization is continuing bto
broadon and deepen, purtly a8 o normal prowbth of administrative need aand
experience and partly as a result of the incrcased ovallability of nore
gpecialized educetion wad training in thoe vorious aspecis of public ade
ministration, 7Thus, in practice, & personncl mon today nay be not norely
e broad export in oll phases of the peroonnel ficld; he is more likely to
be a specialist in cuployec rolablons or classification or recruitmeant,

A budgot men is nore likel:r to be a specialist in bDudoet Justificabtion
or budpet combrols the properity man o spocialist in nrocurencnt or prope

T, 3,

crty records or space contrel or onc of the other spoeisnlizations which

'.)

have boon develoned in this fiold,

Sueh sharnly dofined speecializabion can e a two-adred sword to an
adininistretor, It affords liim an oxecellont opportvunity for clsarly deline
sablng thie areas of rospousibility and setlion in the wnites of Lhils orpani-
zgation. “his can work for oo incrcosced n0ss yrodueﬁibﬂ of ond vesults and
for wors oificicent production. IU develops spoeial walents anons his ene
vloyees, caebles Ghoa Lo work on speciclised essipmacnls which they may
profer, aad thus coa bo a potent influcucs on noralce IV also effords an
excellent opporbtunity for identilyins end correcting problom erems in the
orpanization. On the obher hand, wnloss corefully hondlod, such special-
ization can devolop an ex&ggeru%ed opindon of the importence of o specific
funcitions It can bulld up the feclins that the functlon is of most ine

.

riance in its own right and nob on the basis of vhe



«l

tributes to the whole oporational projram. It can develop misfits and
submerge talents in the orgenization and thus maberially undermine both
porformance and norale.
To reap the full benefits of the speciamlization of funciion and ase

ignment wihich hes beon developing so rapidly in recent years, two major
responsibilitios fall upon the successful administrabor. In the firat
placo, he has the imperative task of coordinating the services and func-
tions of the wvarious snecializabions of his organization in iuch o way
thet they all contribute e¢ffectively to the end purposes for whiech the
organigation has being. As vhite points oub, "To securc an adequate de-
rreo of coordination in larpge organizations requires sound structure,
s5killful menacement, and a wholesone wc.so of cooperation widely held at
all levels of work.“l This responsibility a top adminisitretor cannot ose
capc. fo also has the reogponsibility for directing the activities of his
orpanization toward the accomplishment of its end purposes, policios, and
goals., Il must see to it that the objectives of the organizetion are
cloarly established end that the purposes townrd which it is to work are
clearly understood and snpreciested throughout tho organization so thaet
ell offort is being expended ¢ffectively in The same dircction. In this
comnection he has tho further rosponsibility of doveloping a flexibility
in the use of specialization and a propor balance bobwsen guch Tunctional
ascigmaonts that will pormit of meximum conbribubion to the orpanizetionts
objectives and meke impossible the over-development of any of them. And,

finelly, 211 adninistretion is conditioned by the selting in which it op=

orates. It must be geared carcfully to the situation in which it is

— LR

lLeonard De uhiuﬁ, Introduction Lo the Study of Public Adminlstration
Third Bdition. The lacmillen CompanJ, Hew York, 1948, pe 210.




placod., Any orpgenigzation will be conditioned by the purposes it servos

and the enviroanent in which it operates, The elert administrator will

consbantly e elive to the opsration of his orsanizablon in this lisht.

Applicetion of Public Adnministratlon Principles
Slowly at first, but more rapidly in recent years, certain basie
principles of effective policy formulation and plauning, orpanization and
manacenent, end budgetary plamning, execution, and control have been form-
uleted and come generally to have broad application in the fileld of public
administration. To the student of public administration, no less than to
the active public administrator weighed down with the responsibilities of
his assigament, such principles have comec to bo extremely uscful not only
for o clearor undersbanding of thelr effcoctive application to public ade
ninistretion problems, but also as practical yerdsticlks against which to
measure tho desree of cffectiveness of the organization, nanagoment and
oporation of unites of rovernment, at whatever leovel, to cccomplish the ule

-

timate objectives for which they exist.

Thus, es povernment has come to occupy & plece of increasing import-
ance in the 1life of ewvery cibtizen, thoe study of public administrabion probe
loms end procedures has broadened and despensd, with increased efflccltiveness
in improving the efficilency and economy of the conduct of the public busi-
noesse. As the science of public administration has developed, the useful
principles of organization and sdministration thet have thus come to be
recognized as gonerslly epplicable to ths efficient conduct of any orcani-
zation afford the propressive administrator o nmeans of eveluabting the of=
feetivenoss of his orgonization in the accormplichment of its assigned
purposes. They provide measurements that the alert administrator will usze

periodically, at least, and nreferably constantly to chock his orpanization
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Importance of the Utaff and Auxiliary Punctions

In an orgenizabtion of auy slsze, it is obviously impossible for any
ginslo bop sduniaistrator, o matitcr what his capebilitics or cnerygy ey be,
to sop 2ll the threeds of deily admiaistration flowing smoothly and un-
kmobtted into the Uabric of overegll accomplishment by hic owm efforis
alonc. il insvitably requires tho considerables aid of compotent z2ssisboats

1S o

end orgenizational units to help him with the constant tasik of plonning
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problons sad procedures of routine overablon of all hls opcrotian units,

And, ather established as o scpercto Jormml wnit of his orpaacizabion, or



consigting instead of his principal assistents and officers in chorge of
his major organizational units with definite oporationasl responsibilities,
he can also hoave invaluable assisbance in the consbant nlamming and coord-
inntion necessary to keop his fumctional propram alive and lkeenly geared
to thoe over-changing conditions under which it must oporate to be offec—
tivo emd justify 1bs oxisbonce == the functions of an efficliont stalf,

There has beon sone tendency to class all funcitions of an organization
falling outside of its major substentive respoasibilitios as stalf fune-
tions. In some respocts this may be an effective and thoroughly adeguato
differcntiation, for it scrarabtes for most precticel purnoses the so-callod
lino functions for which the organizaetion was established from the strictly
intornal operating fumctions which assist the lino units in accomplishing
their basic purposes, ‘hite, however, bolicves thet this differcuntiation
is too broad for most effective application and that the nceds of effoctive
admninigtration reguire o morc oxact definition of the stafl fumetion. le
thus definos a stalfl as

an organ advisory to a responsible official, but vithout oporat-

ing responsibiliticse o o « ¢ The function of a cilvil staff is

to sbudy administrative problems, to plan, to advise, to obscrve,

but not to acte A staflf unit may bo attached to a chief cxecu-

tive or to other principal administrotors. The staeff service of

advice and counscl operates upwerd, dowmnmrd, and oubward, and

across organizgtional lines. It is always advice, however, end
nover cormands”

Prom thoe purely staff functions as thus defined, ho differentiates tho
operating or "houscheeping” functions, such as porsonnel, budget cad fise
cal, procurcnanb, otcs, as auxilliary sorvicos, in this mammer:

Auxiliary aegencles do nobt serve the publie, although they nay
deal with citizens, e o o Jhoir clientelo is the line

L ]
arency, which they assist by performing necessary cormon func-

2
Ibid, pe 31le




tions -« buying poods eand supplies, contracting for publie
nrinting, purchasing real esbtate and the like.Y

hile, as will be brousht out later, it is posszibleo for persomiel engaged
in the sow=called auxiliary functions to contribute effectively to the
strictly staff functions of an orgenizebion, the differentiation in the

sphereo of operations of the two as pointed oub by White will broadly be

followod in the present study.

Application to the Burecau of Animal Industry

If, then, the preniss iz tenable thal a proper use of the stalf and
auxiliary functions can meteriaslly eid a functional organization to ful-
£i11 its basic objeotives more effectively and efficiently, this sane
technique should be extremely useful in the sdainistration of such a funce
tional agency a8 the Buresu of Animel Industry of the Uaited States Do=-
partment of Agriculture. This Buresu, a component part of the Department's
Agricultural Roscarch Administration, has been serving the American public
for the past 65 years in some vory well knowmn and many reletively little
Imown, but iwmportant, ways. Its sizo and range of subject-metier opora-
tions, the fact that it serves the American livesbtock and meet industry in
so many ways end that the rosults of its activitios reach into every home
in the land whore meat is eaten that has been vrocessed for tronsportation
across a State line, makes the effective sdnministration of the Iurecau &
heavy responsibility and a public trust. There is urpgont nced for and
enple opportunity vo mske extensive use of overy adnminisirative or orpanie
gsabional aid that will help nalke its operations more effective and economiw

cal to the ond thet The basic objectives expocbed of it ney be atteined as

3
Ibid, e 30,
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rapidly and officiently as possiblo.

The fact that the basic work program of the Burecau of Animal Industry
has beon so long established, is so extensive, and is s0 varied in subjoecte
natter fleld and epplicetion, should make wortihwhile a criticel study of
the Buresu’s use of the stalf and suxiliary funecbions in effecbunting ils
progra, 1t has from its incoption 656 years ago meinteired constant and
highly successful warfare sgalnst the raveges of disease in the aetion's
herds end flocks and against the introduction of new diseascos into this
country from foreipgn lands. It has beown successiul in improving the of-
Ticloney ol production of faras livestock and pouliry flocks ~- and thus in
increasing tho food supply of tho counlry =- Uhrough productive research
oz the problems of sanitalion, health, breediug, feedins, and unanagonent
of the various classes of farm livestock aud poultry. IThroush its mnine
tenance of o wholesome and sefe meat supply it Las boen equally succossful
in safeguarding snd promoting the publiec hiealth and wolfarc. Whcse are
gtill tho basic functions of the Pursceu and overy available rocource is
bent towerd their successful accomplisiment.

liow, then, do the stalf end suziliary Jvuctlons operabto at Thls we
the Durcau =« lovel of govermment end now do bthey serve the basle adninise-
trative needs of such aun agency? To what sxbenbt end how elloctively are
these functions ubilized at the Jwreaun level in helping abbedin the cnd
objectives of the Sureeu'sc program? low sad bo what cxbent are they cow
ordinabed with the fumetional cotivitice of the Durcewn? Are thoy ovore
omphasized in the Jwemu's orgenization and prosram activiiies or underw

3

cnphasiged? Las the Swreau been helped or handicarped by too much or too

2 -

little dopandonce upon the sball and suxiliary funcbions in the promlgas-
bhon of ite propgren? Im short, do they serve thelr purposc adeguatsly and

5.

fRlfill Sheir poseaticl role of usefulness do the Chiel of the Jurcsu end



other bop adninistrators as aids to a more effective edministretion of

the orgenization?

Parpose and Scope of This Study

Ageinst this background, snd within the [ramework indicated, it is
the purpose of this sbtudy to oxsmine cercfully and in some detail how
steff and auxlliary functions are being used in curront adninistretion
of the Bureau of Animal Industry. Abbempt will be mede %o trace the de=
gree to which these [unctions have been used throush the relatively long
history of the Bureasu, the extent Uo which they ere beinp used in Dureaun
administration voday, their place in the orzanisational hierarchy of the
Buresu, to what extent, wherec, and by whom they are coordineted with the
line functions of the Jureau, and what, if ony, contribution they ore
neking to the Dureesu's substantive progran.

Sueh a study should be fruitful from several standpoints, In the
first place, there appoers tHo Lo o real scarcity of any available matere
ial on tho subjeot at one of the important worlking levels of national
movorunent == that of the subject-matter buresu end its component paris,
tho divisions. 7To a comsiderable deprec, the litersture on this eand nost
other phases of public administration devotes itself to a consideratlon
of such subjects as they apply to top units of jovernment =- the depart-
mont or independent ajency == and not 4o the burcaus or other componout
units of govermment which really carry out the specific functional assipgne-
monts of the larger apgency. ‘hile it is true that the basic principles of
effective public adninistration, including those governing the use of
stalf and suxiliery functions in an organiszation, should apply equally
well at the lower level of the govermmental hisrerchy as well as at the

hizher, it should be rewerdingly informative to investigate their usc at

&



10

the burcau level, since this anparently has not boon done helore. It
could bo that somo aspoets of tholr use by o subordinete unit of & larze
danartment micht possibly difler from those of the perent orzanization
snd nossibly oven offor oroblom areas peculiar to the Durcaun level of ad-
ainistration thet have been relatively unexplored,

The Bureau of Anlnal Industry would ssem to offer a fortileo field of
shudy in this connection in that 1t 1s & burocnu of somo covusiderable slge
and diversity of work prosram. It is nrobably as well lmown to its own
clientele and to the public at larce as any other uait of goverument ab
the Duroau level. Tts ectivities are headguartercd in Tashington axnd
scattered throughout the country, so that it has its jonorous share of the
problems of effective Tashington={icld relationships. It nhas been in oxe-
istonce suflficicntly lons to afford an ovporbtunity for s study of the
chenres that nust of necessity cceur in an organiszation of this Idnd to
meet changing conditions,

One further charascteristic of the Dwreau of Animal Industry offords

2.

e ooportunity to study the use of the staff end auxiliary services in
1 5. o

funcitional orosrams within an eponecy that ere &t bost only broadly related

nd in some oxbrome aspeels arce cousiderably diverse and specilalized in

o

the nature of thelir aceds for soac of the services provided by such funce
tions. As will be developod laber, the dureau of Animal Industry's funce
tionel responsibilities fall into “wo rather distinct fields of endeavor,
the research snd the ropuletory {fields. The one is a sesrch into the un=-
movn Tor new imowledgo in the breeding, feeding, and managenent of livee
stoeck, and in controlliny dlsecase and peresitic infestations. The other
is a rosular, daye-byeday adainistration of prescribed laws, repulatlons,
and dirccbtives desisned broadly to conbtrol the incidence aud spread of

disensos in the field end to insure a wholesome neat sunsly for the publice
L ¥
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Two such diverse functions operating in the same agency would seem to pro-
sent some widely different requiremcnts for auxilliary esslsbance, for oXe
ample, and to »reseat their own inherent problems in such matiors 23
porsonnel reguiremsubs, Lo mention but one of the more obvious lines of
demarcation between the needs of the two basic functions. Thus a carcful
study of the Bureau's operstiocns may be able to throw some lizht on the
problens invelved in the use of the staff and auxiliary Tuactloas in a
ralativoly selfecontained apgency having several basic functlonal assipne
ments.

Az pointed out above, mabterial is scarce or noa~cxistent on the spee
eific use of these functions at the working bureau level of govormmental
operation. This is also true of publishced matorial devotod spocifically
Lo the oporation of the Pureau of Aunimpl Industrye. The literabure is full
of nublishod roports on the results of its research and repulatory activie
tiog over theo vears, but careful secarch hes brought o licht only two
studies which have been mede on tho actual orgpanization and oporation of
the Jwreou =« netorial useful in eny depree to a study of public adninige
tration. lglither of those aro nore rocent than 23 years ano. ﬁwucxé CONm
ducted the first of those, which lie published privetsly in 1924. Thig
study for the first time brought into one document the sarly history end
accomplishments of tho Durceu. It broadly skebched the orsanizational
dovelopment of the Dureau, but omltted some of the detaill that would be
vertinont end hichly useful in the wpreseat study. In offect, the study

covored wholt the Dureau had done to that date, bul offers litile or no

4 .
e e Houek, The Durecau of Animal Industry of the Tmltod Stetes De-
nartment of Asriculture: Its Isteblishment, Achievements, and Current Ace-

tivities, Vashingbon, 1324, 390 op.




information on how it was dono and practically nothing om the plaming end
"housokecping”" functions of the Dureau's activities. Puwmll followed this
elogoly with his able monopraph on the sureau of Aanimel Indusbry prepared
for and published by Uhe Drookings Iunsbitute Ior Govorament uoscarch as one
of a series of studies of various cogments of the national povermmeont.
Powell was more conceruned with some of the public administration aspects
of the Jurcau's activities than wus lousk, but in poneral bobh otudios arc
of intorost today chiefly as hiptorical backpround and record. To & cone
siderable depree, the Dureau of Animal Industry they poritray has only a
relative resemblance to the Bureau of todey. Time brings msnterial changes
to a unit of govormment, it would seem, as it does to the individuals who
compose such a unit at any ~ivon time., Since both of these sbudies are no
longer accurate portrayels of the Hureuu as it is now coustituiod and opore
eted, there should e little or no duplication of offort in & roview of
the situation as it sbands today.

lecking, theun, & backlopg of any considerable literaturc on tho sube
joet of this study, it has been nccessary to base it meinly upon sctual

:

irst-iand sbtuady of the burssu and 1ts oporations, The various portinent

|u

aspects of fureau aduinistretion, oporations, and procedures included in
the study were meticulously discussed with key officials of the Burceun
charged with aduinisvering such activities., Ia following this procodure,
no atbempt was mede to keep an exect chronological record of the interviews

and discussions upon which & substontial portion of the materisl is based.

5Fred Wilour Powell, The Surcau of Animal Industry: Its ilistory,
Activities, and Urpanizetion JService Tionograph of the Unlied Sueies
Govornmont Hoe 41, Brookznws Inasx%uue for Covernnment Hosonrcih, Tho
Johne Jlopkins Press, ﬁalﬁimgre, 1927, 190 pp.




These were nunerous, involved most of the koy administrators concerned
with the staff and euxiliary functions in the Durceu, and, since they were
busy men, veried in lengbh from as 1little as ton or fifteen minutes to as
mich o8 several hours, s cccagion afforded. These interviews Look place
over a period of six months, froa lovember, 1949 to April, 12050, inclue-
sive. In addition, such varied source materiel as Durceu orgonisabion
charts, Jjob statements, letters of instruction, official workingﬁdiréctivms,
rules and regulabions of the Department of Agriculture, and simiiar rathor
minute esnd specific pources not ordinarily availebls for a taé% of this
kind havo been reviewsd and studied,

Tt is hoped that the study will dovelop somo uscful and upe=bo=date
t i§fnﬁngtion on the applica#ion:gf #ho;principles of staff and suxiliary
operations in e unit of'govarnﬁenﬁ at a é?i;:;w%;ng%immnl working lewvel
with the puﬁlie, an area eppercntly rela%ively 1ittle oxplored thus far
by students of public administration, 1t 15 hoped, ﬁég. That such a study
can throw some light on the difficultics invoi%bslin géréing rather divore

s

Ao -~ .
gent functional onds, as thesc functions are calleé@géon to do in the

Surcou of Animal Industry. A V. A *\ *
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Aninal Industry and lts early history and development.

would be servod in covering this ground in the some minute detail, There
Dow

Acw

1
Us e liouck, The Burceu of Animel Industry of the United States
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are, however, corbain pertinent aspects of the Burceau's ecarly history and
developuent vhich definitely set the nabiern of its evolubtion through the
65 years of its existonce. These should not be overlooked in sny current

study of the Burecau's orpanizetion snd operation.

Bureau Hstablishced to let Speocific lecds

Is is necessary Lo remember, for cxampls, thabt oven in its original
incepbtion, the Dureau was piven very speclfic snd more than ordinarily
well defined objooctives. With these went also a heavy and broad responsie-
bility for sefeguarding tho health and welfarc not only of the livestock
industry but of the goneral public as well, It wes thus given an unusual
end distinctly adventapgeous opportunity to measure its acbivities snd ac-
complishnents against the conditions and difficuliies of specific problens
and in terms of rather clearly delineated goals and objectives, Thus,
alsc, as its lomng history shows, the Dureau has had little opportunity to
romein statice. Thero has been & constant growbth snd developmont over the
years to neebt changing conditions and new problems. The Durcauw has had
the rere opportunity to prow and develop as & livingz, purposeful ontiby we
indeed has beoen lorced to do so from the very nature of its aasignmonts,
The faet that it has bosn possible to organize so much of itz work toward
clearly delincated onds has mede for an impressive accumulation of spe-
cific accomplishments over the years, seo that the Dursceu now occuples o
position of recopnized eminence in its service to the livestock industry
and to the national sconomy. LALs Powell points out

#ith a long record of accomplishmeunt, the Durceu today cccupics

a position wnriveled in eny country in the world., It has growm
with the indusiry wiich it was eostablished to fostor, changing

its omphesis as thal industry has doveloped. It is no less cone
corned with the quality of the export surplus than it was ia the
eightios « « + o3 but since 1206 it has been increasingly active
in the interest of the domestic consumer, and this without lossone



16

ing its effort to serve the sbtockmen, whether through combetting

disecass or promoting mors eccnamicalsand efficient methods of

production and utilization « « « +"e

The Bureau of Aninel Industry was established on :hy 29, 1884, by an
Act of Congresa ontitled, "An Act for the fstablishment of o Burcau of
Animal Industry, vo Prevenbt the Hxportation of Dissased Catitle, and bo
Provide leens for the Suppression aand Ixtirpation of Plsuropneumonia and
Othor Conteglous Dilsecases among Domestie Anim&ls."4 One of the wvery few
vureous in the Federal service esbablished dircetly by a Congressional
orgonic ocet, the very title of the act croating it indicates & clear
directive for work in specifically delineatod problen areas, & condition
which has been rounerally charactoristic of the Durcau's assignmonts
through the years,

Lebablichment of the Iurcau of Animal Industry was not the first
attompt of Conrress to fostor and improve the livestock industry of the
country. or the first time, however, it established ome organization
into which such activitios could cenber and be promulsated. As early as
1793 Conpress had taken steps Lo improve the quality of livostock in the
country by removing the tariff dutics on "useful beasts imported for
broed,"s a regulation in operation to this day. Under the nrovisions
of this act Barbery shoep were imporbted as ceriy as Viashingbtonts sccond
eduninistration and lerinoc shoep as early as lkdison's Jirst adninisira-
tion, with breoding hogs from China and Frence following a few yoars

aftor.

3. .
Ibida De 38e

4
7 USC 391.

%1 tate Le 524.
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The Dureau, however, rrew ouc of a desperate need to combet the
ravascs of disease in the flocks and herds of the country end te protect
egainst the inbtroduction of livesiock discases from othor counitries. 7The
need {or prevenbing the aspread of and reducing the loscos from contagious
pleuropneunonia, which was imtroduced from inglend in 1843, and had & sere-
ious oubbresk apain in 18593 the svread of Texas fever: Dritish discriminae
tion ageinst American catile ond meet products because of the presencs of
disease; a growing concern over tho prevention of cruslty to animals in
transportation; and a start toward tho quarantine of imported cattle
against the introduction of discases in 1383, all countributed to the ose-
tablishing of the Burcau the following year. As early as Iay 1, 1883, ng
a matber of fact, a Voterinary Vivision had besen cstablished in the Depari-

rov

ment of Agriculture to handle livestock matters. That sams yoar saw the
establishment of a petholosical laborstory, which 8 vsars later beecanme
the Pathological Division of the Sureau and a diseasc experinment station,
the forerunnsr of the prosent Animel Disease Station of the Arriculiural
Research Center, Delisville, ixl.

The organic act for the ostablishment of the Burean required that it
be headed by & compebont veterinary surpgeon, a reguiremcnt still in eflfect.
It »rovided for the establishment and enforcement of rules and rogulations
for the supprossion of commmniceblc diseascs, It is important to note that
provision wee also nade for cooperabtive relationshins with State aubthorie-
ties involving the expenditurc of money approprisbted by Congress, o patiern
for tho cxtensive and voluninous cooperation with Stebte and obther arenclies
so cheracteristle ol bureau work at the present time, The ast provided

for invostipetion inbto the cause and control of livestoel diseasess into

the condition, protection, and use of domestle animals: sznd for the eababe
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lishment of such regulations as nigh?t be useded covering the proper transe
portation snd exportation of livestock. It also charged the Sureauw with
the responsibility of collecting informetion on those subjects uselul not
only bto the agricultural but to commercial iatercsts of the couniry, a
fertile £icld for the future dovolopmont of real service Lo the industry,
The effectivencss of the ureau in accomplishing its assignmonts was

L 3 a

early established in its efliclent handling of the contagiocus pleuropneu

monia problem. This dissase, {irst introduccd

>

she easborn seaboard in

¢t

S

o
1843, was by 1334 ravaging the cattle herds of How York, llow Jorscy, .arye
land, Virginie, .8t Virgianla, Conneciicut, and the District of Columbia
and by tho following yoar had sprsad iato Delaware, Its cradication was
undorvalen ab oace by the infant Juresu. After five years of strenuous
and concentrated effort on the problem the Duresu had succeeded in eradie
cating this discase in this couniry at a cost of about L; willion dollars.
Tho Unitved Statos thus becane the rirst nation in the world succsssiully
to eliminabe this disease once it had become extonsivoly cstabllished.

Vithin the

Al

drst Tive yoars ol the Sureauls existence was thus oszbablished

[

the pattern of successfzl control of hizhly infectious disoases, an accom-
plishment which was to bs duplicatod lator with other discases, notably
Texas {aver.

Another aspect of The Surecau's history periiusat Yo this study was
thie early rocognivion of the eflectiveness of a high degros of spsciali-
zabion in a successful attack upon the problems being faced, Althouzh a
divisional orgeanizetion for the Surcau was not officially rocogniszed until

. , + s 6 .. . .
the Agriculturel Appropriation Act of 1897, +the noed for an orpenizational
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separation of respounsibilitics and assismments alon; specific functional
lincs wes oppsrent alnwst from the day of the Duresau's ostablislmont, and
orpoanizavion had procsedod guietbly in this direcction long beflore this time,
According to touck, a Veterinary Division had bocn ostablished in the Office
ol the Cowumissiocacr of Agriculbure &35 car as .my 1, 1885, and a pathologw
icel leboratory ostablished as o part of this division had become the
Mwvision of Animal Patholozy. On Aupust 1, 1ls86 & zZoological laboratory
vas osteblished in the Vebtorinory vivision vhich lste in 1901 became the
Zooloricael Division.

As of April 1, 12891, Bureau organizetion consisted of four divisions,

to which, as nobted, the Zoolozlesl Division was added that samne year. The

Inspcetion Division was resoonsible lor the oradicalion of contagious disg-

O

2508, the inspection of cxport end import animels, meat inspection, ves-

£

cl inspection and the repulation of the mnovenent of southern cabtt The

5

[ &3

s

Division of Animal Pathology conducted scientifiic investigations on the

nature, couss, prevonblon, wid btrestuont of animal diseases. The Division

of #ield Invesbisotions end liscellanecus ‘ork was responsible Tor fisld
investirsetions on the location, character, and preveleance of oubbrgais of

tho varicus livestock diseascs. The vivislon of Quaraentine issued permits

.

for the liportation of animels, the supervision of livestock at port of one
try, and guaranbtine for specilicd periods,.

In 1835 v Dedry Oivision was establishod (since 1925 the Dureau of
Deiry Industry.) The Agriculbural Appropriction Act of 18957 provided for
an Inspection Division, a Dairy Division, a Patholo;jlenl Division, & ioe

hemic Division end a [dAscellancous Livision, the work of which will o

considered in some detail leber in this study. In 19037 this iscellansous
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Division was abolished,7 only to be reesteblished in 1914 in order to
relieve the specialized divisions of goneral correspondence and adminise
trative matters. It was egein abolished in 1921. In 1904 animal husbande
ry investigations wore first authariuad.a to become the Animal Husbandry
Division six years later. Iederel meat inspection service was first ese
tablished in e small way in 1890 by the Act of August 30, 1890, but did not
obtain euthority for real work in this field until 1906 and did not becoms
a division until 19;2,9 Tick Eradication end Tuberculosis Divisions were
established under the organic act in 1817, Hog Cheolera Control and Viruse

Serun Divisions in 1919, and by Act of lay 29, 19240

the Dairy Division
was romoved from the Burecau and established as the Dureasu of Deiry In-
duegtry, effective July 1, 1325,

Chenge in the organization of the Durecau hes continued in more recent
years. The Imspoctlon and Quarantine Divisions have vecome the Inspection
and Quersantine Division. The functions of a Divislon of Hog Cholera Con-
trol, Stockyards inspection, Tick Iradication, and control of various dise
eagsos of sheop and cattle, such as scabies, have been combined into the
Interstato Inspection Divielon. The Blochemic Division has been abolished
and, with the rapid growth of canmed foods for small animals, such as dogs,
an Animal Foods Inspection Division has been added. Since 1946, the funce
tiouns of information, perscnnel, budget and fiscal, and aduinistrative ser-

vices, such as properiy and procurement, have had divisional stebtus as bthe

?&cﬁ of March 7, 15033 32 8tat. L. 1147, 1151,

8Act of april o5, 1940; 3% Stat. L. 276, 281.

%hot of June 30, 1906; 34 Stab. L. G74=670.

0hct of usy 29, 1924; 45 State L. 243.



Information Division, Personnel Division, Pudget and Fiscal Division, end
the Adninisitrative Services Division, a radicsl departure in Bureau ednine
istrative organigation and menagement vhich this sgtudy proposes to explore
carofully.

This hizghly condensed segment of the Dureau's history and development
should meke it roadily epparent thet Dureau adninistrator:z have been highly
alort o the neod for keoping its organigation sharply alirmed to the probe
lems boin; handled and to chenging conditions involved in them. The fro
quent charge that, once established, governmental agenciecs have a teadency
o continue unchanged long afver circumstences indicate the need for shifts
in orgenization and operation would seem oun the [ace of it Yo have no very
real validity in this cmse. Certainly chenge in fTunctionel orpeaization
has occurred throughout the Duresuts entire exisbence, a condition which
way do much to account for its impressive record of accomplishments in its

field.

Preosent Functions and fesponsibilities of the Bureaull
As has been the case throughout its history, the Bureau of Animal Ine
dustry is still primerily conccruned with & prosram of research snd regulae
tion directed to the protection and development of the livestock, moel,
noultry, end related industries in the United States and to the protection
of the national health through its supervision of the meat food supply.
Its policy of vigilance aceinat livestock diseases and that of improving

the efficlencey of farm livestock and poultry throuph rescarch on senitation,

R SLE T SR + B

i1

A detailed %eport of tho curreunt lines of work is prescnted in
iteport of tho Chief of the Buresu of Animsl Industry, Agricultural Research
AQMinisCretion, GOVElnme NG Printing T Office, .ashinpgton, 1949, 07 pp, The
subjeoct is discussed in detail in the next chaptor and legal authorities
for the variocus lines of work are presented there,.




health, breeding, feeding, and management problems hae continued unchanged
throuzh the years, no metier how much changed the mode of abtack, the bebt-
ter to effoctuste tiese policies.

{hen onc examines in preater deteil the present Tfunctions of the
Bureau, however, Gthe degree to which functional specializetion is now
ealled for becomes reedily apparent. The Buresuts present functions reade
ily divide themselves into a broad cabtegory of research and one of protece-
tive measures., IThe research responsibilities include experiments on the
development of all classes of ferm livestock except deiry cattle, poultry
and domestic fur animals, together with studies of methods of improving
the guality and usefulness of their products. Thoy also include investi-
ratione of diseases and parasites affecting all classss of livestock,
poultry, and other domestic animals,

A wide variety of protective measurcs sre beiny conducted by the
fwresu and form a major part of its current work load. Animals and eniw
mal products and matorials are inspected at all ports of enbry into the
country Ho puard against the introduction of discases of foreign origin,
particulerly such destructive diseases as foot-and-mouth and rinderpest.
Livestock offercd for export are also regulerly inspected, as well as the
transportation fecilities of the vessels cerrying them to assure their
safe shipment. Imported animals are also inaspected to identify purebred
animals eligible for free entry from custome duby as breesding aninels,

A careful control is meintained over the interstalbe movement of
livestock Lo prevent the spread of discase and to prevent cruelty to
aninels in transit. Because veterinery biolorical products are so oge
sential o the provention and control of livestock diseases snd the moine

tenance of animal health, the preparation of such products is cerefully



supervised to assure thelr purity and soteney. In this comection, olso,

arrecaecnt and order designed to maintain edsguate suppliss of
hop; choleora virus and antleho;; cholero scrum is adainistereds, oxbensive
campainrng ere currently being conducted to control and eradicats livestock
discases throughout the country, such as tuberculosis, brucellosls, cattle
fever ticks and btick fever, catile and sheep scabios, hog cholers and row
lated swine discases, and dourine of horsos.

Federal mcat inspection is conducted throughoub the counbtry under the
¥eat Inspecbion Act, the iorse ieat Act, snd the Imported lloat Act. All
moat entoring inter-state trade is roquired to pass such inspection. De=-
cause of the prowbth in roceant years of the manufeaciure of camed animal
Toods, designed especially for the feeding of pets such as cets and dors,
such »roducts arc now inspectod and certified upon applicablon of the nsuue
fecturers.

Cooporation is mainbeined with llexico in the fight to contrel and
gradicate the recent outbresi of fooleand-mouth dissasc in That country.
Thisz includes rogecearch studies on This diseass in Duropean laboratorios
{introduction of the wirus of this disease is not pormitted into this
country cven for research study). A prosroan is also bein; conductod
Through the Production and larketing Administration for the purchase of
cannod neat end neat products in dorthern lwexico. Protective measurcs in
the Unitod States are also pursued, which include petrol of the llexico-
United States border bto prevent entry of sunimels suscopbible to the dise
case or of any meberials which misht harbor tho virus, as well as sironnihe
encd inspeotions ab public stockyards snd in the field to deteet immcdiately

- 2
iy

eny poscible introduction of foob-and-nouth discasc inte the United 3tates.



Work of the Juresu is Videly He tt@redlz
The work of the Jurcau of Animal Industry is widely scaticred at
points throughout the United Staetes, and in ono way or snother it directly
touches the life and welle=being of usarly every citizen. The wrceu is,
of course, noadguariorcd in the United Stetes Depertment of Agriculture in
viashington, De Cey bubt most of its work is conducted in the field and most
of its employees are scattored widely lhrouzbuul the cowbry. It hes sta-
tions, subsbabions, or laboratories locabed in or near 453 cities and towns
in the United States and Territories, sad at or with the 48 cooperating
Stete agriculiurel experiment stations., Jork of one kind or sanother is in
operation under BDureau auspices in every State in the Union, ‘ork is also
conducted in the field in lexico sud at three Buropean research laborabtor=-

oS, surceu cmployees are engagsed in work on farms, ranches, ports of cne

f =8

Lry inbo the United Statoes, meal packin; costablishmenbs, public stockyards,
ostabliskments llcsnsed under the Virusederum Toxin Act and at many other
points,

sthen one stops to comsider the variety, magnitude, and dispersion
of the Bureau's activities, the imporiance ol the propsr use of the

stalf and auxiliary functions to &id and further such & propgranm, indeed

the magnitude of tho chore of orderly and effective "houseckeeping™

1%
(4

in

such an agency, can be readily appreciated,

Ibid.
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ADUTIISTRATIVE ALD FULICTIONAL ORCAUTZATION

Iy

Havings oxanined the broad functional responsibilitics of the Hurcau

of Animnl Industry, it reasins now only to cxamine dricfly 1ts present ade

»

ministrative and functional orranization before inguiring specifically

inso the use of the shafll and auxilisry functions in its administration
and prosren activities. This is ossential to a clear wnderstanding of

the precent work projran end the scone and magnitude of the need for thesc

functions. Against such noeds it should be nossiule to detoraince vhebther

> -

staff and auxiliary {unctions arc well or 1ill used in administrative opera
Lioas.
ihe Durcau of Auinal Incustry al presont is nede up o an 0f7ice of

sl >

Lhe Chiofl, ainc subjoctenatbor divisions, end four awrlliary divisions,

-

in eddition the emsr oncy oxican-United Uitabes Comalssion Jor redica-

.7 [

tlon ol Foote-and-liouth Discase funcllions as an adjunct ol the luroau,.

-

tor divisions, six opeorate in the fiold of resulne

e

L tho nine subjoct-mot

Lory or conurol activities or in that of direct conbrol wnd cradication of

*

animael discuscs and parasites. These iaelude the ot Iaspoction Division,

e i -3 e

the ViruseSerwa Coantrol dvision, the Tuberculosis irad

2.

the Imspection snd Guarentine Divioion, the Interstate Inspecbion Division,

and the Animel Foods Inspectlon Divicion, The obher throc, the Pathologie

KE I § A

The maberial udnon which much of this chepier is basced is adonied,
1n some instonces verbetin, frowm officiel organization charts of i
Buroeu, fron vertinont officlal job QUuﬁclonuu, worlkiinn dircetives, and
similar nmatoriel na* rdinerily uva¢1male to the mubllc, end from intere
views and discussions with Itey Hurenu persoancl,
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cal Division, the Zoological Division, and the Animal Ilusbendry Division,
pre primarily rescarch uwnits, The romaining fowr divisions of the Durcau,
the Persormel Division, the Budget and Fiscal Division, the Adninistrative
Services Division, and the Information Division, are primerily concerned
with euxiliary services to the linc divisions, although in many respects
the Information Division functions as & line unit in the dissemination of

information, as will presently be seon.

Office of the Chief of Hursau

The Bureau of Animal Industry is direcied and administered by a Chiefl
of PBurcau who is required under the terms ol the organic act vhich estab-
lished the Durecau to be a qualified velerinarian. il is the officer in
charge, the official finelly responsible for overy phase of tho Dureau's
activitics, Ilie is assisbod in his task of top administration by four
nrincipal essistants, designelted as assistant chiefs of bureau, two of
whom are professional veterinariaens, one & professional peneticist, and
one professionally trained in the field of public administration. A small
office stafllf complotes the unit serving in the Of{fice of the Chief,

The Chief of Burecsu has full responsibility for directing end co-
ordinating the broad progprams desipnod to protect and develop the live-
stock and poultry industries of the country. To sccomplish this, he is
responsible for the effective administration of all ederal laws resulate
ing enimal quarantines, treasportation and interstete shipment of live-
stock, production and shipment of meat and meoat products, control of the
menufecture of wveterinary virus, serwn, and toxin bioloricel products,
and ciportetion end importation of livestock and livestock products.
lle is rosponsible Tor formulating ond carrying oub policies cmd plens

desirned to orovide sn effective longetern drosran of rescarch on numorous
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livestock and poultry diseascs, and for directing or coopereting in their
contrel snd eradication. o is expocied to fwrnish effective leoadership
in the Burecau's pro;rams for the improvement of livestock through research
in broeding, feeding, and nanapement, including studics of methods Tor ime-
proving the quality end usefulness of their products. il has responsibilie
ty for developing with other Federcl units, the verious Statos, and other
agencies, effoctive programs for the control and eradication of livestock
discases on & nationwide basis and for the extensive cooperative research
programs which aro an integral part of the Dureaut's work. In addition, he
is regquired to furnish technical direction and assistance to the American
Section of the lexican-United States Commission for iradicabtion of Foote
end-ijouth Disease in the successful prosecution of this program, and to
report prosress thercon to the Secretary of Agriculbure, the Congress,
end the public,

sven this broad o sumanry of the dutics and responsibilities of the
Chief of Durecau indicabses cloarly that no one adninistrator, no mabtiter how
willing or how able, could possibly lhiope to carry the many deteils of such
an assignment successfully without the services of capablo assistants and

- Py -

a considerable specific delegation of authority end responsibility in the
various subjectemelter fields involved in the work. This neccossary dolee
cation is accomplished Lirough the services of his principel assistants

and those of the heads of the various divigions., Uader the broad direction
of the Chiel of lurcau, oach assistant chiel is assisnod responsibility for
a specific scgment of the Dureau's activities. There is thus an assistant
chief in chearge of research, ong in charpe of disease eradication and con=-

trol, one in charpe of meoalt and aninal {ood inspection, and one in charre

of the administrative functions of oorsounnel, budret end fiseal, and ade



ainlistrative services. In Durceu orpanization, the Information Division
reports directly to the Chief of Iurcou. Pipure 1.)
As he oublincs his dubtles, the Assisbant Chicel in Charge of Hesearch

sharog with the Chief of Bwreau the responsibility for bop=leovol plauning,

formulating, orgenizing, and directing all of the rosesarch funcbions of the

Durcaue i is responsible for coordineting the activities of the Patho-
logical, Zoological, end Animel ilusbandry Divisions of the Buresu and for

developing and mwintaining effective cooporative rclalionships with tho

-

shor cooperating

State asriculiural colleges and ciporinent stations, an

£

o
agencies in the counduelt of tho Dureau's cooperative researceh projocts
During the ebsence of ithw Chiel of lhwcau he may be called upon o serve

in that ecapacity wibth full responsibility for the work of the Swreau during
such periods,

In like menncr the Assistant Chiel of Bureau in Charge of Discase
Control and sradlcation shares with The Chief of Turcau tho responsibility
for topelevel »lanning, formmlating, orpanizing, and direecting all of tho
disoese control and oradicabtion funcitions of the Jurcau. ills is the
responsibility for coordinating the activities of the Intersbate Insnec-
tion, Imspoction and Juarsntine, Virus-ilerum Conbrol, and Tuberculosis
sracdication Iivisions, o is responsible for maintalnings effective
lisison between the Dureau and forcisn cownirics on problems of control
and cradicetion of coamumiceble discases aud For developing and mainteis
ing offective cooperative relntionships with State and other arencies in
the disoase control snd cradication wcuivibics of the Dureau. lie also
is freguently called upon to terve as actbing Chiel of Durcau in the abe
sence of the chiel,

-

The Assisbant Chiel of Durcon in Chorpe of Food Inspection mede it



Figure 1, GBGANIZATION OF THE BUREAU OF ANIMAL INDUSTRY
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clear that he serwvos also eas ilcad of the lkabt Taspection Division, by far

the lergest subjectb-netior division ol the Uurceu, Ag asclstant chilef of

tureau he shares with the Chief the resvonsibllitvy Tfor directing and co=

i

ordinating the administration of all of the fcod inspoetion functions of

the Suresu. e is roespomsible for keeping the Chicol of Luresu advised on

all mabters of cvercll policy and operation relating to the food insnece

.

tion prosrams. Furthernore he advises the lead of tho Animal TFoods Inspoce=

b

provlems involved in the edministratlon of

fa

tion Division on policles om

et function. In the ebseace of thae Chicf of Bwreau he, bHoo, mwy be

called upon Lo sorve as acting Calel of Dureasu with all of the respousie-

bility entailcd thersin.

To the Assisbant Chiefl of Dureau in Charge of Adninistralion ig ogw

#

sizned full responsibility sud authority for the manarement of all adiaine

T

istretive functions, activities, und operationg of the Durciu, an assipmment

wiich heo discussed with the writer on nwacrous occasions. As he pointsd

ous, his is tho rosponsibility for orgonizing, ccordinating, and dirscting

- -

cal, porsonncl, procurcnent, snd related adainistrative

¢t
by
]
[
[H
5]
13
£
e
L ]
e’
“w

3

functiouns of Tashington and ficid offices. In sddlition he 1ls expectsd to

aaxticipase The operating reguiremcats ol technical prosrame and tTo dovelo:

broed aduainistrative policies, wmrocedures, ond mocthods o meel Those To-
ulrements. o directs and coordinstbos the sobivities of thoe Porsonel,
fudnet and Piscal, and Administrative bervices Divisions of Lthe Durcau.

IS

Tt Chiel ol dwreaw, ho reprosenbts the Zurcau atb

~

Asg reprosenbative of
Apriculiural Adninisbtration and Deparbtuent levels on all motters concerne

)

ing administrative management, with authorily for moking deberuinetions

and decisions comniltiing Purcau adainisitrative action. o also servos

as advizor and cousulbant to the Chiel on the adninisirative zspecits of



igtant chiels, he alas serves as

&)

nrogras planning. As do the other es
ectbing Chiel of Dureau upon oceasion.
Since no wnlt of govermnenbt, no mobiter how well organized or colfw
conteinod, can operabe in a wacuun or fall Yo be coundibtioned to a lar:e
deprec by Yhe oncourapgsmonils or restrictions ol its nomt hisher levol of
authority, we should not lsave this briel discussion of the functlons and
regponsibilitlies of The Office of the Chliel of Jureou without considering
briefly the placo of the Dursau in Departmental orgenization. The Jureau
of Animal Industry is one of the component perts, alonp with the Duresusof
Agriculbural and Industrial Chemlstry; Delry Industrys Intomolosy and
Plant Quareantine; Tumon Hubrition and Home Liconomics; Plant Industry, Soils,
and Agricultural Ingincering; and the (ffice of ixperimont Stations, which
make up the Agricultural Research Adainistration of the Departhment of Apri-
culture, This grouping of the research and subjectematior uniis of the
Departuont under the direction of a research adaninistrator melkes the Chief
of the Pureau of Animal Industry directly responsible Lo the research ade
ninistrator in ell metters of burcau operation. It creetes an additional
lovel of authority throush which bursau matters must clear on their way
to the Secretary of Agriculture and other top levels of departmental ore
panization. In matters flowing upward in the Depariwaent hierarchy, the
Chief of Euréau is thus celled upon to advise and consult with the o=
scarch Adninistrator on the verious phases of Jureau activibty and respon-
sibilitvy. Ia this respecet he stands in much the seme relationship ‘o the
lesearch Administrator and, through hinm, to the Secretery of Agriculiure,
et do his own assistant chiefs and heads of divisions to him in hi® own
organisation, in advisging on and formulating nolicy and prooranm nlmmine

2t top levels of departmental adninistration,
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Heat Inspection Division
That the prosrems of the Bureau sre of such scope, complexity, and
diveraity to demend exceptionel profoessional and bechnical adminisirae
tion end the most oxpert organization of function possible will be readily
seen from oxanimation of the specific sasigmaents carricd by ivs subject-
mebters divisions,.
It is, for example, the task of the ibkal Inspection Division to ad-

minister the Federal lkat Inspection Act, the lorse Ipalt Acht, and the
Imported ikat Act, and the regulations promulgated under thess acﬁs.z
It is the basic duby of this division to prevent the use in intor-
stato or foreign commerce of meat and meat food products which are unfit
for human food. It also sees to it that horse nmeat is properly identie
fiod as such in commerciel trade channels., The division conducts Fsderal
meat inspection at packing and processing vlants asccording to established
end publiciged rules and regulations, This work involves both anto-morten
and postemorbtem inspection of meat animnl, disposal of dlsessed carcesses
end nerts of carcasses, and the cnforcement of sanitary control measures
of sleughtering and other operations nocessary for bthe production of wholee
sonme meat and moat food products. It tesbs ond anslyzes sanples of neatb,
meat food products, and mabtorials used in such products to dotect any use
of harnful or prohibited substances or adulterants. This division sets
the standords for plent facilities and sanitetion which pecking plants
must moet o obtain or keop Federal meat iunspection. Throuch e reviow of
trede labels, 1t enforces standerds of terninology listing the exact come

position of meat food products on such labels. It also enforces rogulaw

e i bt 4T S L 0 0 RN et AP VT . o i T prn—

EAct of imrch 4, 1507, as cmended and cxbtended by Acts of Junec 30,
1314, July 24, 1919, and June 22, 1338; 21 USC 7172, 33=21, 235=35;
7 USC 431,
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tions poverning lupord meabt, cxport ncat, meat food products, asninal
casinns, and the intersiabe btransporbtation of neat and meat foed products.
As i3 Thoe caso with oll repulatory or conbrol fumctions of the Dureau, the

-

repulotions of the Tkalt Inspectlon Division arc published for the full ine
?7'

formabion of the interosted public,

»

The ibat Inspootion Livision is orgouized inte the Uffice of the liead
of thie Jivision cnd six speeielised subject-notlor scetlons, The labier
include & leboratory soction, with ficld laboraterics loceted at Chicago,

2.

Yonsas City, fHew York, Omeha, 56, Louis, ond Sen :rancisco; & trade label
sectbionsy an inspeection facilitics section; o recording scetiong en inspocw-
tion procedures section; and a special projectz section. The division is
directed by o llcad of Livision, who is also Assistant Chief of Burceu in
Chearpo of Pood Inspoction. lie is assisbod in the seduninisiration of hig
division by an ossistant head of division and throo goalf assistants,
These staefll essisbants and the section heads serve also as arco dirccbors

of the rorlomeliged {ield seorvice into which the divicion's activities ars

v"h

ivided.e The division meinteins 185 medin Dield stations and 215 subotoe

tions throughout the country end furnishos Jederal mc

K

et inspeetion scorvice

[e]
e

> D96 meat »ecking and processing esteblishmonts locatoed in 347 cliies

end towans in 47 Sbates, Puerto Hico and llawnilli, whore approximetely
1,000,000 head of Tood mroducing animals are slaughbored and noro than

i one s - - . . , . 4
13 billicn pouwnds of neat and neot products cro moanulactured annually.

”Aaxrbsrou hooklet, lerulations Covc*n;xg the ‘eat Inspoction of
the tnited States Deﬁur*ﬁent of Agriculiure. Goverament Printiang G-Llcc,
sashingrton, Le Ceo, Jonuary, 1047 .

4
agport of the Chief of the Jurcsu of Animal Indus“&ri, Acriculbural
Hosoarchn AGIINLOUCPRLioN. GOVOLIUGITG frintia’ Oflice, -&shinnton, e Ces

n

1243, pe G5: elso unpublished Divigion : records.




That this sorvice ls effcctive in essuring tho American sublie a
wholesone nealt food supply is shown by the fact that during the fisecal
wvear 1049 more than 286,000 animels, including £€5,560 cabttle and 106,432
hons, werce condenncd os being unfit for humen food and were removed {ronm
trade channels by rendering them useless for food or lood preducts. In
addibion, mors than 1,400,000 parts of carcessos and 1,542,507 ceabile

78

livers and 1,532 call livers were condermod on postenortem inspcction

Lo 4]

and destroyed. The worlk of this Ulvision {furnishes alsc a posd cxample
of how the escbivibiocs of the various units of the Sureau of Animal Industry
inter-mogh effoctively. Through o syestem of reporiting, discoscs of animals
detected by Burcau neat inspectors in meat packing slents are identified

vy

as to origine. These reports are then used by haresu animal discsse cone
%] & (14

trol end cradicotion officials in the ficld to locate end climinate danser-

s or hazardous livestoclk infoctlions ot thelr sourcc.

Virus=Oerum Control Division
It is the responsibility of the Virus-Serum Control Division to regu-
lato the preparation, sale, or shipmeont of any virus, serum, btoxin, or

similer product manufactured in the United States and the luportation of

G

»

such products inbended for use in tho troebment of domestiic animals. It
nlans and directs tho admiaistration of the Virus-Jerum Control Program

desirned Lo provent the production snd marketing of hop cholera and otvhor

-

vebterinary biologics which are uscloss, harmful, or contaminated, It ade

o

minisbers the iop Cholera apreenont of Decembor 7, 1036, under which ths

G .
Tﬁld, PO C7=T0e

G, . . . . e - . .
Act of mrch 4, 1013g 21 USC 1Bleld8 and Soctions 50-00, inclusive,
T the Act of August L4, 10353 7 UBC 3bl-855
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production of Loy cholora wirus and serun ic coutrolled. Theo object of

)

this asreenent is to stabilisge the virusesorum industry for the purpose

]

£ vhese products for preventlng outbrenls

ef insuring an adeguote
of hop chiolora.

Yhig Division develops end direcis the auforceaent of rules and reomu-

e

lations coutrolling the commercial wroduction ond distribution of obther

“
a

. . . - R SR - s
voberinery blolosicel nroducts. It dirvects thoe iunspection sebivitics in
this fiold and tho instaelleition of -woceodures ond methods ot nmonufacturing
loboratorics to assure the proper nroduchlon end distribubion of votorie

mary biolonics. It 2leo coenducts inwvestipations of allersd violations of

i

resulations end orders in this stherce of achtiviity, cnd nokes adainisiroe

-

e doeterminstions of vheaebt action should be btalken vhere violebions are

found, ond pives export technicenl ascisbence to the Jopartnent of Justice

the srosecution of violations, It neiunteins liaison with other soverine

mentel egenclies, indusbtry groups, end professional organigzations for the

Ead

purpose of keepin: apirised of advancemonts in the biolosical Ticld, of
modilring inspecotion methods %o meet new oroduction techniques, and of
cneouraping industry selferegulation and coopcration in sehleving tho ose-
seabial ropulatory objectives of the nrogram.

The productlon of hoge-cholera virus, antieho; cholore serun and hoge-

3 3
g

cholora voceine in 36 planve in the country is suservisced throush o gtaff

TBuheI, Order 301. Ordor iopuledins she iendling of fmti-l‘"og; Ciwolera

Sorua a.s.d Los Cholera Virus end Agnrovac. Jarlebing A rec aent for llondlers

fm‘“k-.bc*' Cholern Serun and lop Cholere Virug, Fﬁi‘i‘ecu.u doeconber 7,
lf?uu Covormmaent Friobias i‘u‘ica, Jaenincton, 1937,
{\

(5

Toxius, and

T

&

Iulr»s and uc"ulavlons Jdelabing to Viruscs, ﬂoru;:zs,
Analo/ous Products aad - Lo Cortaln Orpo 0long and VecLors
1543, mumocrced.  Lovormaont vrir "iu_: Office, lashin ton, 1040,

Tocetive areh 1,
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of wveterinary inospoctors who oversce and pass upon the adeguacy of proe-
3
duction nebthods, technigues of btesting nroducts, and sanitabion. in

addition, the usroduction of velterinary biolcicals is controlled in all
nlants neaufacturing extieanthron soruvm, anbi-coanine distespor cerun,
angi-swine erysipeles scrwa, revics vacclne, blackler bacberia, and row-
lated products for intorstate commerce. In oll the sroduction of 111 such
- s erTise & - 10
niclogical products was supervised last yoar,
Commaercial firms desiring license Lo produce such products are ree
guired to submit for approval o comprechensive statemnent of production

pluns showing the type of orpanisn, nothod of nroduction, type of best

&

(R

used and best results on the {inished nroduct, and plant construction,
layout, and eguipument proposed Tor use in production opersiicns, Tho
Buresu iurthoer roquires revorts of production snd resulis of tests on
finished products in these plauts and, as nscossary, inspocts and investi-
pabes operations Yo ascervein whelher actual production is in full con-
fornemice with approved production planc,

A relutively smell unit, tho Virusederua Conbtrol Division is ade
ministercd by e load of Division. Its work is divided into two secbions,
an inspection operations secbion and & licensing secction, whose duties

and responsibilitiecs are slearly indiceted by their nanes, llost of the

steff of the division is ol nccessity located in the field,

9., ,
wasort of tho Chiel of the Jureau of Animel Industry, Asriculiurel

Hosearen Adninistretion. Goverament Prinbing 07lice, ‘ocshinston, 1043,

Do e




tubereulosis radicatlion Nvision

worling toward the cradication of bovine ocnd avian Suboreulosis in calile,

paratuberenlosis and brucellosis or Deug's dloocasc

Fr Ev 4

sonibary offieinls of the Sbatos under State laws and rejulations aad pro-

ol s

vidos pertisl compensation to owners of catitle condemmed and destroyed hoe
cause of beln: affoclted with theoso discases. Under i
of the povcomnel of vhe Division ere locabed in the field, Urained sbtaff:

ot

of weborinorians aro noinbained in cach of the 48 Stabos and in Puerbo

Kicoe The relatively small headguoriers unit located in adiingbon and
the ficld prosrams are adminisbered by a Head of Division and three pro-

fosuional sgtall sasistants,.

Tagt the Durcen's pronrany for the sradication of livestock tubore

wlosis has boon highly effectlve 1z showa by the fect that tho inecidence

of tubcrculosis in cattle hios been reduced to less than one=ICifth of ono
morcont {rom an original infection of approximately five percent when the
program was sbarteds hen tho eradicabion prosrom was dbenuan the leatb
Ingnectlon service vms coundexmning more than 45,000 whole beefl carcasscs

¥

amuelly as wafit for hwaan consumption. During the pest fiscal year loss
than 1,400 vhols bocf carcasses were condemmed for this causc, The dife

ference ropresonts the saviug ol o hupge ancunt of food for the people of

this couniry. To mainbain the low incidences of bovine tubsreulosis, a
nd >

llﬁectionﬂ 3 and 11 of tho Act of iy 22, 1834, as ancndedy 21 USC 1
exd ll@a, Sgction 2 of the Act of Vebruery £, 1808, as ameonded; 21 USC 11
mad the rocurring orovigion in the camal -Uvroyvia%ion aot for the Dow
portnent of Agriculture for the poynent ol claims srowing oubt of &l
Lase mnd destruction of animels end natoriele affected by o cmmosod to
Faoteandmnouth d;sbase, nleuropncoumonia, rinderpest, cnd other conbagious
or infectious animal dlseascss 21 USC and Supp. 129,

7 ealbblos In theso orosrams, 1t woris in closc coopeoration with livesboslk



coapbinuous prograx of test and slaughber is conducted throuchout the

country, viiich regulres the bosting of more than 3,000,000 animels ane
1z
nually, ™

fhe noed for the sradicabion of Lruccllogis, o disoase which abe
voelks nanlkind as well as livestoclk, 1s a problem of egual marniitude.
This work has voeoen uader way on an organized Lasis lor only o few yoars.
The annual losgs bto the livestock indusiry from this diseusse is huses It
hag been conservatively cosbimabod that the annual loss fron premabure
birth of roung, sberility or slow breeding, and deereased nilk production
adds up bo well over a hundred nillion dollars. Tests mnde for brucele
losis on 5,071,347 aninnls during the past fiscal yoor sghowed thaet four
por ceut werc infected with this disease.l?’ In the work Lo dobo there
has boon a cradusl bub slow reduction in the iuncidence of brucellosis,

]

bub ils control and uwlitimote eradicabion is still o v difPieult ead

comploxn problem,

Inspection and Quarantine Division

X b3 ‘

8 title would indicate,

foie

The I[aspecbtlon and Quorantine Ulvision, as
is coneorncd :minly with conduetln; the progroms involved in the domostic
gnd inboranational inspection erd quarantine of livestock, It dircebs tho

%

adninistration of Section 306 (a) of the Tariff Act of 1930 which pro-

©s the Lmmortation of livestock, uneats, and enimael byeproducts {rom

counbrics whore Ioote-ande-uouth discese or rindorpost cxmist, In this

. Y .

Report of the Chiel of the buresu of Animal Industry, Agriculiurel
Rescarch A&uﬂls‘brat;on. Govermuont Primoin; OLlicas ‘fmhfm,kcn, 1549,
DDe Gl o7 and 06

<

.Jﬁﬂi&, De D2
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activity it directs the lnspection of livestock and the sanitary control
of animal byeproducts and other regulated commodities offerod for impore
tation, To prevent the introduction of communiceble livestock disoases
of foreirn origgin.l4 It establishes querentines end other measures designed
to preclude the introduction of livestock diseases from other countries,
It edninisters the provisions of Varagraph 1606 of the Tariff Act of 1930
for tho certification for free entry of purebred animals imported for brecde
ing pur@oses.ls and the seversl laws covering the inspcetion and cortifi-
cation of live animels offered for export and the inspection and gquermbine
of animals offered for imporﬁ.lﬁ

This division directs the investigation of reported outbreaks of dis-
ecases among livestock. It also directs the proirems for conbrolling and
eradiceting such livestock dizeases asg foot-gnd-mouth disesse and rinder
pest which may be introduced from foreign couniries, and —is :lngy and de-
veloping the technical and operating requirenents of such vrojects. It
conducts ficld studies of foreign livestock diseases, such as footeande
mouth, as preparation for combating outbrecks of such diseases, both
doncetic and foreigne. In planning and execubing domestic and cooperative
foreirn discase control and eradication prosrems, the division coordinatos
and epplies date obbtained by field invesbipations and rescarch porformed

by the Pathological Division and other ressarch agencies,.

4

Act of August 30, 1890, as amended end cxtended by Acts of Febru-
ary 2, 1903, larch 4, 1907, July 24, 1219, June 28, 1226, February 7,
1923, and February 23, 1931; 21 USC 30-82, 96, 101-105, 111,
YBgoction 201, Peragraph 1606 of tho Act of June 17, 1930; 15 USC
1201, Par,. 1608,

1P
“scetion 306 of the Act of June 17, 19303 19 USC 130G.



This division cooperates with forcipgn govermments by {furnishing
technical sssistance Lo them in programs to control and eradicete live-
stock dizecasse and perticipates with other govermmente in planning end
developing the technical and operating requirements of such projects in
their countrios., It administoers thie resulations covoring the humane
hendling and safe Ttransport of export livesitock and directs the inspece
tion and testing of livesbock for QX§ort.1? Finelly, this division prow
vides the necessary liesison for the Bureau with all other governmental
agoncies and privabe organizations on all matters of importation and oxe
portation of liwvestock and Durseau participation in foreign and domestic
diseasc conbrol and eradication prograns.

The activities of The Inspection and Quarantine Divisgion sre adw
ministercd in ashington by a licad of Division and three sssistant hesads,
vwith the sssistance of & relatively small stafl of specialists and clori-
cel help. iere, agein, & major part of the division is perrmnently stae
tioned in the field., The activities of this division have been successful
in protecting the livestock industry from the introduction of such plagues
as foot-and-mouth disesse, rinderpest, and conteglous pleuropneumonis, as
woll as furthor outbreaks of tuberculosis, brucellosis, tick fever, dourine,
anthreax,anaplasmosie, fowl pest and meny similar diseascs of bacberial,
virus, ond parasitic origin. ILivestoek from this country are szcecepted in
ell the counbtries of the world upon the certification of an inspector of
the Jureeu of Animal Indusbtry becsuse of the universally recormizsd leadere

ship of the Durean in the ficld of animel dJdisease control.

e
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Aot of lhrech 3, 18991, as smended by Act of Iy 23, 12283 48 USC
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Interstate Inspection Division
ihe Inverstate Inspection Uivision plans and conducts the proorans
and rocommends policiss, reojulations, and procedurcs roverainr the intore

stebe inspseiion of livestocke It administers the laws ond repulations
controlling the intorstalbe movement of livestock, including public bocke
yords ins;cctionlg end the Zi=llour Law requiring the feeding, weatoring,
and resbing of animnls eb sbated inbdervals while in intorstate transporta-
tion.lg

Tnis division elso conducts the Ficld work on the coutrol of hoj
cholora and other communiceble discescs of swine and, in cooperation with
the States involved, conducts the Durcau's work on bthe eradicaticu of
geabics of shesp and cattle, dourinec of horses, and various obther dlscases
ef livestock and the cradicetion of cattle fever bticks. And, finally, it
provides necessary liasisca for the Jurcau with other Yeder:l, stats, and
private ageacies on such prograns.

Ihe spread of contagious, infectious, and communiceble discasos is
prevented in ths counbtry by dotecting the prosence of any livestoclh dise
eases at cublic stockyeards and treating the animals, the prenisez, and the
transporting vehicles. Information on the incidence of dissase at the
stockyards ils furnished Durecau veterinery and Stabte livesbock senitary

officicle, vhich materially assists them in locating and eradicating oub-

breaks of disease at point of oripgin. The work of the division includes

8 . . 0 & G B 3
Act of ilay 2%, 18843 28 3tet, Le 81, as anended by Acts of lay 31,
19203 Stote L. 694, 699 and June 2§, 1926; 44 State L. 7743 Act of Febe

ruary <, 1003533 I2 Ubale Lo 791 and Act of larch 3, 1805; ZC Mhat, L. 1294,

as amended by Act of iarch 4, 1913; 37 State. L, 831,

19&cﬁ of June 29, 19083 45 UIC 7i=T4,



supervision over the application of dispnostic bLests and trestment to pro-

3,

toet aninals ageiast conlagion during shipnent, and the invosilization and
proparation o prosscublon of cases involving violations of animel quere
antine lawg,.
roar over 55 mlllion catile, sheop, soats, and swine wors ine
spactod at publlic stoclgyards. Approximately 4,120 cattle and 134,433
sheep were dippod for scablicec and 233,450 swine verc iLmmmilred against hog
cholora to comply with the regulations of the Bwrean mad of the warlous
20

stbabez to which they were dealtined,

The division is administered by a Iead of Hivision and two assigtont
hoads of division, with o small prolessionsl and clerical stalf in the
Washin ton headgquarters. Becsuse of the nature of ibts worlk, nost of the

salf of the divieion sro locabted permenently in the field,

Animal Foods Inspection Division

Thers has beon a rapid growth in very rescent ysars of the manufacturs
end cancing of animal {oods for small animels, such as dose end cabs. This
business has bocome so important that an Aninml Foods Inspection Division
was osbablished in February, 1047, Lo provide an inspsction and certifica-
tion service over such foods. This service is not compulsory, but is
available to all manufacturers who reguest it, who will pey the azctual
cost of the service Lo them, and who will comply fully with Duresu repue

P2

lotions end requirements covering the service.”

To be eligible {for this inspection and ceriification service, the

20
Report of the Chief of the Bureau of Animsl Indusiry, Agricultural
BOS0GTOL ACKANILSLEG L O,  LOVOrMRGNE FPTinting OLT1C0, Tashinsbon, 1949,

. Co=04
P
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Title II of the Act of August 14, 1940: 7 USC 1622,
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plagt and premises must ve construclted and egquipped to meet definite

standards of sanitetion to assure proper clecanliness in The preporetlon

of cortificd foods, Unly sound, wholesous lungredicats con be used in
wnvfeesurins The animal foodes Singe the cummed foods ore certificd ag

o awsritional value, the finished product must represent a lovel of
nutritlonal value &t least oguel to the sbandards for which Tthe food is
certiliod, in other words, iV must comboin The kind and amount of protein,
vitamins, minerals, and other food cloments lmown to produce this nubrie
ional lovel., <lie labels on Lhwe cams must carry complete sad accourate
information as So contenits. vivision inspectors also scc to it that the
conbainers for such products arc properly closed sund sealcd and whadt they
aro processed atv sufficient lemperatures vo insure 5tabllity of the canned
produc e +hoy also see Go it that the distinetive aivisiocn seal of core
Gificalblon, accompanied by aun idewtifying plant numver, appcears on all
labelin: meberial. this seal is the buyer's assurance that the product
on whicir 1T appewsrs has a nutrillional lovel egual to the sltandard included
in the cortification statoment. rrequent lavoratory analyses are nede in
moat ianspectlon laboravories of both inrrodicnts and finished croducta o
medabein the high standerds set and o detest any deviabions from thon.

As would be expecited, most of the staelfl of tho Animal Foods Iuspocw

 ad

cion wivisiou is located in the fleld, with the division beinp aduinistered

ot Uashinston Duroau headguartors by a lead of Division and cleoricol age

sigbance, This insnection scrvice of the Dureacu has ~rown vl a nroduction
of 3liphtly over e nillion nouads of animal food under its cortification
durin;; the first month of opmrabtions in 19247 to a total of nearly 57

22
- [ > 1 -
million pounds in Septombeor of 1949, During the past fiscel year the

“

aoublished Jivision rocords,.




volune of production under this service anmounited to more than 3635
million pounds of snimal food produced at 24 inssected plenis located

(514

in 18 eities,.

2 a

The rautlwologicel Division

oocomwe now o thoe Durocau's ceoond e- and widely Jiffsront == basie

visions, the Patholog

2 A,

Coal G-

G
[y
41
=
‘;*,
4]
[
5
4]
o
£
E
o
o
‘«1
ot
’.....
o
|.-0
[
%]
&
§
faB

Anldnal asbandryy Gdvision, with Tl
monts for this hipghly specializod

Yhe Pobiwlogical Uivision, tho oldest in polnt of conbinuous service

o,

in tho Burcoun, conducits rescarch studics on the varicus diseases ol livoe
- 24
stoclk and poulbry ond oa wothods aund troatmenss lor thelr coubtrole Im

standardizes diarnostic and iue
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.t producss aa

auanological products for usc in discase conbtrol wori., It cooporebes with
olher Federal, 3bato, and privebo agencios in research plamnin: and proe
spoms and fosters roscarch by such ageuacies on diseases of livestock aad
soultrye In additlion, it oxercises laborabtory control over comzercially
prenared bioclosical and chenical products reoguired Lo confora to Burcau
roralations.  An imporbtant part of its dubies iz Lo nublish its scientbiiic
Dindings Tor the benefit of other rescarch workers, the re~ulabory di-

visions, snd joneral voberinary practlitioncrs,.

w0

o
LS £ B e oy - . . 2. ~ - 2
somort of Hhe Chiel of the ureau of ifninal Indushrs, S“oriculiural
LeSearch Acministracion.  Goverament Erinﬁing Uffice, “as 1iagzon, 1942,
-L} » r‘ :3 -
S 0o - . A . S e
aen ol oy 23, 1084, no wiended Ly Loto ol Fobrasrs G, 1525
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July 14, 1290, August 30, 1990, Febrvary &, 1203, imrch 3, 1505, ‘krch 4,
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She oot loportant disonses under invest:

cion ot the prosent ime

include oguine Infecblous aucnlia, infecblious eguinc cucophaloyelitis,

e K

anaplesnosis, anthron, Jdohme's discnse, nans brucellocis of catitle,

n
<)
[
I3
[
5
w

swine, sndé soots, tubsrculesis, vesiculer dicesscs simulating footeninde

aoubh discasc, hog cholere, swine entoritis and erysipelas, raobices,
cholora, and Lyphoid, pullormzi discasc, and virus Jdiseases, including
Jewcastle discagc of poultry. Such en impressive list enphesizes the o
Touk of this division's offorts to nid the Netlon's livestock and nounliry
ndustrios.

The Patholorical Division, which is aduinisbered by o tead of Division

- -

and bwo ossistant hosds, is orpanized

vision, o virus and riclketisial discosos scclion, o bacterial and myceolbic
discasoes socblion, o non-infscbious discascs scetion, a natiwlo;y section,
g chignmistry and nhysico sectlon, and o scorolosy cnd Lrpmmolory section.
These are headed by exports in thelr resnoctive Tields. The division also

= ()

operates a nwiber of ficld stations and offices, the princinal one of vhich
is blhie Animal Diseoce Sbtation, locobsd at the Apriculituwrel Rcseareh Center,
Belteville, lid.

Phe Animel Discase Station at Belitsville is especially desigmed and

ons with larse

y.
,J'
lx.u

ﬁ"‘}l mcd Tor conduch L..r"o-sc vle discese invosy

DIk )

aninels, ith the omeepbion of discasco of livestoe:r due So mubritionzl

defiecicneics, almost overy lmown sninel disease hos at one tine or another

Gl

boen sbudicd ot B

1wis station., Amonyy its aeny dubtleos and ros-onsibhilitios,

spoeiel laboratories hore vroparc end standardize Urucello enbison cad

-

in Tedeoral=titate brucellosis control worl and test all suech

-

VECCLING

o
)
4

g,

vaceine vroduccd comrawrcially, Theyr nlso mnlie nariodice tests of The tubere

n tho navienwido

|t

ulin sroduced and sold wmder Jurcaw licensc for use
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Fedoral=ttate canpainn to coredicnbte tubsrculosis in livestook.

The noolorlcel Division

The Zoolosiecel Division has the assicnment of conducting resenrch
studies on the geoprajshicnl infestellous of parasives, mothods of dap-
nosis, infoetive stases, node of Uransmission, and methods of control,
and Lo coaduct oxperimonts with dru:s and chomicels to determine thelr
use Tor the destruction of perasites. It is the spocific responsibility
of thig diviesion to develop practical methods of controlling the numerous
perasites that produce stunbing, unthrilftincss, snd deaths in livestock
and poultbry, a larpe order, 2

In this program, the division counducis rescerch studics on nora-
sitic dicoeases of livestock and pouliry, their causative apents end
nobiods of control, In this comnection, it studies the lifc hisbtory,
ecolory, morpholory, end pathorcuesis of nud rous peresibes hwmrufl to
livestoelr and poultry in an eflfort to dovelon nracticol and ceonomical
conbrol meoasures. It cooperatos with other Federal, Stabe, and srivate

arciacies in its research vprosron and publishes ibs oxperimentel find

’:s
&
@

for the beunciit of othor rescarch worlrers, the resuletory divisious, and
livestock producers rencrally,

The 4oolozical Division is administerod by a lead of Diviscion and
onc essistant heed., It i orgounized inbo an Oflice of the ead of Diw
vision, o pouldtry peresite sccbion, o ruminant ooresite coction, o awine

poresitc sectlon, e miszcecllmacous parasites section, & scebion for treabe

&

o ("
Easd . v oo 7% 0 e ) . 25 G r -
Aot of Iy 15, 1882 = Hefe uab &n& Acte of Yebwuary 9, 1832 wnd
April 30, 1946; 5 ”“G 5ll=5123 7 US s 5343 elso Act of June 29, 1835,

es smoadod by Hesearch end lLarketing bcm of 1943 T USC L27=427¢, 42Thm
£373, 1621, 1629.
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nment of intornal pavasitos, and o section lor troabiwnt of szltornal noroe

sivesz. It also malntaeing 2 number of flcld stabtions, the »rincinel one of
w2iich l1s located at the Agriculbural Reseorch Center at Belbsville, i,

The division also cooncratos closely with the Ve S lHenional Disowse

A

search Laboratory ab Aubura, Alcbems, ia the study of naresitic discascs
L4 EA)

of livestecl and poultry and methods for their control,

Ta the course of ibs lon:s service o the livestock industry, the Zo-

ological Division has nads many hipghly useful discoveriocs on parasites of
catble, swine, shoep, horses, dorns, and poulbtry. The nmore important of
these achlievenents ineclude development of the swine sanitation syston to
control roundworns and kidney worms in swine; discovery of carbon telroe
chloridec and tetrachlorethylens as olfective renedies apninst hoolwornm

dizease and of phenothleszine for the ronoval of gepeworms from noulbrys
the effaectiveness of using feed medicated with sodliuwm fluoride for the
removal of roundwormsg from swine; standordization ol most anthelniabic
treatments in use throughoul the world; formulation of offcctive neat
inspeoebion procodures for coatrolling trichinosis and tepeworn infoctions

of mang and discovery of the common human hocliworm in the United States.

The Animal Iusbendry Division
The Animal Husbandry Division has the task of giding with the irpDrovee
ment of livestGoclk, poullry, mnd thelr products Throupgh the development of
Laproved nmethods of breeding, feeding, and management. It conducts roe
search investigations of nultritional, physiologsical, peuebic, bilochenical,
and obaer factors involved in the improvemeant of livestock and pouliry
oroduction, many of thonm Hation-wide in exitont end invelving exbtonsive

cooperative working asrecuenis with Federal, Stobto, and othor orconiste
E) boi? D) Ly



0“ # LA s
ﬁioas.“c In such prosrons it furniches technical and adainistretive
direction snd puidance o field offices and cooporabors participating in

projects and coordinetes such work. It administers repulabionz for Lhe

improvonent of poultry and turlkeys in cooporation with Uhate authoritics

end in complience with The vrovisious of the Hational Poultry and Turkey
27
Improvement Plona.

1

The division is chorped with the responsibility of devsloping roe-

socerch: criberia Cor thie cvaluation of resesrch plans and rosults, an ine
porbant function, and for publishing end dlssertineting the results of its

rosearch studles for Tho bonelit ol obhor rosocarch workers and the ronoral
W

»ublice. In addibion, 1t directs the ndninistrabioan of the U. 3. Swino

Hrecding Heceeorceh Laboratory at Ames, Iowa, and the U, S, lepional Poultry

Lessarch laborabtory at Bast Lonsin:, Michipan, and participatos in the worl

EN
of the . G. Southwest Sheep irecding laboratory ab Fort Yingobe, Hew loxie
co, o Pepartment ol the Interior cotablishment devoited Lo the intorosts of

the llavejo Indiens,

The Animal Iusbandry Division ig dirccted by o liead of Uivision, two

heads of dlvision, ond a considerable steff of specialists

&

assisbont
headguartered ab the A rilculibural lesgecarch Center at BDeltsville, "ids It
is orpanized inbto an Gffice of the iead of Mvision and 2isht subjecte

B

natbor socbiong. These include o bnef and duslenurnose cobtle Lushandry
& & o

sccblon, a cowine husbendry scection, o sheep and goat husbandry sccotlon,
a soullry husbandry section, o autritlion scction, o weont scebion, an cnie

el fiber section, and a poultry and turiey loprovenent plons scetion
& D4 o £y & 9

Kod

27
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Act of Sepitomber 21, 12443 7 U0 429,
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caations of whiich are clearly indicabive of thelr basic Tuncbions.

the desis
In eddition, nine renionel £isld experinment stotions aore moainitained in
various scchlons of the cowmabry and, cs polubted out above, Uhrce resional

laborstorics cre sdrdnistered, Urxucunolive cooporation is rmindoincd with

the various Stabe sgriculiwral cxperiment sbabtions and other earonecies in

2
oroject studies on imporbant basic problems councernod with the nroductlo:
of bocf and dunlepurpsosc cobivle, horsces, shecn, poats, swine, dounestic fur
bearins aninals, and pouliry., Cooporation ig slso npintained with the
Federal Oxbtension Service and with stato extension worlcrs in the estabe
iishmoent and furtherance of projeets in animal end poultry husbandry.

In the division'c cxtensive roscarch ectivitios, breeding inveslifoe

-
2

tions are neinly dovoted to studies of the applieation of fundemental
priacinles of enetics in the development of guscrior sirains and orosge
brod Lypes of livestock and pouliry and study of now methods for detore
mindng superiority in livestoclk, including the uso of record-of-periornoncs
end »ropeny testes. In this work principles of animal breeding are boing
formulatod and tested in an effort to improve domestic brecds snd strains
of livestock and pouliry. The nubtrition investigations are broaily cone
cerned with problems of the fundementel nubritionsl reguironcats of anirmls
for roproduction, lactation, growin or {fatitening, includins the improved
productlion of such oand nroducts as neab, wilk, onrs, weol, cnd fur, and of
neasuring the nutritive properiics of feedstulfs in order o develon ine
proved nothods of using feeds Co oblaln maximum resulis in the production
of livestock and poultry. The studice are desipned to assist farncrs,
livestock non, ond poultrymen in producing livesbock and pouliry morc

profitably and oflicicwtly end to develop superior food products for the

Ererican publice They have becn appreciably effcetive in accomplishing
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for Troadicablon of Foole-nndellouth Dizcase
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The oubtbroal of foobeande-moubth disease in itlexieco in 124C end the threot

. +

of this destructive discasc te our livesbool industry ot such close guarters
dumped into the Durecau's lap an energency responsibility of discasc coabrol

and eradicabion thet hos some asvechs both of roscarch and regulation. The

"

Bureai wos almost overalpght assigued resvonsibilitvy for developing and of-
fecting coordinated rosearch on foot-andemouth diseass for the speeciflic
purpose of furthering the oredicsbion compaisn and of quiekly securing ade
ditional zscientifie informatioa for use in it. It was piven alsc tho ro-
soonsibility of coordinasing the cooperative efforts with -exice for the

cradicabion of tho discase in thet country dhrough the lexicaneimited

Soatbes Comnission for Tradication of Foobeand-lputl: Discase, the Amncrican
narivicipebion in thiz olfort belunp assimed to the OIfice of the Chiel of
b} 2:3 T A3 i 2 LG ] T 2 5 1 L1 4 <) ()

flok ka3 R0 I A1 UAB &.C‘Sl‘%’l'ﬁ:ﬁ Fvisis] gOiIﬂ?’.}.SSlOﬁ r&‘{)?\’}SQ.‘:‘;UES S04 acus Lo one

United JStates Departuent of Agriculbure in dirsciing, in collsboralion
with renresoenbtabtlves of the leoxican jovormnent, a prorran to oradicate
footmandenouth disease in lexico., It coordinstss a2ll ovailable Tacilitbies

of the Turcan and other dejnardncntal agents useful in this elleoutb atiack

an one of the most difficult discases of livesbtoch Lo orodicebe and cone

Gooouse of the ewxbrene smericney naturs of the orodicotion nro ran,
it has rolced numcrous special probloms of porsonnel roorultment aad

£a
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IT, 1idvw-1li4ds ales fcts
L Quorendtine, ound oot -
o coverinz nrotection Ifron [ootwand=mnoubh
n and oraus;orﬁaﬁion of Mvesboclk snd livestook
?roduchs anomca or thougnt e have boen exposed bSo Lhis discase.
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seigmoent, budgeting, and seornerel administretion vhich will be considered

o

in some deotell lator in this paper.

The Informatlon Division
The Information Mvision cxcéciscﬂ some of the funcbions ol hoth o
staf? and en suxiliery sponcy. In the mnin, howover, its besic fuaction
nay well beo considered that of o line sgency in tho nroduction, proparation,
end disseminebion of information based oun Tthe activitics and accouplishments
of the othor line divisions of the DBureau.

3

The Information Division develops Bureau inflormational policiss and
procedurces and cooperates with lederal, Cbobte, end other arcnclcs ond ine
gtitubions in formulatiang informaticnal nolicics and nrocedures rolating

-t

to the Dureau's cooporative srosrans. LU dovelops informational =

18 odu-

cational prosrams for the public benefit Lased oun natorial dewveloped by
Bureau oderating programs, utilizing press, rodio, television, motion
nicbures, irade Jjournals, poriodicsls, and other media for this purposc.
An inmportent part of the work is bo furnish bochnical assistaance to 2ll
infornational acvivities of the BDureaun, including those of the individual
divisions. It maintains the ucscessary worlking relatviocastips with the Dew

partment 0ffice of Information, recovrescunlobives of the press, redio, airie

&
cultural periodicels, extcnsion service, agriculbtural colleres end othor

State, Federal, end privatc institublons or groups interested in the roe

search, service, anc rejulatory nrosrous of the Yurcau. Minally, it cole
loboretes with officials of the Dopariment, Agricultural leseorch Aduinige
Trabion, Durcan, and bxican-Unlted Stetos Commissdon for the Fradicabion
of oobeand-ljouth Diseasc in the forrmlotlon and owecublon of major infore

- LY 0

netion polieles and procedures elfocting tho alffeirs of

3]

tho Amoricen Sece

o s » oy X

“ioa of that Counission mnd in the solubion of iLts information probloms.
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The Auwsilicry ivisious
Siunce 1t is the mpjor purpose of shis study to cxplorce in somo doball
the owvganiszation, fuactions, opcraiions amd use of tho so=called suiliary
divisions of the uroou, it should Lo anecessary hore only vo idowbifly cuch
divisions Lo cooplebe the overeall picture of present-dey Bureau orponisoe
Gione These divisions inecludc the Persommel Divislon, the Dudpet and Plse
cal Mivision, and the Adninistrative Services Livislon, ¥o cach of which

£ chanbor of the presont sbudy will be devobeda

Sonme Observatlons on Burceu Orpanizetion end Function
Thig, then, is o bricf bachsround of Juresu function and orpanization

2a 8.

aneingt which to cxanine and atbtompt to eveluate the uso bLelns made in the
Jureau of some of the ordinary stelf and auxilisry functions of a larro
orsanizatica. Jron even this brief o discussion of Durcau ectiviiy, sove
crel poinbts of imporitance te the precent study becoms roadily appercent
and should be kept in mind in leter cousideration of the use of lhe stalf
and auxiliary functions in the Durcau.

It is appereont, for sxample, that the lureau is o lerpe, ranified,

widesproad orgeanizetion with both lashincton arnd Iicld activitics end

B

'H

responsibilivies and the inhicrent nroblems That go with thome It is seon
that the Dureauts basiec zrosrwmn depends upon the successful promulpgation

of Two rother widely divorpgent JTunctlons == roscarch and conirol or repu-
lation == with, in many respects, conciderably differing nceds and roguirce
nents of adninistration and operation. IV i ocgually sppsront thab the
Burecu orgunlzation is besed on o very precise subjectemebicr orpenization
of swecific [iclds of endeoavor, with o clear and roasonably concise de-
lincabtion ol function, suthority, and responsibility ot tho division lovel.

£t ig cloar that formwlabion of policy is not ressrved centirely Lo top
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Bureau eduninistretive perscnnel but that it is & clozrly and spocifi-

"

bility et thoe divisional lovel, as well, The

ot

cally delogntod responsi

towd
gsé
‘)

v denendonce nloced by the lharesu in cooporative effort, bobh bebwoon
Turean unites ond bobtween then aad outside agencles, both sublic and
nriveto, to reoach desired goels runs all through the Burenu's delejation
of duby aad responsibiliby to the component divisions., In this connec-

3,

Lion, it is also apperent thait such cooperabtive effort is sharponed and

A

specialized and thus mede more clear and exact by being effected for all
practical purposes by the divisloas and at that level rathor than oxclu-
sively at the Bureau level, even though always, in the last analysis, roe
quiring top Dureau approval.

finally, 1% can bo fully anpreciasted thoelt Dureau sctivitices are in no
wny planned or intended to be a "one man show'. It i3 readily appareat

that leadsrship, opportumibty, and profossional ltasks and responsibilibies

are »laced on the shoulders of division heads sufficisntly challenging end
aubhoritatlive to demand and sbtiract outstanding talont and abllities end
1o offer abitractive professional opportuniities at the divigional level, a
mabtter conbributing heavily to a strong and forceful Burcau orpanization
and funcbional progrem and to a hizgh morale.

1.

With overe-all Dureau orgonization and these polnts in mind, we ney
now procecd to a critical cxamination of the use ol the stalf principle

and function in the Durseu of Aniwel Industrye.



CHAPIER IV

THE STA¥P FUHCTIOH

Froa what has becn presented, it is apporont that the Dureau of
Animal Industry end its extonsive work prosran are "bis business"™ by any
standard of measurcuente. Lxclusive of the additional funds being expended
directly by obher Federal apencies, State, and othor organizations coope
erating with the Durcau in its research projects and discase control and
oradication prosrams, the Jureeu's current bvasic anwual budget totals ape
proximetely 50 million dollars.l siore than 7,000 rejular, full time em=
ployees conduct the work of the Hurcau (77382 as of July 1, 1240), stationed
in all of the 48 States, the District of Columbia, Alngka, Pucrto Rico,
daweii, and the Virgin Islands, as well as in Ingland, Denmark, !lolland,
ond Jioxico. lore then 300 ficld locatiouns are :wintained in thesc widoe
sporeed field asctivibties, with from one to as many as 300 omplovecs at oach,
Some 1200 onployees, includinge profossionel, technienl, cloricel and labor,

ere currcntly serving in iexico in the offort to eradicete foot-and-mouth

discase in that counlry.

The Rolc of the Chief of Burcau
It ig equally appareat that the successful oporation of such an oxXe
tensive and diversified public oro;ram would require expert and skillful
application of all available basic orinciples of orpgealzation and manare-

monbe It is clear that e heavy responsibility is »placed upon the Chief of

Thesse date arc adapied {rom various officiel Duwrcau operoiing records
and roports aol gouncrslly availebleo to the pudblic.

Fo
wad
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the effoctive aduinistretion ol his gprency and the full dise
charre of its dutles exnd functions. As top cdalnistrabor, his is the {inel
ibilicy for what the duresu does and how it does it, for vhother

Duprcwiz work prosrans sre sound and procuce docirable znd useiful reoselits or
whother Sureau eifforts fall short of optimun abbeimments. This 1z a heavy
and could be o nankilling taeslk, i 1t had to be cerrisd entirely alone,

Buv o roview of any top oxccubive's besic responsibilitics and the aoans
avallable for spreadiny thom effectively Lthroush en orpenization emnphasizes
the fact that no top oxecutive ueccd walk sclone in the accomplishnment of
his anpointed tesks unless he deliverately chivoses to do so.

There apvpoars to bo gulie ceoneral arsresment amnong leadin: authoritics
of the basic comprehensive functions or responsibilitios of the btop adiin-
istreator. fayol cousidered these to includo the basic btasks of planning,
or;onizing, commanding, coordineting, aid conbrolling. le considered thab
the cdulnistrator of a larpge povermmental activity reguired in high desroe

2 -

the besic guelities of administrotivo ability, »rofessioncl comotence in

biie field belnp adminigsiored, o gjood iden of essonticl functions involved
in Tho operations, and stabllity. & lic’ outlined the jriuary tasks of

the edministrabor as belny thoss of planning, orgoniszing, steffing, di-

.

rectiap, coordimving, roporbting, and budpebing In cithor caso the Lroa
responsibilities charged to the top exocutive sro all functions basic to

tho orderly and effective administration of an orponizetion ond in full

] o5

scoord with aceopiod arinciples of offcetive public adainistration.

L]

10

Henrdl Fayol, "The Administrative Theory in the State
qulic“ and L. Urwich yapcrw on the Scicncc of Aduninistracion, Ifamstibubo

of Public Administration, iew Yorks 1007s Die LOS=i07e

=
ey 'n

U 3 =3 » ! 2 .2
Lather CGulick, "The Theory of Orpanization” in ibid, »Hn. 18-15,



1ws0, stackberger, dlsbinguishaed Toruor personnel officor lor the

- T R N . sy - 2 LI ROR 3 g e T e r 3
United Statec Desnartmoent of Agriculiure, would odd the Punction of lecdore
sliide ith ever;thins else esscntial Lo the opsration of & srosron dro-

vided for, he points out, 1t reguires able leodeorship to Lring offective

ordor and coordineted elfort iwbo bthe orpanizebtion, Able adninistrative

-

leadorsihis

is the guldiag iﬁ:l&OwwO viulch condltions the prosress of the

<7

e
e

.5 A 1. .3

orrenization in olbieinin its ultinate objoctives, It is an effoctivo

aesas off obbainding maximuan offort from the perscnnel, urthermorc, it
is an offcctive nedluwn for consorving and making the fullest nossible use

&£

i i1

available mabterial and human rocourcss, T nonerates and mainbains

(o]
LA

the hish depree of morale nccossary vo a dynansic working organization.

)

he res»onsibility,

-

leadership, he belieoved, is an approeieble port of i

B

b S

srinarily of the top adnministrator and seconderily of his koy subordinatbes

S ) 2" IR s Ju % . ‘%
ot evory lovel of aubhority in tho agency.

It should be notod, however, bthat widle those basic resnhongibilitics

are conslidered to az?ly Lo the task ol tho top aduministrator

here is e wvast differonce weltveon sdministering a largs sovormueanial

pency sud oao of comperativa slze and complendty in srivabo industry.

Thore are coveral porbiancab differences bebween poveranoanbel snd industrial

Q

administration which considerably conplicate and neke difficul

of the goveramental adainistroator. bepislative restrict
procodurses, and the wwebiculous framework within which rovermmeontal sdiine

)

isbracicn rmust be conducted make the task of the governmental sdninistro-

tor anything bub an sasy one. Stone pubs tho situatlion succinetly, when
4

Uaruor e Sbockbeorper, "Leadershln' in Public lanascoaend in the low
Democrecy, bBdited by irite .orstein larx. lerper ond ArobacrB, How YOris
1943, mne B2, 085, and (7,
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pﬁcia izod conditions ”ur“Oﬂ“ﬂLﬂg soverimenial srosrens
woroordinery demarws on thelir uirucnﬂb“ in terms of

ins how o weave the competing oad di””&?&u? eloments into
fied wihrole and producing sn orpounization capable of oc-
i

; its silgsion,  Public pressursa, che noed 10 fde
ust o bthe views of lorislative bodies, the ripgidivice in
procedures abboadant dﬁeu annasoment according to law and
exceubive roegulatlons arc elements preseal Lﬁ any public sor=

wvico entorpricce All of tiwso arc fﬂlﬂu >d To uhab conitrol
characteristic thet distinguishes execubive zositionz in the

public servicoe from those in private LT OT e -= the fact
That the povernment cxecutive is uhe ranrd of the public
intorest and 1s cccouniable to the alec+ﬁraﬁo, dlror*l or
indirectly, for whet he does, This is vory dilferent from

+the eoucern for the publice wnlcﬁ the private execubive haos
in relation to the markebability of his product sad the ood
nane of his firm.

)

In such & setding, therefore, it could zot reacsonably ve cxnecited
that auy bop suwescutive, particulerly one in the jovermucntal sebiins,

v

would e able to carry the heavy burden of adainistralive responsibility

alone and unaidede “he prossure of time and debaill would dofeoat him ab

shie very outset of his task. ieow, if any, would sericusly dispubte his
aeod for compebont cssistance in ones Jorm or aunother. in an orpganizo-

tion of any size only a 8mall sconont ol its affairs can hope to roceive

the perconal atiention of the top adnministrator. In the main, vwhat is

B ' 3 v

il bo Lhe result of an offcctive teanwork in the orpani-

lm'

sooomalished wi

zation itself. Yhe adaministrator, thorefore, must be kept fully iaformed
of vhal is poing on in his orpanization so that he can bo in sosition %o

-

act upon tho problems and ilssuecs which absolulely roguire his ablontion.

1o camnobt hwpe teo cope with all theo deveils, hovevere these could casily

swanp hine lis span of leadership and coalrol st Le broadouncd throush

[

2 - o " . - - e o

Dounald O, Stone, lHotos on the Govormncwibel fmecubive, iz Hole and
Jis lebthods,” Public Adoinistrs 4

Z}. 2110

shion cevicw, Yole 0, Jla.e F, dUumnor, 1043,
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anoig

aonsible for otho:

r dutios as well. Porhens 1ayol GLWEiol-

res as
ized the peneral vicwyolunb as vell as any othor aubhority whon ho wrote
“hedbever bthelr ability cnd tholr coapaclty Jor worln, the hoads
of reabt entcrorices camnob fulll }. alum:; all their oblipa-
Lio0S o e« o« Ehoy aro thus found to recowrse o 8 croup
g uon who hovo LAP sorensth, compmolonee, ond Hios whilch tho
' locie “hils j,'“n*“3 0 men congtituber the stall of the
gaente Xt is a hel or reo=-cnforconont, o sort of o
slon ‘o tho manager's ‘qr”cw“ ity, To oozist hin in carrying
ou’ s duties. Yhe stall oporntos us o seoarate body only
undertailngs and 1Us importance incroascs with tlie
ance of the und lertaling.
Yhe Ltafl Funcition

Hoving counsidored briefly

et sisbanco, bofl

the begic neod of the tup acdminisirator for
ore abborirbling to examine the stall fuice

tion as 16 operates in Lhe lurcou of Animel Indusiry, it would seon advige
ablo to conclder some of the baslc concepbc of This phase of siministration
held by verious cuthorities in the [iold of public cdministration with a
wiow Lo esbablighing sonc reas Jlx} fromewori of the Yype of zorvice it
can be oxnoctod to rendeor in an organization. Considoring IDITCATICO
of the subjie wnd vhe a;‘sggz‘em’s seneral arroenmony on the sotontiel wmlue
of this funebion Yo Tho Gop adninistrabor, such solorial seoms swrprisincly
Lriel compoersd o Lthab dovoted to obther ercas of adninis-
tretive orgpanization and nonasencont.

iti'te:' s Tor exensnle, conslders thne stal? fuaction uroperly to be one
of pursly advisory scrvicc to the top adninistrator, withoulb oporabing
rogronsinilitics of any Imind. i 11y sc an fastrumond
of »lanmins, one doci uned for study and osbhoservailon of orpanizational

7 o 14 ne 104

S SRE o I IS 9‘?‘.’0&4.; e Liie

37, " At Py g e e T et 4 : 3% Jenglan e s \ : v S 2

Ioonard D, hite, Introduction Ho the Study of Public Administretion,
Third Sdibion, Tho '2elilionk COCes .0W LOFk, 1048, De ols
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provblens and operation, bubt not onc of action or linc comuaand., Jolabing
out that the fundmmerntal uscs of This funcbicn in Army organization, vwhore

t

it ovirinated, is to assist tho commanding officer to »lan, Lo advise, to
suporvise, bub not te commnd, ho Lelievee that the proper use of the funcw
tien in ¢ivil agenciss is the sao -- to plan, to advissc the top exccutive,
to study and analyze adainlsiretive and orpanization probloms and procodures,
bul never Lo act in Lerns of actunl coummand,
looney end ellly wlso sec tho stall funcilon os a ssrvice of advice
or counssl Lo the top cdministrotor snd nover onc of subthority or costland,
in the zounse of repulsr line command., Yhey poriray the stalf Tuwaction os
e purely auxiliary serviec of informastion end advice, and, aos ctefll acis
il -

not from any inherent riphlt of comaand of its owm, bub in the anmme of

Iy the
adninigtrator, witlh some suporvisory aspeets relabtive to both nlonc and
their cxecubion. the otall colloebs and coordinctos the informetion ~hich
the adninistrator mast hawe upon which to base deeisions and offers actual
counscl and advico, dased upon such information, as will be helnful to

tieir chief. They consider gtafll scrvice to he basically o scrvice of

imowledrne cnd o aecessity in a real coordinetion of orgenized offort in en

3

-

arcncys Coordination aund infilovrebion of informatlion and advice thiug hHo=

Y

o,

come jor conbributvions of the ciaffl function Lo administration. As thoy

¢t

sun it ug

| ol

t is evidont that thore are two orimo neccssitices in an of=
ficient stall sorvice: coordinatvion and inlilitrabtion « « « o
»ithout such coordination the practical result would be only
a confusion of counsel. ‘het line aubhority reguires of its
stalf is o complete and correleted »nicture, for such & picture
is en absolube neecessity in the making of sound deocisions,
The torm "coordination” describes the necessary nethod of
sound staflf proceduro, bubt infiltrabion of Imowledse is the
ultimate purpose of all stalf cctivities. Otall sorvice is
not alono for the top leader., It comes to him Pirss, for he
necds it in the meking of his own decisions, bub the subordie
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serailelo bhot ia Ay orponiszetion in holn
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coy earries tobel responsivility, colloty an
ghe obadl plens and abooupes o Jorotoll. 20
cific mpwas of woviap w.»«rr"‘w onjestivess
whab the deobtalls of comwmnd sro oflecbisvely cio
ordors aud instructions aere prepored to onswo publing dnbo
effoct o Lroed outline of the cox %yweu DUrRose, and that
ordors wad dnstructlous are in fecu belarn carrlod 0WGe 0V
over, it aects in tihe_unene of tho comnendln: officer aqad is

el

idontilied wiith hin.

oy e

hen proporl) used as plaaning, sroorasmiag, soandjyziag, desloring
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vihien he otbeches to this bDonefit of Lafl operatiocon
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abenenh thoi
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his
sources o ; 2
srovlons comzon to ‘;L vhiole orsanizabl

source of hest counsol and advice on ai; tors aboub
the exeeubive is unceritaln or hos reasen to doubdh the
tion offercd by o oporstine subordinato. Yhey provido o
cencral rathor than a gpesicliized vievmoins in roviow bollh
of provesals nuds i ¥y bhe operating sundivisions and of ovalu-
tine tho resulbs of Ghe worlk of such cubdivisions, Lthoy con
do muci: o help the executive bring the objootivoes of tho ore
canization into focus @ i

e

1]

~al eonglstoney of actlon. o o e
ihe exocublvo noods Hho ;c»mmfi ail &

& croup of stall advisors
funehioning in this »osl tion Lo heoly hinm in anticipabin. bag’c

w0 e douc, in ;;&la;:zm.zzzg; Lo mcev va“b.u‘ ~oncles Lhat may be
eround the corner, in .wpping oub ;}olx.c‘; end prosroasy and in
working out fundmizcutal organizacions and nethods. Thelr
value dononds, however, on the woy in vhich thoy function.
ihey must sty im Uhe stall role of advisin, consulbing,
and coordinabtin-, and rmed evold imposing tlxemr *}or soanl
Judy 1

ot on ling officials oo oporebting mablers.
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Goug and alcoTh 2lso siress the value of the sbaflf fuachbion oo
an offcebive meons of avtalnin. ond mmintalining Uho dersroe of adiinishirae
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tive combrol necessary o sucouss
lerze orzonizoalion.

-

1o comslex thie top adninistrator,

e gy [T SO DU S PO o . KA NP [T S S S . S~
spon of ebtention ond combrol, commot hope bo houdle all of tho nocsooary

control srocessos and rueb Lwve helny in this

Vion, Yhis o cebs from Yhe operotivn of on

nr’ ia A ey -
YLUALOE GO 0

cd to all aspocls

C’!
;,,,

LI oy s e LR - o
shoy connidey conorcl obt

. LR Wy e T i g, =y gt ey ol g g ppeie B e
:mlu Celboms, “lobes on the Soveranontel lxeculivs
- I o
e

ods™ in Public Administretion doviow, Tol, s :

Summor, lu

3L A..o:lf«- -&3 e

a Dervice,

958

Ileon . alceobt, Publ
A.. Ny J.c\.‘lu\}rﬁ, Pﬂ-lbl




of sduinistration, such as policy maiking, slemning, budget, peorsonncl,

roporting, orjanization and ell conitrel implenenls used in the apeneyts

3
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foroacst sndé highly essemblial contribubion of the offective stall fux
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found pertinent to the auvalysos of the staff function in the furecau of

Aniwmal Industry shortly to follow,

£H3f 2

Urpanization of the Utefl auction
ihe abovo discussion indicatos that thors is rather gensral agrcooment
amons various authoritics on the valuecs of the stalf function ound the type
of service it performs. As pointed oub omrlier, however, there aopcars o
bo no such meobting of thoe zinds as to precisely what units of an organi-

Lty

jwd
o}
4
o
o

zabion should be included iy designeation. “Thether such units

2x 0 i

as sersonncl or budzet and fiscal shwould be comsidered "stelf" or huxiliary"
sorvices would appear to dopond upon which speciific authority one chooses
o Tollow,

In his avle discussion of pitefll and auxiliary agencics in ;overnaons,
differcntiates sharply botweoa functions that arce purely advisory

» o

exid without operating rosponsibilities and

s.

hose that are concerned with

[ %5 of
ot

wo

[

procurenent of supplios, porsouncl, and similar services. e czlls

pomd

Tormor stell functions and the latlor awrliliary services, as,

E) - v " o d M L) rL kJ e 18 &
oub, do Tilloughiby and Gauvs, On Yhe cothor hand, Collodt™ considers the

he poinbsg

sorvices of budget plemning and porsorncl as etal? funeltions ond Gous end

& sy -

5., . - .
Johwa be “Allebit, | 10 Proccsu And Orponization OF Govermnent

Planninge, Gelumgza Universityy Proos, 0w LOFGs L4047y Da Aile
17
White, Ope Cibes vpe O0=E5 and Chapbor ¥,

£y oy e

1”30110*“, 00e Clbey se cale




i
Fed

Taleotd b, ineclude not ounly solicy maling and plencine in the oialf fmow-

tion, wub budreb, porsommel, ronorting, end siniler seliviitics an well,

- £ D ~

Some businecs locdors alss aopear to talie a fafrly alleinclusive

e

viow of tho gtald

function es includin~g nost of cervices lying out-

3

\ -

side of dirocet line ovorablons. In thic comccblon ‘leney He Wilep, Scce
reteary of the Ualtimore Life Insurance Company, stobes the
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oveluation of their respective uses and nurposes in agency adninistration

end nenagement, For these rcasons This study hes been so organiged.

Operation of the Staff Fumction in the Bureau

On the basic prouise, then, that the staff funcition is properly one
of over-all study of administrative problems, of planning, of coordination
of information and su;pestions necessery to the weking of administrative
decisions, of participetion in the formulation of broad policy, of advice
end counsel, in ghort that it is & serviece of Imowledpge and guldance not
only to the top executive but to key administrators at responsible levels
in the orpanisgation, precisely how doos the funoction operabte in the Bureau
of Animal Industry?

Careful study of the orgmnizational fremework of the Surcau end of
the methods in current use for its effective administration and operation
discloses at once that the Bureau does not have a seprogeted general staff
or "ivory tower" plenning unit complebely divorced from operational func-
tions in tho conduct of the Bureau's work progrem. It does show, however,
that top Bureeu edministration onjoys to a considerable degree the benefit
of the services performed by the stefi function in a nanner enerally
suited to Bureau needs and perhaps unique to it. As will presently be
scen, all of the services of broad study of administratlive problems, of
planning both for functional propgress and for administrative precisionm,
of coordinating informetion and malerial for bolh functional and adminise
trative purposes, and of counseling and advising at top levels in the ade-
ministrative hierarchy are inbverrated with operating responsibilities at
key levels of burcau orgenization. In the sonse and to the degree thai
key admninistrators perticipate in and contribubte btrue staeflfl services in

the strict sense of Uthe term they oporate in the name of the Chief of
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Bureau and not from an authority inherent in their line responsibilities,
as should properly be the case.

- )

To obbain an accurabte picture of the operation of the staff function

in this orgenization, two basic facts should be kept clearly in mind. The
first of these is the basic orpganization of the Durcau itsell into highly
specialiged functional lines involving the operstion of intensive and highly
professional work prosrams by each of the line divisions of the Bureau.
These, while broadly related in thelr application to problems of the live-
stock industry, are quite diverse in their respective functional rosponsgie-
bilities and professioual subject-matter fields. ¥From the very nature of
things, therefore, both functional organizetion and the operation of ef=-
fective work programs imnediately break up into welledofined professional
arees. JLhis permits a roasonably precise delineation of administrative
and operstional technigues and procedures best adapted to the needs of
the differont line segmeuts of the Dureau.

Stemming from this situation, eund basically a logilcal development
from it, the second fact having a distinet beering on the operation of the
stafl function in the duresu is the extremely specific and inclusive delo-
gation of functional and administretive authority delepeted from the Chiefl
of Burcau directly to the hoads of the line or operating divisions. This
includes not only authority for the menagement of thelr divisions and the
conduct of their programs of work, bubt elso to & considorable dogree for
e staffl relationship with him and his principal assistents in the considere
abion of overe-all Burcau administrative problems, of »lanning, and of ad-
vice and counsel in matters affecting their individual professional arcas

of the Dureau's work prosramn. As would be expected, the heads of the

auxiliary, or "housekeepinz" divisions in a similar manner are also con-
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stantly called upon to furnish a considerable volume of purely staff ser-
vices to the Chiel of Pureau and his nrinecipal assistants in the daily ade
ministration of Durcau affairs.

On a strictly funcbtionsl besis, the individual divisions of the Bureau
group themsolves logically into four broad categories, reosearch, animal dis-
ease control, Tfood inspection, and sorvico or business management facilie
ties in support of these line functions, IZech of these divisional groups
ere under the broad direction and supervision of an assisgtant chiel of
Bureaus. To the extent that any readily rocognizable "general staff" exists
in the Durean, these Ifour specialists constitute o steflf group at top level
through wiich the nmany diverse programs of the Durcau snd the hoavy flow
of material to the Chief's office sre intesrated and coordinated under the
ponerel supervision and administration of the Chief of Zureau himself. To
infer, however, that all the services end benefits of an effoctive sialf
servico aro confined to the activities of this proup would be to over-
simplify the picture, The faet must also be taelen into consideration thet
from ¥ subjecit=nattor speciallsts heading the various divisions stems an
sppreciable portion of the direct and useful staff sorvice utilized by the
Chief of Dureau in keeping on top of his voluminous and pressing adminis-
trative problems.

In discussing the broad concept of Burecau staflf operation with the
writer, Dr., A. &, .dller, Assistant Chiel of Bureau in charge of ¥Food
Inspection and ilead of the ileat Inspociion Division of the Dureau swmied
up the situation in this manners

The strenslh end effectiveness of the Dureau's orzanization

stom from the philosophy that the lLureau is only as strong

and effoctive as the program divisions which make up its

total functioning. The Chief of Burcau has delepated Lo each

progran division head sufficient power to permit ecach division
to function with a high degrec of aubonomy. This arrengement

V'
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is o frank recognition of the obvious fact that the Chief of

Dureau eannot possibly handle personally the many programs

that meke up the functional operabtions of his Bureau. AL the

same time it pleces the rwming of oach program in the hands

of administretors who are cxperts in the subjeclt-matier ine

volved and who can ive their full time and attention to in-

proving thoir proficlency in their particular line and increase

the efficiency of their ﬁarolculag program for which the Chief

of Bureau mekes them responsible.”

In the normal course of oporations, the various division heads report
to the Chief of Bureau through the Assistent Chief responsible for their
particular sphere of activities. Thus the heads of the research divisions
nornally report through or with full cognizence of the Assistant Chiel of
Burecu in charge of research functions; those of the auxiliary divisions
throush the Assistant Chief of Bureau in cherge of management functions;
thoso of the animml disease conbrol divisions through the Assistont Chief
of Bureanu in charpge of this segment of Burcau operations; snd those of
the food inspection divisions through the Assistent Chief in chargo of
food inspoection activities. Such an orgenizoational and oporational arrange-
mont effectively points up for the chiefl's office the affairs of these broad
gegmentvs of lureau activity,

In this comnection, however, it should be pointed out that the lines
of communication between the Chief of Bureau and his principal assistants,
including the divisional heoads, are intimate and inlormal and the workinpg
relationships ere direct, close, and cordial. This is true also of the
lines of commmunication and working relationships between the assistant
chiefs of Bureau and the heads of the various divisions and their »rincie
pal assistants. This sibuation makos for cooperative end effective sdmine

istration and operation of Durecu affairs at tho several levols of subh-

oritye

f\
lPe sonal inbterview with the writer, lMobruary 2, 1950.
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In actual practice, theo frequency with which division heads arc
called upon te consult end advise directly with the Chief of Bureau not
only in matters applicable to their specific subject-matier, but alsc on
problems of administration, policy formulation, and planning broedly ape-
pliceble to the Burcau as a whole, must be taken into account. Since
each of the division heads thus renders readily identifiable steff ser-
vicos to the Chief of Bureau on innumereble occasions, it would perhaps
be more exact to say that the assistant Chiefs of Bureau end the division
heads constitute in the Bureeau what might be identified as the general
staff. Ceritainly it is this group in the Dureau who perform the staff
functions so useful in relieving the top administrator of burdensome ad-
ministrative details, as well es the line functlionsg of administering,
comnanding and controlling the operations of specific fields of endeavor

and suthority.

Planning and Policy Formulation in the Bureau

It is now, snd has been throuchout itrs long history, a basic policy
of the Burcau to delepate responsibility for initiael planning and policy
formulation to the sctual working level charged with the responsibility
for petiing a specific line of work done. This is a full recognition
thet with any real delegation of authoriby must go also the elbow-room
of authoriby snd weans necessary for conducting eoffective work on the as=
signed task.

Thus, initial planning in the Dursau, not only of subjecte-matior work
projects end programs which in nmany instances involves also the develop-
ment of basic policy for the sphore of esctivity concerned, and also that
of matters of budgeting, steffing, orgenization, and proccdures, is largely

conducted by the divisional heads, with full perticipation of the assistant



hoads of divisions, scction heads, and projoct leaders concernede This
broad opportunity for participation in initvial planning pives to those
losders who will actually conduct the work o spocific and clearly deline
cated delepation of authority for assistance in its basic planning and
for its later conduct and reguler and orderly revicew of progress end ace
complishmonts, Thus, in the very beginning there is broad participetion
of subject-metier specislists in basic plamning for the efficient and
economicel conduct of Dwreau work progroms, with equally broad opportunity
extended for effective work on them. This places both responsibility and
broad authority for the plamning and development of each work program and
its necessary administretive aspects in the hands of specialists who are
expert on the problems and potentialities of their specifiic professional
field.

In this connection, it should be unoted thet the wvarious functional
divisions ere so organized as Lo provide opportunity for cffective plan-

ning, coordination, countrol, and review of its projscts and operations as

@
a conbinuous and congtant procoss of administration., In practice, cach
division bead spends an appreociable portion of his time in the aduinistra-
tion of his unit's work program end in divisional operations penerally.
This involves constont attention to matbers of nlamming, coordination,
conbrol and review, as woll es to necessary revisions of procodurcs and
policies to improve the leadership of divisional activities. Depending

on the size of the division, each division head is assisted by one or

more assistant heads of professional ;rade. These mssistants are directly
charpod with the conbinual plamming, administration and review of di=

visional technical programs and of operabions, such as field station

needs, persomnel reoguirements and utilization, budpetery plamning and
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adninistration, and similar matters of concern to the division's opera-
tions and menapgement, DSach also has an edminisitrative officer, usually
heading up & feir-sizod divisional business unit, who is continually con-
cerned with the orderly and efficient anplication of business procedures,
@rccureman%, accounting of divisionel resources, and similer matiers,

Progranm and operational plans formmlatc  .ud initiated at the di-
visional level are, of course, subject to The review, epnraisel, and up-
provel of the appropriate assistent Chief of Durcau, or assigtant Chicfs
if the proposals are of a nature and scope involving consideration broader
then o single subjoct-natter area, before belng passed on to the Chief of
Burcau for final disposition., Thus, ot this level, before reaching the
attention of the Chief of Bureau, all proposals are fully inteprated with
existing Bureau policy or work programs and completely coordineted with
plans and programs of other Bureau units. In practice, mueh of this basic
coordination will have been accomplished directly through the cooperative
effort to the divisions concerned in the original planning process. Ab
the Burcau level, too, the proposed plans arc roviewed by the assistant
Chief of Bureau in cherge of administrative monesement as a final check
egeinst budgetary resources and orgenizational and matorial needs, although
here, too, most of such deteils will hove been worked out diroetly betwoen
the operebting division end the auxiliery wunits in developing the plans
proposed and nay require only his review snd approval.

In sctual practice, this coordinabting activity by thoe Chief's prineci-
pal assistants, as the propossd plan of work, organization, or policy bew
cones one that is accepted and authorized by the Chief of Bureau, is ;on=
orally conceruned more with the relation of & new policy or activity to

the over-all Bureau propren and its effective integration with that program
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than it is with the efficacy of the proposal {rom the subject-matter stand-
point. This omphasiges again the hipgh degroo of responsibility and aublie
ority that is delegaled by the Chlel of Bureau to the heads of his operabting
divisions, upon which foundation & strong end effective [functional Bureau
has been built.

Further evidence that the Uurcau of Animal Industry follows a definite
policy of locaebting basic responsibiliby for authoribtetive operations at the
actuel functional working or divisional level is furnished by the fact that
in the considerabion sud roview of divisional plans at the Bureau level,
theo division head concernmed is given emple opportunity to discusa end defend
his proposals and win support and approval of them, Yop level decisions on
such matbers are never arbitrary or merely authoritetive. They are the re-
sult of mubtual consideration of nossible divergent views, a situabion
highly desirable in the effective administration of any large organization
and possibly too infrequently encountered in the zdministration of many
governmoubel apgencies. As would be expected, final Durecau approvel of
proposed plans and procedures rests with the Chief of Bureau.

In addition, over-all bureau planning, particularly in matters of
orpanizetion, policy, and procedures, cen be and is freguently done at
top Bureau levels., Planning of the substantial orgenigationsl changes in
Bureau structure in 1946, for example, which resulted in the elevation of
the personnel, budret and fiscal, adninistrative services, and informae-
tional functions of the Burecau to divisional status and e considerable
expansion of their dulies and responsibilities, was done by the Chiel of
Bureau and his principel agsistants in colliasboration with departmental
spocialists in these {ields,

One furthor word should be addsd rosarding policy formulation in
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this organigzation. ¥vhile the divisions, as has been shown, have a con=
siderable latitude for developing and winnlng support for policy deter-
minations of direct concern to thelr wirk and in some instances affecting
all univs of the Bureau, there are nany mablers of policy of a broad
nature affecting the whole Dureasu or substantial portions of it which must
be developed and formulated st the Duresu level and are so formulated.

In this sphere, the assisbent chiefs of Bureau, individually or collec~
tively, and frequently in consultation with one or more of the Bureau's
division heads, function in a truly staff service of aiding the Chief of
Burcau in developing, considering, and deciding the policy to be adopted
and esteblished., Such policies are publicized and put into operation by
Bureau Circular Letters issued for the information and guidance of Bureau
and divisional administrators and field officials of every level as the
noed arises. They :wust, of courss, be in line with and cenform to ese
tablished policies of the Agricultural Hesearch Adminisbration and the
Office of the Secretary or win the approval of these highor levels of

authority before geing into effect,

The Staff Fumction of Coordination

What has been said about the operation of the staff function of plan-
ning in the Dureau applies with equal welidity to that of coordination and
integration of all kinds of material flowlng into the Chief's office.
Such coordination as will furnish the Chief of Bureau the salient facts
on iwmportant magtters, with some analysis or indication of the views of his
principal assistants thereon, is essential to their expeditious considera-
tion end the formulation of accurate and efficacious decisions for their
disposal., Tull use of this technique is made in the Bureau for conserving

the time and energies of the top administrator, for increasing the span
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of attention end control which he can exercise in the administration of
Pureau affairs, and for speeding up the flow of the heavy voluw of busi-
necss bhroush his office, a flow that would obtherwise bog dowm to the
frustration of Durceu aduinisgtrators at ell levels and the hoavy detri-
ment of the worlk program.

As is the case with planning, intesration and coordination of Bureau
work programs and other mabterial essential Yo orderly and efficient ade
mninistration is accouplished at several levels of authority. 4 hish dow
gree of integration and coordination on both work programs and adninis-
trative proposals and problems in the various functional ficlds is effected
at the divisional lovel even when such matters cross divisional lines of
interest and concern. As hes already been shown in discussion of the as-
signed responsibilities of its various units, the Durcau expects and gets
e high decgrec of cooperation among its various units in the consideration
and solution of problems of mubual interest and concern., This provides
opportunity for and sctually does accomplish e high degree of integration
and coordination of working meteriel at the divisional level that effect-
ively reduces the work load in this respect at the Dureau level, Liven at
bost, however, this loaves the task of review and, when nceded, that of
sharponing and pointing up the depree of coordination and tho amplification
of informetional materiasl at the Bureau lovel before crossing the Chief's
deslke Such integretion and coordinmtion is performed by the four assistant
ghiefs of Dwroeau responsible for specific segments of the Dwreau's progran.

There would thus appear to be an adequate mechanism in the Jwresu for
the effoctive operetion of the staff function of integration and coordinge
tion, end much is accomplished in this direction. In the considered

opinion of & number of key Burecau administrators, however, including the
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Assistant Chief of Surcau in charge of ilessarch, the Assistant Chief in
charpge of Adninistration, and the assistent head of the Personnel Di-
vision, amon; others, the opeoration of this function still leaves somo-
thing to be desired. In their opinion too few Dureau staff meetings are
held to provide a frec interchange of discussion and experience alt the
top Bureau level on many critical problems of common intorest and concern.
There is somobtimes a failure to appreciete all implicatione of a proposal
and how it affects olther interests in the Iureau, thus needing brogder
considoration than it somotimes pets. On the othsr hand, the subjocte
matter divisions are often unaware of the broador implications of a probe
lon Yhan they seoe in relabion to their own field of activity, nor do they
always take advantage of existing facilitios and techniques for offect=-
ing, complete coordination within the Bureau. Occasionelly, therefore, as
they point out, an importent proposal will slip through without sufficient
coordination and broed consideration to iron out all of its inherent dife
ficultios, to the later embarrassment and concern of both its proponents
and the Dureau adminlstratorse.

Sevoral roadily understandable reasons for such bresikdown in the coe-
ordinetion function were advanced by these officials. The heevyr work
propram being cerried and the pressure of time makes it difficul’ to hold
more than a bare ninimum of the staff conforences neededs. The situation
is complicated, too, by the fact that key adninisbrators nmust be in a
travel sbatus much of their time aad thus unaveilable for such confere
ences when they should be held, The constant and heavy veolume of reports
demanded of the Burcau by higher levels of departmentel authority appro-
ciably cubs into the evailable working time of the top Durcau adninistroe

tors and too drastically lesseons the attention they can dovole to important
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dureau problems. “hile somc of these factors are largely boyond Bureau
control, the problem of more cffective coordination abt The Pureau level
is a mabter of real concern to Burceu officials and one to which considw
erable attention is currenily bein; devoted,.

It is the further responsibility of The assistant chiefs of Bureau
to coordinate the Burosu's activities and »rosrems with those of the
Agricultural Hesearch Adminisbration. A close and constant reletioanship
is maintained with the subject-matier assistents of the {lesoarch Adminise-
trater and with him and his principal assistents on netters of concern to
the Buresu, and the Bureau is represented by the Chiel or one or more
assistant chiefs at the weekly steff conferences of the Hesearch Adminis-
tration. At this level, sogain, coordinabion consists principally of the
integration of Bureau programs and proposals into established or desired
policies and prograns of tho desearch Adnministrator and of the Secrebary
of Agriculture, so that 8ll activities of the Bureau may be kept geared
closely to the broador policies and programs of the hizher levels of
cuthority. It is thus the responsibility of the iHosearch Administration
4o coordinnte the Duwroau's programs and policies with over-all depart-
mental progsrams and policiecs and those of constituent agencies of the

Department.

The Junetion of Advice and Counsel
As the Uureau is now organized and operated, the Chief of the Bureau
is amply provided with the nmachinery necessary to ubtilize to the full the
gtalf function of advice and counsel. Hot only through the services of
his f{our assistant chiefs and the heads of his line divisions, but through
the heads of his suxiliary or management divisions whose interests and

activitios permeate the whole Burcau orgenization and at every point cross
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divisional and functional lines of operabtions, do the essential services
of advico and counsel operate for him. The men upon whom he leans for
such assistance aro all experts in their respocetive fields, with long
years of successful governmental experionce behind theom, of recosmized
standing in Burean activities aend in their professional fields. The

three assistant chiefs of Burcau rosponsible for the functional or line
groupings of activities, for example, have all comc up to top Bureau ad-
ministrative status from long careers as successful heads of subject-
matier divisions. The assisbant chief in charpgo of administrative menage-
ment, while relatively new to the Sureau, 1s not only professionally
oducated and trained in the field of public administration but with a long
career of successful accomplishment in this field in other governmontal
apencies. The counsel and advice of men of such stature and of that of
theo divisional heads successfully administering the Bureau's work program
can be of very maborial assistance to a top administrator in the consider-
ation and solution of his problems. Careful study of the DBureauls aduine
istration and operation ot the present time would indicate that considerable
uso is being made of this vechnigue in keeping the Dureau operating smoothly
and efficiently and in furthering its work progrons. o cvidence was dise
covered of any tendency Lo operate the Bureau as & onc-man show; rather
the evidence indicates that il is being administered as a well-organized,
coordinated tean working topether townrd the accomplishment of well de-~

fined objoctives and goals.

Bureau Use of the Steff Funcbion Broedly Iffective
Theoretical purists of sitalf orpganizetion and operation may choose to
question the fact that in the Bureau's use of the function it is not com=

pletely divorced from line operatiomns and responsibilities., It is true
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that there is no segregated stafl, as such, in the dwreau and that with=
out exception the officials who periomm funcilions of & purely staflf na-
ture also carry substential operating responsibilities. As operatoed in
the Dureau, this errangement would appeer to have several distinet ad-
voantvezes and few, if any, readily epparcenit disedventages, either to the
{rece and effective applicaetion of the pwely stall services in bureau ad-
ministration or to the eoffective administration of line oporations.
Znoush has already been sald to show clearly that administrators in
the Buresu at the divisional lewvol cearry an unusually larpge delegebion of
the authority of commnd and control in tholir respoctive fiselds of en-

Lt

deavor. +his is in no sonse a thoorotical delegation of authority, but

a very direct and real investment of the power Lo oporate their orgoni-
zations authoritatively within the {ramcowork of Buresu and rovermental
rules end resulations and the responsibility of being held sccountable
neinly for the results obtained. Nor are the assistant chiefs of Burcau,
with their easignment of specific operating responsibilities, lacking the
necessary delezated authority of comand and control in thoir respective
professional fields, as exemination of thelr job statements has shown.
The faect is fully recognized that the basic authority of comnand and die
rectbion rosts with the top administretor, in this case the Chief of
woroau, and that in eflfect evorything thet is done in the Jurcau is ac-
complishod by his aubnority and in his name. As theso key administrators

Fal
4

ot the Durecau and divisional levols porform the staffl functions they ac-
tually do perform in Jureau operation and adminisbtrabtion, they function
ctrictly in the name of the Chiel of Zureau and nobt in the inheromt aubhe-
ority of their operational assiguanonbs. In actual practice, however,
whether acting as the alter ogo of the Chief or ia their capacity as

line of'ficers, tho cffect is Lhe same in accomplishing desired results,
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The real authority of top coummend in the exocubion of adwuinistrative pro-
cedures, plans, or progrsms ol work, whether expressed in an "scting®
cepeacity or as inherent line authority, is rarely, if cver, questioned
nor do occasions apparently very often arise for doing so, as far as this
investigation could determine. As has been indicated, linss of communi-
cation in the Bwreau arc so {rec and cooperavive thet differences of
opinion which could possibly result in questions of authority sre quickly
dissipated in conference and a full weighing of differences in point of
view, It iz & cerdinal principle of pood aduninistration to confer upon
an administrator at any level the full authority needed to ot the ase
signed tasks accomplished and this principle is followed in the Dureau
to & commendable deproe.

The fact that the key porsommel of the Jurcau who render services
of a purely staff naturo also have substaniial operatiag responsibilities
should, on the face of it, be an advantage rather than a disadvantage
in Burcen administration. Their experience and familiarity with opera-
tional problems and procedures should sharpen their value as staff offie
cers, by conditioning their stafl services with a practical awareness of
the operabional nceds and problems involved in the finel application of
their stafl activities. It is a recopnized occupationel hazard of the
strictly sepreganted stalf unit that it too often has difficuliy kooping
its feet on the ground and its plans and proposals closely enough poared
to practical realities. Then, too, the fact that Bureau persommel who
perforn the dual role of steff and line operators are proficient spocisle
ists in a subject-matter ficld should be an adventage in an organization
carrying such a highly specialized functional work load es does the Burcau

of Animel Industry. The combination of professiocnal kunowledre and ad=-



ministrative apbtitudes and experience should be and, in practice, is an
ideal ome in such a situation,

It is difficult, therefore, 10 see how a nore effective and useful
operation of tho staff function could be obteined in the Bureceau of Animal
Industry through ostablishment of a2 segregeted staff unit in the Office
of the Chief for the performance of the recogniged stalf functions of
study, of planning, of coordinetion and intepration, and of advice and
counsel entirely oubside of Buwreaw operational lines. De that as it wmay,
as operated in the Bureau at the present time, integretion of the staff
function with direct operational responsibilities at division and Bureau
levels appears to add up to an effective method of obteining most of the
pracbicel advantages of capable steflf work in reasonably efficient end
economical menuner. In any event, a tremendous amount of purposeful and
useful work and an effective SDureesu administretion ies being accomplished

under this arrangement.



CHAPTER V

THE PIRSONHEL FUNCIION

Ho matter how precisely the organizational structure of an agency oy
e workod oub for its specific functions and objectives or how ciffeective
the leadership, coordination, dircction, and control of its top management,
in tho final analysis ultimate accomplishmonts will depend in larpe measure
upon the celiber, tility, enthusissm, aand offort of the people by whom it
is staffed. lo effective army is covor composed entirely of Top brass.

Its fighting strongth must of necessity depond upon a cepablse, well-trained,
alert rami and file. IT is {the people who actually do the work at cvery
lovel of respounsibility in the organization, who subt life into the ace
complishnent oi its objectivese. Thus, it is not surnrising to find the
personnel function permeating the Jwreau's sctivities at evory steop.

As widh the science of public edministretion itself, the professional
aspects of modern personnel mansagement have developed in rather recent
yoears. «e now find a wealth of commonly sccepted principles set up as a
framework for the more precise solutlion of day-by-day probleoms in this
field and the nore effective staffling of an agency's working orgenization
at all levels. A spocialized personnel unit, with all its nrosentedey
ramifications, no longer concerns itself exclusively with such functions
e recruitment and proper classificetion. It is also deeply involved in
gquestions of Uraining, employee welfare and safeby, and the developuent
aad aainvenance of high morale in any agency of any considerable slze.

In this rospsct, as will be seen, versonunel activities in the Burceu of

Animal Industry aroc no ocxzception,
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A Glonce at the Past
A study of the use of the persomnel funciion in the sureau of Animal
Industry presents some highly ilntoresting and rather wusual aspectse.
hile there has obviously been a need for such personncl functions ss en-
ployment, recruitment and appoiniment, for example, ever since its ostab-
lishment and equally obviously & use of such functions, no separatbe

personnel unit was provided dwring its " years. Porsounel functions

during this poriod were dischargod by the opereting or line divisions to
meet Lhelr own specific needs. According to Eioucl-:,l the poersomnel func-
tion emorped as a epecifically designated wmit with the cstablishment of
an anpoinbiment section in tThe Quarantine Division on July 1, 1303, when
the name of the :Iliscellaneous Pivision wes changed back to Quaerantine
Division, thus roversing a change in divisional designation made on

July 1, 183G, On September 1, 190G, tho appointment section was separated
fron tho Quarantinc Division and operatod as a scparabte unit until it was
combined in tho now liiscellancous Civision established July 1, 1914, ‘hen
this latter division was again abolished ou Iy 1, 1921, The appointnment
section becemo the 0ffice of Persanmnel, This title is somwewhat mislead-
ing in that it sugrests the existence that far back of a large, snecislized
wersonnel office. Actually it was & small group of modest ;rade clerks
functioning for yeoars as a section under the gencral administrative di-

rie

rection of an aduninistrative assisbant to the Chief of Lureau, During
this time it was concerncd mainly with the meintonance of routine person-
nel rocords, persomel jackets, and tho Pinal processing of porsonnsl

actions prepared largely in Tho operating divisions of the Dureau. By

armbnrradrivo w1 P TR, il Bt AP

U, Go Houek, The Sureau of Animal Indugtry of tiw U. 5. Deparituent
of Agriculture: Its bstablishnent, Achiovenents and Current Activities,

vashingion, 1924, pe ALIL,
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end large, this situation continued when the administrative assistant
charged with the "housekeeping™ functions of the Buresu becamno the
business manager of the Bureau twelve years ago. The staff of the
porsonnel office continued small, unspeciaslized, and withoub any real
delegation of authoridy or rospounsibility in the persomnel fiold.

While extremely cooperative snd helpful to the oporating divisions
to the limit of its meager facllitiss throughout this period, rmch of
the basic groundwork of the personnel function was gtill done in the
subject-matter divisions, The Bureau persomnel office functioned
larsely as e roubine clearing house for personncl actions and record
seping.

Only as reocontly as 104G wes the personnel office of the IDureau
enlarged and specialized to meel more exacting Dureau needs. 1In that
year it was elevated to divisionel sbatus on an egual looting with all
other divisions of the Burcau end given a formal dolepation of authority,
dubios, end responsibilities and an orpaniszational sebeup in linc with
sone of the modern concepts of acceptable personnel work in a large

BIENCY .

. . . 2
Present Organization and Functions
It thus took a nejor reorganization and expansion of the suziliary
service units of the Buresu -- personnel, budget and fiscal, and ad-

ministrative services -- to give the personncl function divisional status

NGRS am; It

«y

“The metoriel of this section is adapted, in some instances verbatinm,
from official organigation charts of the Jurcau, from pertineant official
job stateneats, working directives, end similar maberial nob ordinerily
aveilable 4o the public, and from interviews end discussions with key
Bureau personnel.
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in Bureeu organigation and vo expand its responsibilities =and facilities
sufficiently to increass naterially the services available in this field
to the operastin: divisions of the BDureau. This modernization of the
personnel service in the Burcau =- and of the other auxiliary services --
was accomplished almoat over-night with the transfer to the Bureau from
the Production and larketing Administration of a considerable number of
emplaoyees who had been working in similar assigmments in that organize-
tion,.

#vem & casual nlance at the organization of the present Persounnel
Division end the specific duties and responsibilities of its component
sections discloses that the Bureau is now eqguipped to furnish service
to the operating divisions in any phase of porsonnel activity. The
division is now organized into an Office of the ilead of ivision and five
specialized soctions. These include a claseification and orgenigabion
section; an employment section; e training relations and salety sectiong
a procedurcs and services scction; and an investigation section,

The Perscunel Division is headed by the Bureau Persomnel Officer.

It is his basic task to develop, direct, and coordinate a complete prow-
gram of personnel administration for the Bureau. Such & propgran rmst
conforn accurately to existing lewgy rules and regulations and to ver-
somel policles of the Department, the Agriculturel Hesearch Administrae-
tion, and the Civil Service Commission. He and his staf{ collaborate
with and advise the other units of the Burcau on all personnel actions,
policies, and problems and formulate progressive programs of personnel
administration and sound organizetional planmning for the Burcau, In
this connecbtion, considerable effort 1s expendod on problems of effecitive

personnel utilization and management improvement to ensure a full and
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offeetive use of menpower in Bureau work prograns. Theo Porsomnel Officer
also has the responsibility of advising the Chicf of Buresu and other
top administrators on all phases of persomnel administration and manage-
mente. IU is his responsibility, too, Lo provide the necessery llaison
end offective working reletionships in this fleld with the Agricultural
Researeh Adainistration, the Department Office of Personnel, and the
Civil Service Commission. On many matbers of regular persomnsel actions
and procedures he has full authority for menbers of his division to deal
directly with thoir opposite nmumbers in the Uivil Service Comnission,
thus preatly speeding up meny personnel actions uncomplicated by unusual
problens.

The Bureau of Animal Indusiry has long been commlitted Lo the develope-
ment of an effective and stirsctive carcer service. In collaboration
with Bureau officials and those of the operatin; divisions, it is the
rosponsibility of the Psrsommnel Officer and his principel assistants to
develop and adninisbtor a DBurcsu~wide career gervice program. This pro-
gram is designed to incroase the efficliency of operations, malke maximum
ugo of employees' skills, abilitios, and experience, provide for caroecr
advencement {ron within, and promobe and maintein a high lovel of e
ployee morale.

To the clessification oud orpanization scction of the division falls
the task of applying the Federal Govermment's uniform position-classie
fication system to all Bureau positions. In this aessigmment it nainteins
a continuous review ~f positicus in “ashington and the field to assure
their correct allocation and usoe and administers the application of class
specifications and job standards governing the allocabion of positions

in the Burecau. In this conneclion it elso participates in the develop=-
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nent of the specifications and stvaandards overnins the identilicetion
and cleasification of positions by prade, classes, and occupationsl
groups.

An importan® phase of the work of this secbion is that of conduct-
ing studioes of the organizational framework of Bureau units for the
purpose of developing improved organigation plens and administrative
operating methods. Such surveys of orgenization both in Vashington and
the field are used also to dobermine organigational and specific position
requirenents in the various Bureau units. This section also administers
an inclusive program governing the compensation of personnel occcupying
pogitions not subject to clessification. The section naintains liasison

th tho Department Office of Personnel and the Civil Service Commission
on classification, waye, and salary aduministrative sctivities. It also
provides e continuous flow of informestional and educational material to
supervisory poersonnel to increase understanding of the principles, methods,
and objecbives of clessificetion, 1l.: advantages and applicetion in betbter
persomiel nmeanagernicnt and utilization.

The employment section of the division handles all matters concerned
with persounel examinetion, recruitment, solection, placement, appoint-
ment, gualifications, trensfer, reinstatenent, promotion, separation,
and similer procosses. In this phase of porsonnel activity it develops
and pute inbo opsrabtion progreams designed to anticipete, supply or ad-
Just the persomnel requircments of the various Zurcsu work propgrems and
activitics, It works out and applics the qualification standards by
occupabional proups needed for effective eppointment, promotion, roduce
tion~in~force, and similar purposes,

This soction collaborates in the esteblishmont of Buresu personnel



policies and in the development and issuance of policy statements and
operating instructions for the guldance of other Bureau unibts, It
esteblishes and administers procedures rolabing to all employment mat-
ters and conducts periodic inspection of practices and methods being
used in the DBureau to insure conformity with sstablished policy and
strict adherence to regulations. In addition, this section mwintains
formel liasison with the Department 0ffice of Personnel, bthe Civil Service
Commission, and other agencies on all matbters concerned with persommel
recruitment and employment. An importent pert of its assigmment is also
to provide administrative and technical counsel and assistance to all
Bureauw operating officials on such mabtboers. And, finally, it develops,
issues, and interprets the policies, rogulations, procedures, and in~
structions relative to the persomnel aspects of rebirement, annual and
sieck leave, hours of duty, and similar metbters of direct personnel con-
cern to each employoe.

The treining, rolations, and safety section of the division has a
rather wide variebty of duties and responsibilitiess In the first place
it has the bask of plarming and conducting training progrems throughout
the Burcau in cooperation with operating officials., These training pro-
crems are designed to improve the job performence of professional, teche
nical, administretive, and supervisory porsomnel, as well as to cihenco
their opportunity for promotion. It works with operating officials in
enalyzing actual operating »roblems to determine cexact training needs
and conducts the training progrems developed to solve such specific
operabving problous.

In the sphero of employoec relations, this section conducts a com~

prechensive progran for improving enployec-supervisor rolabtionshipse. For
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cases of dissatisfaction or meladjustment it provides a counseling pro-
zran to effect such euployce adjustments as can be worked out. It plans
verious employee services and conducts welfeare and morale-building pro-
jects. It also conducts the roview of formal and informal omployee
grievancos snd complaints for the Burcau, counsels with those involved,
and nmediates aend dirocits solutions. It provides the necessary lieison
with the Department Office of Persomnel, other agencies, and employse
groups on problems in this area of personnel administration.

In the realm of safety, compensation, and health, this soction handles
the over-all safety program of the Bureau., It adviscs Bureau personnel
at all levels on safeby measures, methods and techniques for more effective
and efficient job performance, the safe operation and maintenance of equip-
ment, and fire prevention. Furthermore, it represonts the Bureau with
other agencics and of'fices on all matbters of componsation of employees
for occupational illuesses and injuries. It establishes first aid pro-
codureos and requirements for the Burcau and keeps all units informed and
reminded of these., OUne of its primary duties is that of conducting peri-
odic surveys and inspections of all Bureau units, both in Washington and
the field, for any sign of work hazard, fire hagerd, or cerelessness in
operational procedurcs of danger bto employces.

t is this unit of the Persomnel Division that coordinates for the
Bureau the administration of the Civil Service efficiency rating system,
serving as advisor to officials and employees alike on matters relating
to efficiency ratings. In this essignment it furnishes the secretary of
the Bureau Efficiency Rating Hoview Committee and represents the Sureau
before the Depsritmont AEfficiency Rabing Board of Review. It also collabe

orates in tho administration of the employee sugpestions and honor award

.
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prograns of the Depertment, projects designed to develop employee in-
centives and morale.

It is the task of tho procedurecs and services section ©to review and
analyze policy and procedural requirements of the lureau in the personnel
field and their conformence with Depeartment COf{ice of Persoansl and Civil
Service Commission requirements to determine the nature and depree of
chanse needed in Bureau internal oporeations and work-flow. This section
develops or collaborates in developing over-sll and specific personnsl
procedures noeded to meel program, policy, legal, and other requirements,
In this btask it coordinates the devolopment and issuance of Personnel
Division procoedures for the information and guidance of all Bureau units,
It is here thaet the permesnent personnel and classificetion records and
files on all Bureau employccs are maintainced, from which the section comn-
piles personnel stabisties and rogular and special persomel reports re-
quired by the Dureau, the ilesearch Administration, the Department Offilce
of Porsonnel, and the Civil Service Commission. It provides the necessary
liaison with these and other Govornment apgencies on such matters. This
section also takes care of tho maintenance requircments of the Personnel
Division. It handles the requests for supplies, equipment, printing and
duplicating services, office facilities, repair, maintenencec, and other
services,

Vhen Bureau employees pot out of line in mebtters of conduct, as
occasionally happens, it is the Personncl Divigion's investigations socw
tion that tales over the cases. This section conducts any nocessary
investipgations of alleged misconduct of employees, fiscal irrcgulerities,
theft, nisuse of Government-ownsd property, bribery, cmbszszlement, race

discrimination, and eny other alleged violation of applicable Federal



statutes or of Department rules and rogulations. IU reviows the reporis
of field investigetions and of disciplinary actiouns taken under dolegated
authority by field offices, This unit determines appropriate disciplinary
penalties to be imposed under delegated authority and prepares review
reports and recomuendations for the signature of the Chlel of Lureau to
the Director of Personnel on diaciplinary actions requiring prior approval
of that official. So that field offices mey have accurate procedures by
which to conduct field investigalions under delegated aubhority, the scc-
tion formulates policies, standards, and procedures for their guidanco to
insure the proper conduct of such invgstigations and the just imposition
of disciplinery penalties, This section also conducts any investigabions
needed to verify the qualifications and determine the suitability of
prospoctive and new employecs of the Dureau, ospecially of those who will
rogulerly have access to confidential information or will handle large
suns of money to insure adeguate protection of the Buresu's interosts,.
Through the Dureau investigations officer, this unit mainteins of-
fective liasison with Burean administrabors, division heads, the 0ffice
of the Solicitor, the Department Division of Investigetions, fair eme
ployment officers, and obther officials end apenciles of the Department,
as with investigation units of other Federal apgencies on all metters of
investigation and misconduct. Furthermorc, the investigations officer
may be called upon to assist prosecuting officials in the preparation
of casas of legal action for trial and to appear before Federal grand

juries and at court trilaels Lo testify when required.

Compearison of Past end Present Persommel Opcrations
As can be seen from the detailed statement of Jureau persomnel duties

and functions prosented above, the prosent Bureaun Porsomnel Division is



a far cry from the activitics of this funection in the Jursau eoven as
rocently es four years afo. Theorctically, at loast, almost every
conceivable phase of personncl ectivity is provided for in tho presont
organigation, ewvidenco thal Durcau administreators recognige the poten-
tial usefulness of a strong, effective personncl sorvice to the smooth
and effective administration of the line divisions and their highly
specialized progrens. The material change and expension of the persone
nel function which has taken plece within the past {our yoars is worthy
of closer examination.

As of July 1, 1826, Puwell3 listed the enbire stalf of the Bureau
Office of Personnel as consisting of one adminisitrative assistant, a
principal clerk, a cleri, {ive assistant clerks, & junior clerlk, aad &
Junior messenger. With a staflf of this size and srade il is obvious that
only the most routine of personnel services could possibly be provided
and that considerable assistance in persomnel matiers would, of necessity,
have Lo come from the operating divisions, o condition which has prevailed
throuch most of the Buresu's history. On July 1, 1940, with a tobtal
Buresu earollmont of §,003 employees, the nuuber of workers assisned di-
roctly Lo persomuel worlk, including clerical service, votalled but 15
employeess <The section still was headed by an administrative assistant
with bubt two assisbants of sufficient grade and experience actually to
perforn more than perfunctory routine persomel functions. Since the
establishment of the Personnel Division, the number of employees engaged

in personncl dubies has increased., On July 1, 1949, with a tolal Buwocau

aFred Wilvur Powell, The Durceu of Animal Industry: It's History,
Activities, and Organization, Jorvice .ono-raphs of the United States
Goverument HNo., 41, Brookings Institute for CGoverument Research, The
Johns lopkins Press, BDaltimore, 1927, pe 4l.
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enrollment of 7,782 enmployecs, a total of 49 were assigned to tho worl
of this division,

Hot only has there been & change in the size of the porsonnel unit
of the ureau, bub an even more sipgnificant change has taiten place in the
gualifications, training, and grade of the personncl assipgned vo the key
persommel positions Lo more necarly meeb the needs of Bureau organizetion
and operation for such services. As is evident {rom lho roview of the
division's duties and responsibilities, a hipgh degree of specialization
hag been introduced, requiring key personnocl not only considorably ox-
perienced in these types of persomnel work, but with & considerable de-
rree of professional education and training in the field as woll,.

In the past, thero was a considerable lack of procision in the se-
loction of employecs for personunel work in the Burcau. A high degree of
ability to geﬁ along with other people and some eptitude Tor aduinistra-
tive work were considered the most baesic gualifications for such essipn-
ments. Bureau workers in this field became proficient in the conduct of
their dutios mainly through the accunmlation of exporience over long peri-
ods of {ime. At the present time, with a more proecise nced for special-
ists in omploymeont, classification, training, employee rolations and
similar phases of tho persomnncl functlon, at grade levels fully comper-
able to those of other profcssionsl fields of tho Bureau's work, persone
nel work in the Burcazu is atiracting employees with at least somo, and
in many cases counsiderable, basic educational background ond training,
Instead of assipning the duties to clerks with no particular training
for such work, key positions in tho division are now filled by employment
specialists, classification spocialists, employee relations specialists,

investications specimlists and the like,
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'rom the evidonce available, 1t would appear that the working re-
lationshin of the Personnel Division to the subjoct-mattor opeorating di-
visions of the Iweau has been and conbinues to be closs, intimete, and,
in the main, very helpful, There anpeers o be a2 considerable depree of
harmony in the working arrangements and conbacts in this fiocld bobween
the division and the unite it is designed to assist with porsonmncl probe
lens of any nabure. Specialists of the division are consbtantly being
called upon {or service, advice, and rpuidence in persomnel matlers by
those in charge of the operating divisions., Specialists who can keep
up with the constent and voluninous flow of changes in law, regulatious,
and dircebtives relating to Federal personnel have proven to be of material
assistance in this field to the busy adninistrabor already immersed in
the subject-matter problems of his own projects and programs.

The improvement in personnel procedures which is ;radually being
offected in porsonnel circles is doing much to increase the eflficiency
of line operations. To cite bub one example, the inauguration of Standard
Form 584 for use of the line divisions in recommending porsomnnel actions
of all btypos to the Personnel Division hes materially reduced the amount
of paper work formerly involved in porsonnel procedures, This forn,
vihich has amply proven its worth in tho past fow yosrs, can be quickly
£illed in to indicate any type of personnel action desirecd (except that
of periodic salary promotions, which ls handled separately by The Personw
nel Divieion end is not a responsibility of tho operabting division), in-
cluding name, proposed gradsc and service, offective dale of eppointment,

chengoes in status of preseant employees, and e statoment of the proposed

4 . ) , .
Standard form 52, "lRequest for Persoanel Action", Federal Persommel
Nenuel, Chapter Rl,.
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duties of the incumbent, upon which employmoent and classification oxpertis
can pass guickly to check the wvalidity of the whole proposal, Such a
material reduction in the anouant of paper work involved in the large nun-
ber of personncl actions constently tealking plece increases efficlency of
operations in both the originating unit and the Persommel Division, Fur-
thermore, the standardizabtion of routine persomnel procedures, with which
& line oporator can become and stay familiar, is apparently having this
sane bonaficial oflfect.

It should not be inferred, however, that the linc operator is thercby
entirely freed of personnel considerations and problems. Any direator of
en active prozram; will comstantly be up to his ears in such probloms in
his own organization. From cxperience and training, he kmnows and is re-
gponsible for tho work to Lo done, its relationship with other positions
on his sbteff, and the money svailable to cover it, so that the first pro=
posal of dubies, grade, end classification are in his hands and, within
broad limits, his is the final accepbance of the action taeken. A direct
end close working rolaetionship with the personnel specialists is thus
ossential to work out any differences in evaluation of the ection pro-
posed. There is ample evideonce that this condition prevails between the

Personnel Divimion and the opereting divisions in the Uureau.

Flow Of Persamel laterial to Line Divisions
In addition to this type of direct contact botween the Persommel
Pvivision and the line divisions of the Bureau, and, of course, tho cone
stant inberchanpe of memorands and calls on specific problems, person-
nel information highly useful to the line oporators at the divisional
level reaches them mainly in two foruws: the Administretive .lepulations

of tlw Department of Agriculture {compiled principally by the Depart-



ment Office of Personnel) and Bureau Circular Letters,

The vast differcnces bebtwecen the handling and adminisbration of
smovernmental personncl and those in private employment are too obvious
to require more than passing mention hore. “ithin broad limils of
decont humen relationships and the reguirements of his operations, the
private employer works oub hls vwi persomel rules and repulations Ho
£it his specific needs. In government service these are spelled oub
in minute dobail by lew, dirccbives, Clivil Service rules and reguloe
tions, and Department procedurcs, within which rigid framework the
sovermmental executive administers his persommel activities or is in
imnediate trouble. Yo complicate matbters, the rules of the game never
remein quite the sa:e, bub ero comstantly being revised and amended,
somebimes slmost from day to day. Personnel rules, rogulations, and
procedures currently in effect at any one time are compiled in the De-
partment of Agriculture's regul&tions.s The persomnel section of the
reszulations is a formidable volume of 2,546 pages at this writing end
sbout half the size of the old=-fashioned family Bible, These arce made
aveilable Yo all responsible operating officials at "ashington head-
quartvers and a somevhat smeller, abridjed edition is placed in the
hands of every Iicld stabtion director for his puldance. And, like the
family Bible, these volumes should, if thoy seldom do in the course

of the crowded days, merit daily reading as & guide to svery-day pere

5]
Adninistrative Hepulations, United States Desartment of Apri-
%— 'y ‘r-M rY - - . 3
cultures Yitle 8, Personnel Adminigtrallon .epuletions, with amonde
Monts, Government Printing Office, waSRINCLOn, June 50, 1347.
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somnel matters in the operatiag asencies,.
The Bureau Personnel Division, as has been ssen, participates in the

3 B

prepoaration of material for the ilegulations as it affects the Bureau and
directs the distlribution of the nuwnerous amendments as they appear to
keep the regulation books of responsible operating officiels up to datle,.
Bureau Circular Letters are also used to notify operating officials of
importent developmen®ts or changes in versonnel policies and procedures

or to e¢all direct attention to some item of particularly timely signif-
icance. Such letters are prepared in the division and are usually signed
by the Assistent Chief of Bureau in charge of Administration, bul nmay be
and frequently are signed by the Chief of Dureau himgself. In eaddition,
neriodic Circular Letber Index-Outlines are issuod to operating officials
as g cheek list of circular letters of instruction currently in force.
Brielf announcements on porsonnel mabtlters are also published from time o
time in the Burcau's llonthly Service and Hegulatory Announcements, a pube

licabtion roing te all BDurcau units in Washington end the field,

elationships with Department Porsounel and Civil Service Commission
Ye have seen that the Personnel Division has a very close workinp

relationship with the operating divisions of the Burcau, not only in ac=

GA slance at a few of the 70 separate chaplter headings of the Resu-
lations will indicate the couprshensive coverapge on personnel matbters
atlenpted through this meens., Begimning with Chapter I, "Policy™ and
ending with Chapter 70, "lliscellanoous", chapters are devoted to such
subjects as "Relations Bebween Department of Apriculture and the Civil
Service Commission", "Orpanization Review", "Position Classification”,
"Ingstructions to Employment Officers for Effecting Personnel Actions”,
"Promotions, Reassignments, and Transfers", "Reemployment ights™,
"Leave", "ietiremeut", "Orientation Training”, "Veterans! Training",
"omployee Orgenizebions end Activitics", "Porsonnel Relmntions Appcals
Procedurc™, "Safety", "Conduct of Employces”, "Investipations™, and
"Disciplinery Actions™, to mention but = few,
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tually furnishing the personnel services neccessary te the orderly con-
duct of theilr work, bubt also in an sdvisory capacity on the multibude
of personncl nroblems comstantly arising in the course of daily opera=-
tions. ‘e have seen also that there is considorable informality aboub
these working rolatilonships, thet a grest meny of the contacts are per-
sonal and direct, by confercance or telephone call,

Lilkewisoe, Lhe Personnel Division maintains comstant and Yo e cone
siderable degree informal and direct liaison with the Departmont Office
of Persomnel and the Civil Service Commission on a2ll persommel matters
of concern to the Bureau. As we havo soen, specialists heading the
various subjectemstter sections of the division have a direct authority
and respons8ibility for mainteining close, effective working relation-
ships with thelr opposite numbers in the Departiment Office of Personnel
and the Civil Service Commission, a situabtion which tends to speed the
clearance of personnel gquestions and action and mekes for a high degree
of professional stature and morale in porsomnel circles at the Bureau
level, The nmeinbenence of such close and gencrally cordial working reo-
lationghips with top levels of authority in personnel natters assures
s Dureau of full and active participation in any aectivities in +this
field touching its interests and a close awsrcness of changing trends
in policy snd rezulation, advantages which cannot help but be reflected
back to the welfare of all component units of the Durcau.

Burcau persomnel policies, actions, and procedures must of necessity
conform fully to those of the Deparitment Cffice of Personnel and the
Civil Service Commission and are subject to reviow and control at both
higher levels of asuthority. Appointments beyond prade GS=5, for oxe

”

ample, nust have prior approval of bobth hicher agencies and rigid per-
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somaol ceilings are imposod upon ‘iashingbon employments It is the re-
sponsibility of the Bureau Personnel Division to keep fully informed of
all mabtters requiring formal clearance with the Department 0ffice of
Personnsl and tho Civil Service Comnission and to see to it that such

matters are officially cleared before being pub into effect.

Special Services to Operating Progrens

In the very few yoars of its existence as & division, the Personnel
Division has already been called upon to render services of an emergency
nature for the operating agencios of the Bureau. These well illustrate
the ugsefulness of such a unit to action programs in the Bureau's divor
sified work load.

The oubbreak of foot-and-mouth discase in liexico and the Bureau's
immediate participation with the lbxican~United States Foot-and-livuth
Commission in the emergency program inaugureted to keep the disease out
of this country is a case in point, The Personnel Division was imme-
diately confronted with the task of recruiting and appointing for duby in
Mexico the gualified veterinerians and their assistents in vearious oc-
cupational categories, already in short supply in this counbry, noeded
imnediately to got the control prosram into mction. The problem involved
not only locating veterinarians already in Pureau service who could be
transferred Lo liexico in the emergency, but the recruiitment and appoint-
ment of hundreds of suitably qualified veterinarians in private practice
end othors just completing their veterinery cducation. The task involved
in stalfling this program was further complicated by the reguirement that
a large nmajority of the employees recruited had to posscss some famile

iarity with the Spanish lenguage, and by nusorous details of processing
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involved in sonding omployees to a foreipn counbry, such as obtaining
passports, inoculabions against discases, arrangements for transporia-~
tion to foreign posts, and other compliceting .cwoctors. That the control
progran was activabtod withoub undue delay is cvidence of the effective
handling of the personnel aspects of the problem by the Personnel Di-
vision, an emergoncy service of maberial assistance not only to the
Comaission but also to all of the operating divisions of the Dureau con-
cerned with the fight against the liexican foob-and-mouth outbreak,

Of not quite so stringent a nature, bubt none the less important to
a Bureau program and of an exbtensive and hurried nature, was the service
rendered to the Animal Husbandry Division three yocars agso -~ and to a
considereble exbent repeatsd in all its difficult aspects anmually since
that time., This wac the expeditious appointment of numcrous stabe per-
sonnel as cooperative agents of the Burenu for work in the Animel Hus-
bandry Division's extensive cooperative projects on beof catlle and
pouliry improvement under the Research and ilarketing Act, Since practie
cally 21l of the Burenu's funds for this work were ear-marked for assist-
ing the steate experiment stations to obtain and meintein qualified personnel
for the work at their sbations, the success of the Bureesu's participation
depended to a considerable depree upon effecting the necessary appoinbte
ments quickly and correctly as bto such dotails as effective appointment
dete, proportion of salary to be paid from Bureau funds and from state
funds, length of appointment, and similer debtails. This task has been
handled by the Personnel Division to the satisfaction of all concernecd,

As human affairs go, it can reasonably be expected that similar
emerpencies of one kind or another will arise from time to time in the

future. It aupgurs well for the success of the DBureau's programs thab
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the Pergsomnel Division has already proven itsel! capable wmder stross
of meeting such emergoncies in tho memnner in vhich it has disposed of

thosc which have already arisen.

Persomnel Division Program Developments

Since from tho nabure of its work a major part of the Burcau's need
for professionnl employees falls in the velerinary field, it is not sur-
prising thet the major itraining and recruitment progrems thus far ate-
tenpted by the Persomnel Divieion should apply to veterinarians., A
considerable part of the professionel staff of the Bureau has to be re-
cruited from graduates of the accredited veterinary collepes of the
country. In recent years there have not been enough graduates =~ partice-
ularly with the foot=and-mouth campaign in full swing -- to supply the
Bureau's reguiroments and the additiounal demands [or private practi-
tioners., This has hanpered some of the work of the Bureau, nobtably the
control and eradication of animel diseases and rederal meat inspcection.

To attract compotent wvetorinarians to Dureau servico, the Personnel
Division in October 1943 compiled and published an etbractively illus-
tratod bulletin outlining in detail the opportunitios offersd young
voterinarions for a career in Dureau work.? This publication conbains
a brief history of the Bureau, the scope of its activities and its or-
penigation into various lines of work, and a list of specific Bureau
accomplishments in this professionnl field. It outlines the individual
opportunities for a career sorvicc for velterinarians, including salary

and promotion, omployment tenure, hours ol duty, leave benofits, compen=-

7 ,
"Carcor Opportunities for Greduate Veberinarians in the Jureou
of Animal Industry", IHsc. Pub. 671, Govermment Priniing Office,
“ashington, October, 1943, 18 pp.
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sation and medical bonefits for scrvice-connected illnesses and injuries,
retirenent opportunities, and the swmer enployment of veberinary stu=
dents. This bulletin is distribubed by the division to all student
voberinariansg through contact represontatives nsintained by the Burecau
with all of the acereditved veberinary colleges in the United States.

As o further step in the direction of broader iraining prosranas
and as a means of stirmleting end maintaining a constant supply of
thoroughly qualificd graduate veterinarians for its work, ths Bureau
last year instituted a prosram for the swumner enmployvment of students of
accredited veterinary colleges as Veterinarian (Trainece) on a probation=-
ary sbtabus leading to full civil service employment opportumities upon
rraduation, Such btrainee appointments or swmier work are nade on the
basis of assembled civil service oxaminations, They are at the rrede
level of GS-4 for those students who have completed three years of
collegiate training in veterinary medicine, including one year of pree
veberinary medicine (in other words sophomores of veterinary colleges)
and GS=5 for those with four years of such training, one of which may
be pre-veterinary work (juniors). If their probationary performance in
their suarer assignmonts on active duly proves sacislactory, this is
the last competitive exaninalilion they have o pass, and sabisfactory
trainees canl be appointed directly to permanent civil service stabtus at
vhe GS=7 or first full profecsional lovel upon sraduation from veter-
inary collegece. The projram is proving effective from the Bureau stend-
point in lining up for Burcau sorvico o substantial group of well itrained
voun; veberinarians already feniliar to some ewtent with Dureau opere-
tions and requirements., It is also proving atiractive to many student

veterinarians in solwving while in college the importent consideration
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of a job after graduation.

Another extensive BDuresu training progran was inaugurated last yeer,
according to i, A. DeVaughn, Bureau Persomnel Officer. This was the super-
visory treining progrem desigmed to give supervisors at all levels a
botter undorstanding and appreciation of the basic prineiples of effcectiwe
supervision of employees and e knowledge of how to avoid the bullding up
of problems in this area. Training conflerences of two and one-half days
duretion were conducted jointly by the Burecu training officer of the Per-
sonnel Diwvision and the assisbant head of The ilieal Inspection Divisiom
with supervisory personnel of thal division at 15 different localities in
the country. Sessions weres devoled to discussion of the recognized prin-
ciples of effective supervision, to the characteristics of good and poor
supervision, to the application of supervisory principles to daily operas
tions, to a discussion of speclal supervisory problems such as the hand-
ling of grievances and the pr blem worker, and to concideration and
analysis of specific personnel preoblews of The superviscrs participating
in the training conference, An oqual amount of time wes spent on dis-
cussion of btochnical probloms involved in administering the ilkat Inspec-
tion propgram, so that the conferences covered both technical subject-
matber and porsonnel problems. DeVaughn states that the response to
the training prosram was cexcellent and that plans ere under way for
exbonding it to other unites of the 3ureau.8

In further prosran developments, an extensive study of the organi-
zation ol the various Dureau unilts and examination of the classification

of every »osition, both in Vashinston and in the field, was undertsken

8 X R . . e .
Personel interview with the writer, April 13, 1950,
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about Two yoars age and has imade appreciable progress. The task in-
volves numerous complications of precedent, previous pabierns of opera-
tions and procedurcs, fund and staff limitvetions, lon;~established
policios and similar considerations that require objective and under-
stending handling to be fruitful. A majority of the Vashington posi-
tions have been reviewed, At the request of the new head of the Ani-al
Husbandry Division s complete study of the organization of that division,
which is located at Beitsvillo; ifde, was made in 1948 and every position
in the divigion examined as to classification and organizational relation-
ship. This study resulted in the elimination of one subject-mabttor secw
tiom, the division of another large section into two more procise smaller
subject-matter soctions, the up~grading of & number of positions and the
dowa-srading of soveral found to be improperly classified. This exam=-
ination of both structure and individual position is currently proceed-
ing with olther units of the Bureau.

An extensive study of the personnel records vhich have been naine
tained for years in the Bursau has also boen made in the past two years,
This study has resulted in the elimination of a number of persommel
rocords found to be obsolete or unnocessary, such as the narretive
chronolozy of personnel actions end a chronological record off all
correspondence reflerring to the individual employee, and the entire

system of personnel records has boen modernizod and simplified,

Some Problem Arecas
Several of the more pressing problem ureas in the use of the person-
nol function in the Bureau of Animal Indﬁstry should Bbe poted. One of
these is the matter of providing the broadest possible carecor opportuni-

ties across Burcau organizational lines for employees of oubstanding
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abilities, experionce, and accomplislmonts snd in so < :ing of identify-
ing the personnel eventuelly qualified to fill key positions and replace
top administrators. Tho objective identificabion of outstanding talent
and potemtialities is a serious problem. This is & relatively unex-
plored field in Bureau procodures and operations and there has beon a
deepening concern over the need for an effective carcer program that will
utilize in the most efficient nanner possible the potential capabilities
of staflfl already available in the organization or which can and should be
developed amony Bureau personnol,

The problem is intensified by the need for developing replacoments
for an unusually large nuwaber of retirements, many of top officials, which
will occwr in the next fow years. There is a real need to develop and
use the best techniques aveilable in selecting incumbents for supervisory
positions. It is Telt that a program should be worked out Lo provide
adequate facilities for assuring that all gualified employees are fully
considered for promotion from withln as vacauncies oceur and bthat final
selection is nmado of those who arc best qualified for the position to
e fillede. It is also considered essential that all employoes be made
fully fanmilisr with the objectives and procedures for such a career
PTrogI'onle

Two aspects of the problem of establishing such a broadly organizod
career progran heve proven troublesome to Burceu personnel specielists
and operabting officials alike. One of these is the need for the dovelop-
ment of an adequate method for reporting Lo the Bureau by the operating
agoncies of cases of outstandiung employees for special consideration in
their development and advencenment, including possible promotion end

trensfer to other umits of the Durceu. The other is the validity of
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actual testing by the examination technique of such employees, as an
integral part of the selection process for certain supervisory positions,
This technique is relatively new in govermment and only slighbly older
in industry, although apparently being incroasingly used in the nest few
years by some of the larger companies in industry in the selection of
key porsonnele. HNeither of these problems would anpear Lo be entirely
insurnountable.

Despite the fact that such problems have nob yet been fully worked
oub, a career developmonlt program has jugt beon announced for the Bureeu
and is being put into operation at csnce.§ For the present, the competiw
tive areas for promotion are being confined to the positions of Imported
Animnal Byw-Products Inspoctor, all grades; Livestock Inspector, all gradess
Meat Inspectbor, Grade (S5-8 end bolow; Virus-Serum Inspector, all crades;
Vobterinary Livestock Inspectvor, Crade GS-9 and below; Veberinary lieat
Inspector, Grade (S-9 and below, and Veterinary Virus-Serun Inspector,
Grade GS-9 and below, on a stabtion-wide basisg, end ilat Inspector, Grade
G5=-9 end above; Vebterinery iivestock Inspector, (iade GS-1l and aboves
Voterinary lieat Inspector, Grade GS5-11 and above, and Vebterinery Virus-
Serun Inspector, Grade GS-1l and sbove on e matlon-wide basis, Three now
personncl data sheets have been developed for use in the progran, two of
these, a "Supplemental Qualificetion Form" and a "Careor Service Place-
ment Form™ to bo complebod by the omployse and the third, a "Career
Service Iveluation Form™ by his supervisor, endorsed by the official in
charge of vhe station, It is oxpected that the use of the exemination

technigue a3 a factor in the selection of promising persomnel for pro-

PR A U TR A N B 4l R A

Bureau Circuler Letior No. 413.1, "Carcer Servico Propran®, mimeco.,
April 3, 1950,
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motion will be tried out on a tesv basis in one area of Dureau opera-
tions to determine its effectiveoness under actual operating conditions
bofore being applied pgenerally in the Bursau.

Because of the large numbers involved on the one cabegory, the
problem of training and recruitment of veterinarians offers sufficiont
scope for the organization and application of adequabte training and re-
eruitment programs for such professionals., Conversely, in many of the
other specinlized fields of endeavor the number of employees needed in
any one profegsional category is so small as to make the application of
an orpaniged recruibtment program exbremely difficult, if not impossible.
The needs for specialiszed talenis for research positions further compli-
cate the picture., Thus recruitment for the research divisions becomes
a2 challenging problem and one not yebt entirely solvod.

One further problem area in the Persomnel Division itself is t
of koeping persomncl activities fully goared to the needs of the Durcau
and its oporating divisions without becoming so enanmoured with the in-
triguing facets of ite own prosrams as to full into the fatal mistake of
attempting to make them ends in themselwes, rather than offective aids
to the operating divisions. Only on the basis of its intrinsic worth and
value to the furtherance of Dureau operations does any persomiel propran
justify 1vs existence. Ho personnel activity, no matter how worthy or
interesting it may be in the abstroct, can be justified except on the

basis of its utiliterian value in one way or another to Bureau operabions,

Some Inbernal Problems of the Personnel Division
It is not Lo be supposed that all of the snecialized [unctions of
the Burcau's Irsomnel Division ss ocublined above have arisen full-blown

into offective action with the establishment and organization of +the
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divigion as it is now constituted. It should be romembered that the
division, &g such, is scarcely four years old and, in comparison with

"gheaito~down

nost other units of tho Bureau, hardly safely cub of its
cruise™., It should also be remembered that the establishment of the
functional responsibilities of +the division in such minube detail re-
flects an entirely now approach to personnel operations asnd management
in the Bureau. iost effective adninistration of the personnel {function
will undoubtedly take time and s fuller understanding and appreciation
on the part both of the division itself and that of the opeorating di-
visions of the potential usefulness and valuc Lo the orderly and effec-
tive administration of the line umits of the Bureau of the personnel
specialization now available.

Since the division's functional responsibilitios reprosent o ma=
torial addition and expansion of services Lo mcet practical or theow
retical needs, BDurcau personnel officials are frank to admit that their
effective adninisiration will nccessitate the development of many in-
novations in the form of changes in volicy, adninistretive procedures,
and methods as well es in operating practices, still to be worked oub.
Thus, as one responsible official puts it, in planning the personnel
progrem, it will be necossary to meke further careful and thorough
studies to deborminc the needs of the various divisions and their field
stations and %o approach the problem of meebing those neseds in such a
manner as will pain complete acceptance and cooperation by responsible
operating officials., Then, too, most of the key personuel of the di-
vision have been recrulted from other agencies and have had to underso
a period of orientation in the programs, policies, operating practices,

end needs of the Bureau of Animal Industry before being fully guelified
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to apply themselves to the importent tasks of planning and devoloping
programs of work in ‘their respective ficlds applicablo to Jursau problems
and n00ds,

lesponsible officiels of the Persomnocl Division cel thal the person-
ael program required for the Burcau is fully as exbensive end complicated
at the Bureau level as is the program of the 0ffice of Personnel at the
Departaent level, and there is considorable ovidence to support such a
comsention. It is their coanviction that no other Bureau in the Depart-
ment has more complex and exacting responsibilities in classification,
omployment, employee relabions, training, safety, disciplinary, and pro-
cedura. phasas of their persomnel programs then does this Dureau.

Frequent and far=-reaching changes in legislation, regulations, poli-
cies, and procedures governing govermmental personnel administration,
dating Oro: the inception of the national emergency and continuing to the
present, heve placed upon the dlvision The heavy responsibility of lkeep-
ing abreast of such changes and the operating divisions fully informed
upon vheme

The osbablishment of an employco-relations progranm merks the be-
ginning of acbtivity in a phese of personnel management as yet largely
unexplored in the Burcau, The doveolopmoent and successful conduct of
such & prosran will require not only the best cfforts ol the Persomnnel
Division bul a high degrec of acceptance and euthusiastic support from
line officials, somothins that will undoubtedly have to be won by tho
real worth and merit of any prosran proposed. Such o program will nceed
Lo be carefully worked out and its usefulness to nain Burcau objectives

readily apparent Lo win such suppory very readily, it is boelieved.
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Importance in Bureau Administration

Careful examination reveals that the personnel function pleys an
integral end highly importent pert in the administration of the Bureeu
of Animsl Industry. As is of'ton the case, the Persomnel Officer and
his »rincipal assistants perform e considereble amount of staff service
of advice, planning and coordination of persomnel matters to the Chief
of Bureau, his principel assistantc and the heads of the wvarious oper-
ating agencies. In the main, however, the division performs the nec-
esgary auxiliary functions of recruitnment, employmeunt, placement,
position classification, discipline, and similar services. The di=-
vision plays an important end intimete role in the persounnel problems
and operations of the line divisions and the working relationship bew
tweon the personnel specielists and reosponsible line oporating officials
of the subject-matier divisions of the Bureau are direct, intimate, and,

in general, harmonious.



CHAPT=R VI

THE BUDGETARY FUNCTION

Probably no instrument of administrative planning and operation has
received mors minute atbention at top levels of authority in govermmental
organizations in recent years than has the budgetary function. This is
an understandc.’ > situation when we consider thel the budget is the very
life blood of an agency's operations and that, stemming from the develop=
ment of the Burosu of the Budget, it has beocome increasingly authoritetive
in governmontal procedures. Without the necessary financial resources for
the job at hand, the administrator's effective accomplishment of assipgned
responsibllities and duties is rendered impossiblc at the very oubset.
"urthernore, careful budgetary clanniug and justificetion has been rendesred
oven more ursent in recont yoars bocause of the huge growbth of the Federal
sovernment's financial comaltments as a result of depression, a second
vWiorld var, and changing concepts of the role of tho government in the di-
rect welfare of its citizons, Pactors which have tremendously inereused
the competition between various needs and the various areas of governw
mental endeavor for a sufficient working share of available funds.

In the administrabtion of the Budget and Accounting Act of 19211 over
the past 29 years, and particularly in that of the Bureeu of the Budget
under Diroctor larold D. Saith after the transfer of the Bureau of the
Budget from the Treasury to the Inteculive O0ffice of the President in 13592,

the budgeting function has beon highly developed in the Federal govermient,.

42 State Le 20.

2
Exocubive Order 8249 and Jleorgenization Act of 1939 (53 Stat. 561).
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~

It has come Lo be ponerally —recopnized by administrators as a hipghly
elfoctive tool of efficient nanagement of the various govornmenbual ¢se
tablishmenta, Budgeting, in foct, has come a lon; way from the mere
assembling of sets of firures to that of a realistic intorpretation of
those figures in terms of poals and objectives end personnel essigned
the task of reachin: them. Az Secicler-lHudson has polunted out

Zenapenent is primerily concorned with the mobilization of
resources and their application toward the achievement of
known goals. DBudgeting, as an inteogral part of management,
is concerned with the balancing of needs of a given group
or groups, weiprhed one agaeinst the other, making choices,
allocating sequitably portions of avellable resources to the
chosen neoeds, and particularly coatrolling tho execution of
the group activities and prosrams. In a very real semse,
budgeting like orgenization and management becomes largely
s metter of division end synbthesis, or of specialization
and coordination, lore and more it is being dgvelop@d as
a nejor instrumont of planning and nernagement.
Stons, toco, puts the basic conceplt of ‘oderal budgeting in the sanc
termg, when he sbates

The Fedoral budget is considered increasiangly as a work
progran expressed in financiel terus rether than merely
the arithmetical resullt of sharp bersaining.

Ariting on the beasic philosophy of budgeting, lenvel definos public

=3
budzeting as
A plen expressing in noney teorms Tor a delinito time period

the operating progsram of a government and the means of its
finencing. It is the goneral purposc of the process by

Q{“}athoryn Socklor-iludson, “Some Problems Concerning the Budget as an
Instrument of Plamnming and lanagement” in Budgebings An Instrument of
Plannine and lmnagement, Unit IV,, The lelatiounship of Budpetins to
Plennins and lanaroment, [dmeo., Prepared and Edited by Catheryn Seckler-
Hudson, The Anerican University, ‘ashinpgbton, 1945, p. G.

4
Donald C. Stono, "Federal Adnministrative anaroment 1032-19427,
in Budreting: An Instrunent of Planning and lanapgoment, Unit IV, p. 1Z.
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which such a plen is developod, proposed, adjusted and

adoplted, and finally execubed to sce that as a result of

e govermment's activities, Uhe mnterial well-being of the

public it serves is maxinized.”

As the imporitance of budgel Lformulation and administration has grow
in Federel planning and manejement in recont years, broad principles of
budgeting have come to be penorally accepted as basic to the effective
application of the budpetery process Lo prosont v povernmental nceds.
aile differing ab times in deteils, leading authoritioes in this field
show considerable agreement regarding the factors invelved in offective
budgot formulation and administrations It is not a part of this study
4o oxamnine those basic principles in :xinute detail, As an aid to the
clear uwnderstanding of the budgetary process as precticed in the Durcau
of Animal Industry, howeover, it should perhaps be noted bricfly that the
speocific principles of budgeting include such factors as oguilibriwa,
comprehensiveness, unity, clarity, periodicity, publicily and, in author-
iging, cxecuting, =and conbrolling the {iscal plan, such factors os oxe
ecutive initiation, accuracy, prior aubthorization, specification, and

legislative nudit,.

s A

5A13.m De llanvel, "The Philosophy and issentials of Budgebins™ in
Bud:_re’higﬁ An Instrument of S?lan:al% and lonacement, Unit I. The “iivolu-
tion of the Eud"e'bary Gonce*:rb in the rederal Govermment, .imeoc., Prepared
and hdited by Catheryn Sech Jer-Mudson, The Anorican Tnivorsiby, ’ashincton,
1944‘3’ Pe 03.

&

For & deteilod discussion of these principles, see liarold D, S":i*ch,
"The Budgpet as an Instrument of Legislative Control and Execubive ianag
mont” in Budpeting: An Instrument of Planning and llnagoment, Unit IV,
The Reletionship of Budgebing o Planning and Lenacomont, pp. 90-100, and
other pertinent papers in Ghis series of e_ummr:.ta:tive articles on budget-
ing; also, iarold D, Smith, The lauarement of Yowr Covermuent, icGraw-
711 Book Co., Inc., Jow York, 1045
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Speeizing of the budget in its intinste relationship to the worlk
progren of the chief execubive, s relabionship that holds good botwoon
the edministretor and his work progran at any lower level of administra-
tive ondeavor in the Federal hiorarehy, Smith statos

The budret, o recommended, roflects the prosram of the chief
oxzecubive., ~hon cnocted 1T becoros aﬁe‘wcr progran of the
government, reflecting ell sovermment ros nongibilities and
achivitiocs in their %011 ical, ccononic, and social mspocts.
Budret formulation, ﬁnerefore, mast bo goarnd closoly and di-
roctly Ho the formulation of the chioef oxecutive's progran as
a whole. DBudgeting and nrogramming are the two sides of the
sane coing boblh must be uvnder the direcht supervision of the
chinl ~wecut1¥a. This holds true for all government, Pederal,
Stateo, locol.

¥

In lince with these concepts, thon, the Federal budgebery process and
tho resultont annual budpet has more and more come to be looked upon as
¢ coordinaled record of the nast acbivitles of jovermment, an invenbory
of the present activities currently iun progress, and a plan for the fubure.
A proporly formalated budget or work plan is nob considered todsy an end

n iteelfl, howover desirable from thal standpoint, bubt as 2 vory olflfccbive

[EN

moans of improving the whole swdninistrative organization of the Federal

government. It ic o means of encouraging ccounomy; of helping to fix thoe

responsibilisy for vwaste and exitravagance; of oliminating the dirocet

&

end piecomenl considoration of the budzetary roquoests of individual sege
ments of poveramente It furnishes o neans for the continuous study of

the organlzation, ascltivities, objectives, obligations, sbalfing methods

of procedurs, and ¢ffoctivenese of govermment agenecics, IV hms, indeed,
"0.

become on eflfective instrument of plaznning end menosemont readily aveile

able to tho administrator of evory wit of goverumont.

Tiorola Do Smith, "The Budget as an Insbrument of Legislative Conbrol

and Ixeoubive lbnegoment,” in Budgelbing: An Instrument of Plamnings and
daanzement, Unit IV, p. 95,
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Brief History of Thoe Durcou Budget Funcltion

Dospite the importance of the annual appropriation to the contin-
uity of work in a rederal organizstion and the need for paining sulficlent
finencial support sach yeor for the work prograns counbtemnplated or under
way, unbil very recent times the Burcou of inimal Industry contained ne
highly specialized budset unit charpged with the specific responsibility
of this type of adninistrative function. ‘Writing in 1924, iiouckg mekes
no mention of a budget unit in the Durcau. Only by inference doos
Powell, throc years labor, give a clue to the location of this activity
in the Office of the Chief of Dureau wihen he says

The Office of the Chief includes en Aduinistrative O0flicer,

a8 Lepal Advisor, a Chicf Clerk, and e group of sections or :

offices dealing with various phases of geunsral administration.

Undoubtedly, the task ol preparing budgets and thelr justification,
in one form: or another, and with rreater or lessor oxpertness, depending
upon circumstances gnd the personnel assizmed to the task, is as old in
the Purceu of Animal Industry as is the Bureeu iitself, The btask has
beon inheront in the accomplishment of obitaining amnual appropriations
Por the support of the Jwreau's wori, The fact remeins, however, that
up to about fowr years apo, 1o vory spocialized budget wnit oxisted in
the Buresu of Animal Industry.

In acbual practice over the yoars the preparation of the budretary

8‘8. Ge Houcl, The Bureau of Andimal Industry ai‘ the {‘f. .,_s. Bagartmom:
of Agriculturc: Iis bs*uablxslhgent, Ach:.eve::mmts, end Current ActivibicSs

e

Publisned by the Author, uagmm‘“tan, 1924, 390 P

sr‘red Wilbur Powell, The 3urcau of Animal Indust Its History,
Activities, and Grﬁanizat:z_on. Service l.onosrepns ol tm United States
Govermment o, 4"1, iroo es Institute for Govormmaent Rescarch, The
Johns lopkins Prescs, Baltimore, 1327, ne 40.




117

proposals for the specific lines of work or functions of the Bureau

and the supporting Justification matberial appears lerpgely to have been
the initial rosponsibility of tho oporating divisions of the Dureau.
Such material was more or less coordinated by the chief or assistant
chief of the Durcau, assisted by the administraiive officer in carlior
years and by the Buresu business manager or his principal assistent in
more recent years, and a few budget personnel assigned to a relabtively
small budpet and fiscal section of the Chief's office, Coordination
apparently consisted mainly in the enbtire elimination of a specific
proposed iven, perticularly if the item was in the nabure of an increase,
changes in the supporting langusge as required, and the editing and re-
typing of the material submitied by the different divisions into a bude
gobary request for the Bureau, The work was usually perflormed under
pressure ageinst a shortage of time to meot deadlines. Despitc the
difficulties and interference of other duties, the procedure was ap=-
parently broadly effective in malnbaininr reasonably adeguate support
for the Bureau's functional programs, perhaps in part, at least, because
of the fact that these programs were largely of a long-time or continue-
ing naturc and thus pretity well kmown alike to legislators and to the
general »ublic, as were the results being accomplished from year o
yoar, In additiom, prior to the considereble expansion of zovernment,
which begen about 1934, the relations of a Bureasu Chief with Congress
and the Budpot Burcau were on a highly personnel basis. ith tho ox=
pansion, it wos necossary {or Congreossional appropriation commitlees

to have more precise and itemized budpetary information because the
members could no longer keep in such intimate touch with the details

of the progrems of individual burcaus.
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A further word in this connection is unocessary. Under the stimulus
of the Budget and Accounting Act of 1921 and the suvsequent prowth of
authority and importance of the burcau of ths Budpet under it, the Office
of Budget and Finance of the Department of Agriculture was esteblished
as & separabe agency by the Secretary of Agriculbure in 1934, Director
of Pinance V. A. Jump was appointed to serve also as the Departmentts
Budget Officer.lo Under Director Jump's encorgotic leadership in the
years that followed, budgetary requirements and procedures wore spelled
out as guides to the oporating Bureaus in increesingly minute detail, so
that, even though Bureau organization comtinued for a nunber of years
therealtor unchanged with regard to the budget function, the directives
from the Depertment's 0ffico of Budget and Finance goveorning budget prepa-
reation and justification procedures were nonetheless being ubiliszed by
those actually performing this fumetion in the Bureau. HNot until 1937
did the DBureeu have an omployoce whose sole dutics consisted of budpetary

worke

Current Durceu Budget Organizatianll

The fact remeins, however, that not until 1945 did the budget and
fiscal functions attain divisionel status in the Bureau's orpanizetion,

when the Dudget and Fiscal Division was establisheds This division is

10
Secrotary's llemorandum io. 645, 1934,

This material is adapted, in some instances verbatim, from the
official organization chart of the Budget and Fiscal Division, Bureau
of Animal Industry, os approved by the Director of Personnel of the
Ue Se Department of Agriculture, October 22, 1946, from pertinent
official job statements, working directiwves, and similer sources not
ordinarily available to the public, and from discussions snd intorviews
with key Bureau personunele.
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now organiged into an Office of the Hoad of the Uivision and throe sec-
tions. IThe latbter include n section of cestimates and allotments (the
budget wnit proper), one for audit and fiscal conbrol, and one for fund
eccounting. The functione of the latber twe sections will bo considered
in detail in the following chapter; our atiention here will be confinocd
to the activitics of the estimatos and allotments section as they it
into the picbure of Bureau budgelary operations.

The liead of the Budget and Iiscal Division is the Budget and Fiscal
Cfficer of the Bureaun. As such ho carries a hoavy responsibility for
planning, orgenizing, and directing these aciivities in such manner that
they fulfill the needs of the operatiag divisions for such specislized
services mnd et the same time those of the Chief of Bureau for full and
conplete awareness, coordination, and liaison with the Agricultural ile=-
search Administration and the Department Cffice of Dudget and Finance in
these fields. iz is the task of working oul over-all policies involved
in the budget and flscal activities and of rccomending vwoints of action
and procedure thercon to the Chiefl of Huresu., le collaborates with the
various units of the Burcsu in the plamnning of budpets and the preparation
of budget justificotions and with Bureau, lescarch Adninistration, and
Departnont officials in matters of long~-range budret planning. le elso
works with thesc same officicls in the solution of problems of budget and
fiscal mothods and procedures alfecting the interests of the Bursau and
its work programs. In addition to which, of cowse, he has the responsi-
bility of pleamning, organizing, and dirceting the work of his division.

The soction of estimatos snd allotments of the divieion is a small
unit with a bip work load and heavy responsibility. It is this unit

that broadly dovelops snd ainbtains o system of budgebary procedures
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for the Burcau of Animel Industry. It is the Department’s budget office
in miniature, Its assipned teasks include those of the formuletion and
prepoeration of the Bureau's budgets, assisbance with the preosentation
of tho budget at verious levels in the budgetary proceoss, preparabtion
of the snecialized budgebary reports constantly called for, constant
analysis of resources, apportionments, and allotments, of work load and
time stucies, and of Durceu personnel ceilings,

Hoavy dependence is ploaced on this unit by Durceu aduministrators
for assisbance in the presentation of Burcau budget requests to the
lescerch Administretion, the Department Gffico of Budget and Finance,
the Zurcau of the Budget and the Congress, particularly in the {inal
expert preparation of the budgstary maberial upon which such presonta-
tions nust of necossity be basods It should be notod, too, that in
senalyzin. Lhe budget requests received from the varicus divisions of
the Bureau and in putting the nocessary justifications into finsl form,
this unit works in close cooperation with the orpganizational units
initiating the requests, so that the final budpetary proposals are
matters of highly cooperative syntheﬁis rather +© the result of the
exercise of erbitrery authority.

This section also designs accounting coding of vouchors for cole
lecting date on expenditwes, analyzes such debta, compiles the materiel
and from thom prepsares pericdic and special reports on the status of
funds for the various prograns as o moans of effective management by
Bureau ond ilescarch Administration officlials. It checks the avail-

-

ablility

&

of funds for curront adminisbrative requirements of the Burecauts
verious proprams sand for proposced progran cormibtnents before thoy are

nade. It 2lso recommonds apportiomments and alletnents of Buresu funds
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based upon oareful study of the administrative and progsram needs of the
various functional wnits of the Dwrenu, thus eiding in orderly and coffiw
cient manaprement of thoe Burcau's functional activities.

The section spends considorable time and e¢ifort on the analysis of
work loads end time sbudies Iurmished it by the operating units. Ale
though such techniques may have but limited applicabion to research tasks,
vhich are difficult to evaluate in such terms, they are used as extensively
as possible in DBuresu operations to cvaluate budget estimates in their
formative stazes and to provide & wniform manner for determining progrem
and administrative expenses across Bureau organizational lines, The
information obbtained from a study of these techniques also furnishes
Bureau adninistrators data for proper budgetary cxecution of the various
progrens. They also provide a basis for the equitable distribution of
funds and o moans of preservin: the integrity of fwnds from different
appropriations used by & unit in its progran of work. Uhere the question
of reimbursement of funds is involved thie vhase of the work provides an
equitable basis for such charges.

This section serves as a clearing house of logislabive services
for the operating units of the Burecsu, an importent and highly valuable
servicoe to the functional programs in this respect. It is the function
of the budget unit to keep up with proposed, pending, or recontly enacted
legislation and Conpressional proceedings alfecting the inberests of the
Burcau's work progjrams and of lheoping interested officials of the Bursau
fully informed on such matbors. I¥ roviews and participetes in the
drafting of appropriation and program legisletive language affecting

he Duwecau's prograns or intercsts. It also maintains for the ready

use of Burcau sadninistrators a roforeance file of pertinent lepislative
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docunents, such as proposed end nonding lepislation, codes and sbtebubos,
and Ixecutive orders and mekes roview of Sbate legislation noeded <o
carry out cooperabive projrams.

In the course of these various dubles, lhe goctlon naturelly funce
tions ns a rource of effective lisison lor the lurcau with lescarch Ad-
ministration and Deparitment officislis on all points pertaining to budrotb

netbbers and coordinatcs such mabters for Durena operation and administra-

LTive ZuUrposes.

Sudgetary Procedure in the Dureau
As has elrocady becon pointed out, the annuasl eppropriation is the very

life blood of an apgency's activities. It is apparont that the size of
the appropriation effectively controls the sige snd scops of the arency!s
work progreme. - wiher the necessary funds are provided or withheld for
specific objectives dobermines alb the wvery oubset whether work can be
serformnod upon thom or wiwther efforts slready under way must be cur-
tailed or tormineted, In The opinion of fGaus and ‘‘olcott, therefore

The approprietion act is probably the singlo most imporbani
hit of legislation of & ropresentative goverrment, It is a
still photlograph of every ectivity of the pgovermment for the
fisecal period. Iqually important is the yoo-adurc vhereby
the aot comes Lo be adopibed and the meau.. that aro taken for
fulfilling its roguiroments. Iuch of the responsibility for
the preparation of the budget and {for its oxecubion rests
upon each department, which is intimetely concerned also with
she other stages in budget procedurc, Yeers might ness withe
out any new legislation affecling o department, yobt ample
provigion Tor iLs continuation night be found in the appro-
priation acte « » «

The budget is important as an web of authorization and also
as an opportwnity for internmal, as well asz ?gternal, roview
end appraisal of e dopartmentts operations,

12 . . . .
John i, Gaus and loon (. Joleott, Publie Aduministrabion and the
United States Deparbuont of Acriculture, Public Administration Service,
Thicaso, 1940, pe 350




Tho budgetary process in the Department of Agriculture has been
ably deseribed by Lewia.ls Pointing out that even after the ostablishe
meut of the Budget and Accounbting Act of 10Z1 and appolmvment of de=-
nartmnenbal budget officers in nany departments thore has been little
nublished on budgebery operations at the Burcau level, ho says

It should be romembored that the burcaus werce still the key

units in fodoral finasncial adaninigtration. The bureaus spoub

the money; they kept the operating accounts; they originated

the estinmates; and, in the maln, they defended the estimmbes

before the Budpget and the Congressional appropriation com=-

nitteess.

This careful study clearly delineates the importence of the individual
bureaus in the budgebary process of povernment. And, while budsetary pro-
cedures at the Bureau level roughly parallel those at the departmental and
higher levels, for they rather faithfully nirror tho procedures set at the
hizher levels for the budgetary fuanction, the individuel bureau still re-
mains o vital key in the Federal budpetary process as indicated by Lewis,.

It is not surprising, then, to find that the plamming, justification,
administreticn, end control of the budgebtary function is s conbtinuous and
pervedin: process in the adminisbrabtion and operabion of the Burcau of
Aninal Industry. It is a novor-ending assigmment, concorned al once with
the study of the results attained under the preceding year's budceb, day-
by-day adninistration of the current year'ls budget, snd preparation and
justificetion of the forthcoming year's budget. For oxsnple, at the time

Ly

of this writing budgot officials of tho Lureau are currently engaged in

13
Verne lewis, Sudgebary Administration in the Department of Agri-

culture, Public Administration Sorvico, Chicegc, 1041, 53 ppe
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winding up the budgetary affeirs for fiseal year 1949 and with tho ade
ministration of thosc for fiscal year 1950. Thoy have jusi complseted
the preperation ond justification of the Durecau's budget for fiscal year
1951, which is now before the eporopriation comititees of the Cousress
and have already started preparction of the buc et estimales for fiscal
year 1202,

Since, under the legal requirements of the Dudpet and Accounting
Act of 1921, the Deparitment's budgetary proposals {or the next fiscel
year {in the case of those wvery scon coming up, thozo for fiscal year
1952) must be coordinated end in the hands of the Bureau of the Budget
on or before Sepvenber 15 of cach year,ls so that the President may pre-
sent his coordinated budpet to the Congress omn the first day of cach
regular scssion, usually January 3, it is sovious that the Bureau's work
on its new budgot must be handlod promptly and without loss of btime. As
a {irst step in this process the Dopartment 0ffice of Budget and Finance
gathers f{rom the various burcaus preliminary informetion on their po=-
tontial budgetary nceds beforc eny request for the formal budget pro-
pesaels is mndeo, This preliminery ostimato is made for the purpose of
working out a feasible ceilinpg for the deparimental budgot and usually
is discussed porsonally by the Sccretary and the Department Ludget Offi-
cor with the Director of the Budget before eny {urther steps are talkon.

By July 1, or beforo, the Durcau of the Hudpet issues its "Call for

16
42 Stat, L. 20, Section 215,
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17
Eatinates”, requesting the submission of the repgular snnmial ostimates

of appropriations on or bofore Sepiember 15. The annuel call for estie
matos ig then passed on to the burenus, with a due date sulliciontly in
advance of September 15 to provide opportunity for a complebe roviow

and coordination of the Durcau material inteo The Deparimental " udgetb,
usually about six woocks. In the case of the Bureau of Animal Industry,
the budpget proposals must also clear the Agricultural Research Aduinistra-
tion, which cubs down the Burcau's awvailable working time on the estimntes
gtill further, but usually not over & week or ten days.

In actual practice, the Bureau usually issues its call for estimates
to its oporating divisions within two wecks after the armual appropria-
tion bill has beon passed by the Congresas, whether the call for such ese-
timates has been received from the Deopartment or not, Thus, very shortly
afbor the Burcau has knowledge of what its finencial resowrces and work
progran will be for the noxt fiseal year, it begins active planning for
the work s yoar or wmore honce. +his first call for estimates Tfrom the
Bureau to the divisions is uswally in the form of o memorsndum from the
Chief of Burcau to the division heads., This is {requontly preceded by
a telephons call fram the Duresu budgot officer to tho division heads

warning that the request is coming up, in order 4o give the coporating

-I?This docunent is unnwabered ond is signed by the Direcbor of the
Bureau of the Budget, with the ondorsement, "by direchbion of the Presi-
dent.”™ It usually conbains a comsiderable section of instructiocns, ile
lustretions and advice on the sroperation of the forthecoming estimatos,
with & sccltion of exhibits or models for the guldance of departmental
budget officers., Such of this materisl as is thought will prove useful
to the Buresu budget officisls In preporation of the ostimabtes end any
additional puidance or advice thought pertinent is in turn nassed on to
the Bureau budpet officers.



units as much time as possible for their nlanning. At this stege tho
estimates are usually confined to itens of considerabls progrem changoe,
such es incroases and docreases. .hen such increases and/or decreases,
with full justification statements for the proposed changes, are received
in the Dureau, thoy ere carefully roviewcd by the Chiel of Durocauw, his
principal assistants, cnd his budget staff. If questions or difforeance
of opinions arise as o the validity or desirability of any of the proe
posed changes, the division head submitbing thom is given full opportunibty
in conference or through the submission of improved justificabtion stato-
ments to meke his case for tThem in the interests of his operating progran.
Final decision a®t the Bureau level on the changes in the division's forthe-
coming estimates that will be pormitbed in the Buresu's budgetery csti-
metes for the year rests with the Chief of Duresau, of cowrse, bul any ine
croases included by hin must in turn run the gaumbleot of the Agriculitural
Hesearch Administration, the Decartment 0ffice of Budgot and Finance, the
Bureau of the BDudget, and £inally the appropriation committees of the
Conpress and the fongress itselfs Thus, all budget roquests and increasos
in appropriations, in particuler, desired by progsran adaministrators at the
divisional level have a lon; and arduous road to trawvel, to say the least.
As soon as the increases or dooroases to bo included in the budget
estinetes are delermined end the division heads notified of this action,
they ore ziven a few weeks to work up thelr complote budgetary proposal
for the fiscal yoar. This is made by smounts estineted for specific
division fumctional activitics or lines of research, topether with a nar-
rotive justificetion of the individunl proposals which includes brief
statements of the useful results accomplished umder the spocific allote

menbs for these lines of work the previous yeoar and sbatements of the
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magnitude, extent, importance, and need of attack on tho problems ine
volved end any change in emphasis thabt has developed over tho nast yeoer.
They erc thus given an opportunity to put their justilication material
in the best form possible bo assure thet eventually, if the individual
itoms are included in the President's budgeb, the Congress will have
before it 2ll perbtinent factc from which Lo dotormine whether an item
will be ineluded or excluded in the final appropriations,

It is now the function of the Budget and Fiseal Divislon, and nore
particularly 1.5 seetion of cstimabes and allotments, to work Lho pre-
liminary ostimetes and justifications of the individual operating die
vislcns into an integrated Purcau budget propesel in the form presoribed
by the Bureau of the Dudget and Depsrimental reoquircmenis. Detailed in-
structions for the procedures and forms reguired for this task are issucd
in & nanuwal compiled by the Dureau of the Budget and placed in the hands
of all official budget officers of the Depertments and Jureaus for Lhis
purgcse.ls At this stage in the preparation of the Bureau budget, the
persomoel of the estinmates and allotmonts section continue & closo and
direct working cooperation with the oporating divisioms abt ovory point
and the divisions have consideorable opportunity Vo aid in maklins their
portion of the budgot as effective, straight-forward, ond fevoreble to
their worlk os possible. This close end harmonious working relationship
hobween thoe operabing units of the Dwreeu and tho Budget and Piscal Di-
vision on the budgebtery funmcbtlon is Typical of the high degree of correla-

tion end cooporation botwoen organizationel units cherscteristic of tho

Q
Tmnumbered ianuel Instructions for tho Preparation and Submission
of Amnual Budret Bsiimates, Tart I, &overnmenbﬁﬁypo Dudrets, with Anende
TeNGEs purcan Or the sudget, VGashington, June 30, 1943,
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Bureau and its operatioi.

In their finel form, and after immumecrable conferences with budget
specialists at tho two higher lovels, the budgetary proposals of the
Burcau 28 theoy so forward bo the Department Office of Budget and IFinance,
through the Agricultural Researech Administration, conbein throe sots of
budgetary data. These include the "estimates of appropriations”, other-
wise known as the language sheets; the "shecedules of obligations,” kuown
es the proen shoote; and the "staboments of explanation and justification”,
comaonly referred Lo as the justificaotions.

The lengua;e sheots arc desigzned to show the title of the specilic
appropriation, the general purpose for which it is requesited, the cstimabted
anount of the appropristion, the total amount which had beon approprieted
for the same purpoese the zreviocus year, and the authority under which theo
proposed funds would be oxpendod. Those sheets must also show cloarly
any proposed changes in & specific amount or in the languepe of the
printed text of the preceding year's proposal, material to be ¢ itted bow
ing enclosed in square brackets and that o be added typowritien and undere
scored oun the right hand side of the sheet with a clear indiecation of just
vhere it is to be inserted in the completed stabement.

The green sheets show in dotaill the funds obligetod or available for

ion for the fiscal year just nast, the current fiscal yeor and the

tivitics (i.0., for spocific lines of work or objoctives) and by objects
{(i.0,, Jor persommel services, Lravel, transportation of +things, communie
cation services, printing and binding, and so forth),.

The justifications combain s tabuler lsad-off statemeont of tho ep-

propriation bases for the threo [iscal years indicated above. Following



129

this, they contain e swmrary of proposed iuncroases or decroases and a
dotailed estimate of financial obligations by projects or functions, and
a nerrativo justifiecation, first, of any proposed increases or decresses
and then of the progrem as a whole., The justificabion statoment for ine
reases or decreasos is designed to support the request for funds by oxe
oleining the purposes of the proposcd expenditures, the importance of
the problems involved, and the need for solving them, tho manﬁsr in which
the work will be conducted, and the policies involved,

In the Bureau of Animal Industry, the budget proposals are supported
and defonded belore the Apriculbursl lssearch Adninisbtration, the Office
of Budget and Finencc, and particularly beforc the Bureau of the Budget
end the Congressional appropriation comnittecs by the Chief of Bureau,
hig asgigbtant chicfs, and an occasionel division head, assisted on the
technical problema of the budgetary process by the flead ol the Budget
and Fiscal Division and the budget officer in charge of the ostimates
and allobtments section of the division., Since the Dureau work prosran
is functional and highly technical in nature, major reliance in support
of i%s budgetbary proposals is thus placed in professional experts highly
skillad in their subjoct-matier fields and who, from experience, have
alsc acquired s considerable degroe of ability in defending tho proe
fesslonal operations of their units successfully in the periodic budged

heerings, usually s trying and by no means pleassnt task but a highly

necessary one if their 1life work is to continue to win noeded support.

Inportance of This Function in Bureeu Administration
It would bo difficult to over-emphasize the importance of the budget

function in the orderly and efficient administration of the Bureau of
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Animpal Industry. It is clearly evident from & study of the actual per-
{ornance and operabtions of the budgeb wit from day %o day and nonth to
nonbth, a8 well as from & review of itc assipgned dubics end functions in
the Bureau's overall organization, that great dependence is placed on
this unit by the Chief of Dureau, his principal assisbants, and the heads
of the oporeting divisions for constant and inveluable assistance in the
plenning of program activities in terms of budgetary requiremenis and for
continuous coordinetion and control of working funds in accordance with
the directives, rules end regulations vrescribed by law and by the Bureau
of the Budget. In the main, program plenning in terms of specific prob=-
lens, lineos of work aend definite objectives and poesls is performed by
the heads of the funcbional divisions, with the aszistance and coordinge-
tion of the assistant chief of Dureau assigned to the speciflic area of
profossional activity conserned, Very ecarly in such plemming, however,
and throughout the course of the whole process of o haining and adainise-
tering the Burcauts working funds, the budgot unit meintains a direct
end fully reocognized relationship both with teop Bureau adninistrators
and with the rosponsible officials of the oporating divisions. It is
roadily apparent that its activities and influence have a very direct
and intimatc reletionship with every segment of the Dureau.

It should always be kept in nind thet whether the budpet function
of an organization is handled expertly or inepily mey detormine to o
considerable degrec whether importent lines of work are supported adow
quately or vhether they mey have to be seriously curtailed or eliminated
altomether. In a sinilar nenner, whether the Bureau's budget unit en-
Joys the full confldence mnd support of its clienbts at the divisional

level and with its opposite nuwibers at the higher leveols of authority,
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vhether it enjoys & close, intimate, and harmonious working relotionship
with those in the Bursau whom it serves and with those oulside the Bureau
who are in position to influence the Bureau's budgetary proposals for
good or ill can very directly determine whother its work program goes
forward.or falls backe

In practice, there appears to bo a cordial, informal, and cooperative
working rclationship bebween the DBureau's budgetary officers and the oper-
etiny divisions and betweon them and budgetary officiaels at the hicher
departmontal levels. This situation has undoubtedly gone far toward maine
taining the high degroe of offectivences of this function in Bureau opora-
tion and administration. There appears to Lo broad and satisfactory
awareness and approciation at the various levels of Burcau administration
of both the pobtenlial and actbual helpful role performed by the budget unid

in the effective adninistration of lureeu programs and operations,

Special Budgetary Problems

Study of the actual operation of the budgebery function in tho Buresu
roveals that it is upon occasion confromnted by special or emergency bude
petary problems that try the resources of this small unit to the limit.
Sudden or widesproad outbresk of a serious livestock disease in any soc-
tion of the country, for example, can overnight upsot all the carefully
prepared debaills of the Dureau's current budget and demand immediate
and effective budgebary plamning ond revision Yo meet and control the
enerzency in the quickost possible time. In such cases, the stress and
strain of the emerpgency are {elt by the Dureau's budget unit about as
directly as they ere by bthe oporating division or divisions in whose
province tho control of the emergency falls, ot least until the finan-

cial plans, organizetion and procodurcs for abbacking the emergency are
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carcfully worked oul by such operating wnits and the budget unit working
in close cooperation,

The oulbreak of foobtwand-mouti: disease in méxico, which is still
being foupht there in an elffort to koep the disease out of this counbry,
is & case in point. Plawming and pubtbing inbto opeoration immediate eid
in such a control »rogram operating in a Tforeign country, far v " head-
quarters, presented many difficult and pressing budgetary problems., s
timates had to be prepered and emergency funds obtained to got the work
startod with the least possible delay. Those estimates had, of necessity,
to be reasonably complote and comprechensive. It was difficult, however,
to predict of a cerbtainty what funds would be needed and how bost they
could be expended when there was little or no first-hand knowledre of the
extent or probable progress of the discase at that stage of the campaign.

The wain problems involved were how to zeb enocugh funds and plan
their use to got the emergency conirol job rolling withoubt delay and to
determine whal kind qﬁ an orgeaization, both at hoadquaritors and throughe-
out the field would prove most effective in gotting the job done, problems
the budget officers of the Duresu were called upon to help solve in the
pressing, cmerpgoncy atmosphore thaot provalled at thal stage of the cen=-
paigne In this inivial period every decision had to be conditioned by
a lack of first~-hand knowledge of the local livesbtock problems of the
liexican peoplo and their lack of Imowledpe and understanding of how dis-
case control and cradication programs were operated in this country.

The metter of indexmity for destroyed animels woll illustrates the
typo of difficulties encountercd in setting up offoctive budgetery pro-
cedures in such an emergency. In this country under similar circume

sbances livestock producers are accusboned to accept from field operators



of the Burcau promlses to pay for destroyed animals, with the checks
covoring such clains being lober meiled to the iandividual producers

from the Tresgury, so that no cash tronsactions are involved. In the
nrosent eradication campeign in lexico, on tho other hend, many lexie

can ums‘ﬁgck producers insisted on the »ayment of cash indeornities on
the spot., How to work out s:iisfactory procedures for peying in cash
presented an extremely troublescne end burdensome problem to the Burcauts
budget and fiscal officials, but it was finelly worked out satisfactorily.

An emergency of the magnitude and seriousness of the foot-and-mouth
eradicetion campairn still being waged in lexico after necrly fouwr yoers
is, of course, infrequent. Dubt it does well illustrate tho type of
problem that may confr.:b tho budpet and fiscal officers of the Burcau
et a moment's notice. Ouch problems densnd oxpert budgetary planning
and operation and floxibility in Dureou ednministretion and operation.

It should be noted, too, in this comnection, that the {oot-and-mouth
outbreal in lexlco imposed upon the Dureauw's Porsonnel Division an
equally heavy burden of cmergency staffing, as hasg been noted, and upon
the Administretive Services Uivision & sinilar emerponcy task of oro-
curing huge sbocks of matoriels and supplises and getiing them safely bo
the scenes of sction in a Torvelgun country far from basc. That the foote
and=-mouth campeipgn was successiully incugurated in such a short time and
heags funchbioned as smpothly as 1t has wmder many burdensome handicap:y,
is evidonce of the effecltivensas of the Jurcauls prosent auxiliary service
orpanisotion and the high degrec of coordination it is possible To attain
amonr, these wmits in etiack upon & compon nroblomn.

Ono geoneral »roblem is o consbant concern of Jurcau budget officials,

ask of maling cortain that all the rostrictlive provisions of

o

Thic is the
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laws passed by Congress in the pest and sbtill generally applicable to
sovermnent procodures are provided for in the budgetary plenning of new
Dureaun work proposals or sttack upon special problems, such as was pre=-

-

onbed

o

7 the foot-snd-nmouth eradiceation progrem. Some of Those pro-
vislons are easy to overlooik in the plaming of a large work progran and,
if not sufficiently covered in budgetary proposals end nlans, can rise up
later to confound The orderly ond efficlent operation of the proprams con-
cerned, Such items as any provisions of law which prohlblt the use of
funds for salaries in ‘ashingbon unless specifically authoriszed in the ap-
propriation act, Congressional authority for the purchese of necessary
passenger nobor vehicles, and many similer provisions of existing law or
regulation must be encompassed in the budgetary plans for any new Bureau
prograne. Inadvertent omission of any such items must be carefully puarded

against by Bureau budgetary officers.

Federal Budgotaery Process Under ZReview
During the past several years the entire Federal budgeotary process,
including both fundomental organizetiorn and structure and budgebary pro-
codures, has been uader review by the Prosidont's Comission on Orpeniza-
tion of the Lmecutive Bromch of the Govermmont, better Imown as the
Hoovor Cormission. ‘ecommeandebtions of this Commission for inmproveaent
of budget oporetions in the Federal poveriment have been presented to

¥

. 19 .
‘the Congress, as have also those of the bask force which explored the

x4
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Budgeting and Accounbing: A Report to the Consress by the Commission
on t}r%amm"ion of Tho xecutive ranch of tho GOVOrnnent, écvemmnﬁ TPrint-

Iny Oifice, ,ashington, Januery, L0940, 110 ppe
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fiold for the Commission.zo “hile both reports recomend the making of
cerbain fundamental changes in govermment budgotary operations, thore
seens to be relatively little apreement between them on what specifie
changes are most urgeontly needed to increase the coffectivencss of bud-
setary operations. Any of the suggested changes which should eventually
be adopted could materially affeet the bhudgobtary process at the Bureau
level, but thus far the reports would seem to have affected Hureau pro-
cedures very 1ittle.

The Hoover Comission Report, for exzample, recomnends the adopbion
of a so=called performance budget or one based speeifically upon func-
tions, ectivities and projects. A budget having some of the character-
istics of a "porformencd' budget is currently under considerabion of the
Congress in the appropriation bill now before it. Thoe adventage claimed
for this typs of budgelt is thal the entire cost of the functional obe
jeotives of an agency would be shown in one consolidetod item, rather than
s0 muel enphasis beoing nlaced upon the specific cosb of personnel and
equipnont and supplies, es in the presont budget. It also recomnends
that the budget boe broken down Lo differentiate belween current operating
expenditures and capital outlays to show specific operating costs and
longtime capital invesitnments, informatlion difficult teo obbain in the
prosent budget withoul comsiderable digping and resorting of figures
specifically for this purpose. The Task Forceo Repori poes so far as to

rocomnend & complete fundemental reorganization of the Bureau of the

<0

»

Tegk I'orce Report on Fiscel, Budreting, and ﬁocountxgiAﬂcﬁivitios
{(Appeadix 7)), Prepered {or the Commission on Orpenization of the Hxzecu-
tive Branch of the CGovermment, Govermment Printing 0ffice, ‘‘ashincton,
January, 1249, 110 pp.
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Budzot and acbusl transfer of the budgeting functions of the Dudget

Bureau from the Hxecubive 0fUice of the Presidont o the Treasury Depart-
monbte. Coupled with this, it recomnends a complete reorpanization of the
Troasury Department itself end o strengthening of deparitmental budget
offices by loan or pormancnt transfor to thoem of experts of the present
Bureasu of the Bﬁdgeﬁ staff. Ostensibly inplonmenting the Hoover Commission
teport, a bill emtitled "The Dudget and Accounting Act, 13549" was intro-
duced in the Senate on June 13, 1949 by Seanator ibCarthyzl to pive the
President broad authority to determine the form of the national budeet and
of Jdeparimental estimestos and to nodornize and simplify Goverument account-
ing and auditing methods and procedures. O(me of its most sipgnificant
features, so far as budgebing is concerned, is that it proposes Lo retain
the Burem: of the Budget {to be known es tho Office of the Budget) as an
agency in the Bzecutive Office of the Prosident.

So far as the form of the budpget iz concernsd, it would scem to be
little if any =wre difficult from o Dureau standpoint to present its bud-
getary proposals on the operational or functional basis recommendod by the
lioover Commission than in its present form. As has been pointed out, lhe
Burcau ic so compleotely end thoroughly organized and operatod on a funce
tional basis tlat its present budgot alroady partales of the functional
characteristics desirod ol the suggested now form To a considerable degroc.
The nain chenre thal would be invelved in meeting the new proposals would
be that of consolidating tho appropriation items for the same broad pur-

poses, such as for rescarch, lor example, now nreosented under the subjecte-

21

3 2054, 8lst Congross, 1ot Sossion.



mebter lines of work into a single ibtem covering all research in the
Bureau. As for ca?iﬁal outlays, it should be a relgtively simple mabter,
it would seem, Lo sort such items out of prosent budgel estimates and
swmarize them in seperate statements, if such a procodurc should be
adopted, At all events, broadly speaking, it would appoar that nost of
the fundamentel changos in budpebary organizabtion and procedures cure
rently under consideration would more dirsctly affect budgetary operations
at the Deportmental and Dureau of the Budget levels than a' the Bureau

level, should they eventually be fully adopted.

Buresu SBudgebtoery Problem Arcas

In addition to the uvroad problems already discussed, thore are a fow
problen arsas al the ‘wrocau level which should perhaps be briefly con-
sidered. hile headache areas in the operation of the Bureau budget funce-
tion, they are not exclusively inherent in Bureau of Animal Industry
operationg, but rather in governmeut budgebary operations generally at
this lewvel,

Merely to mention the hoavy velume of reports reguired in the Burcau
budgetary process should sufifice Lo ocsbablish tho matier of incessanb
reporbing as a problem aren. Heports of roviews and swrveys arc recoge-
nized as essential instrumonts of both budgebary plomning and contrel,
but there appears to be rather widespread agreement anong budgel persone
nol at the Buresun lowvel, at least, that such reports could be roduced mo-
terially, both in nwnber end in deteil, without roducing the elffcctivo=
ness of this technique for budgetary plamning and control -ur o30S,
deports of one kind or another are s never-onding burden on the budged

unit of the Bureau, some of thoum with little readily recognized opera=-



tional or ubtiliterian value. In the normal coursc of evenbs, this burden
spreads back to tho operating divisions of the bureeu and cuts into time
that could perheps bebiter be spont on operational activibties more directly
pointed toward progran accomplisiments,

The meticulous end dotailed schoduling of porsonnel and maintenance
of persomnel ceilings presents a counstant burden on Buresu budget officleals,
At times it would almost seem to emphasizo & pgroater concern on the part
of the Consreas on the mmber of people eumployed according to various

.

operabtional forriitlas than upon end purposes to be accomplished. The basis

Ty 3

for deotermining limitetions on adninistrative persomncl, set by the Bureau
of the Budget, for oxmmple, does not always meet urgent Dureau neods. Dure
ing the early stages of the foot~and-mouth campaign, the present formla
of omnc personncl specialist per 200 Durcau employces would not have fure
nished sufficiont qualified persomnel employees to handlo the heavy load
of ecmorgency staffiang sntailed in pobtting the oradication prosran under
way. Likewlise, the forrmle of allowing one fiscal euployoe for each

3200 vouchers audited or a formula based upon totel doller velue of pure
chases being made in a given period can freguently have little necana:

as & basis of employment under changing conditions of progsran operations.
For exsmple, in periods when numerous small orders are required, but the
dollar value of purchase is very low, the buwrden of necded accounting and
auditing functions can be as heavy as under an emergency program where the
orders for supplics and equipment are comprehemsive and high in dollar
value, bubt moy actuslly be fewor in total nwiber of individual purchase
oporabtions and thorofore in tobtnl mumbor of vouchors to be processed,

The deteiled quarterly roporic on porsomnel ccll ' ' izs, thoe swwmary distrie

bubion of nersonal services by adninisiretive service activity and the
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detailed roports on staffing roquiremonts for persowmel services, for
fiscal services such as voucher ezamipetion, pay roll, leave and retiroe
ment, and for stalfing and inventory requirements for property manago-
ment acbivities constitute a heavy and comewhait questionalle burden on
the tine and energles of the roletively simll Dursaun budget unit.

Probably no other steps in the Federal budgetary process have
aroused 8o ruch controversy and differences of opinion, particularly
ot the Burcau snd divieional operating levels, as have the toechniques of
budgebary apportionments and financial reserves as administered by the
Buresu of the Budgel in recent yearss. So nmuch storn has contersd around
theso elemente of budgetary execution and control thet they comstitube
& vory real problem area to the Bureoau budget unit, charged at once with
meebing the resbrictions imposed by Bureau of the Dudget procedures and
elding the operating units of the Dureau in The accomplishment of theilr
eppointed tasks, & dilficult and at times uncomforteble position to ocw
Cupye

The avowed purposes of the use of budgetary apportionments and
roserves are to prevealt the development of deficiencies in the expendi-
ture of alloted éunds and o increase the oconomical oporation of the
government esteblishment, laudable enough ends in themselves. Theso
techniques are thus belng used as offective instruments for making
certain that appropriated funds are expended economically and as
authorized and not to exceed the anounls specifically allocabted to the
various lines of work. The susplcion hes arisen, however, particularly
in recent years, thet thoy are also being used upon cccasion to curtaeil
and limit the intent of the Congress in wvarious activities and doliber-

ately to return to the Tromsury large sums of money as a matler of the
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Bureau of the Budgett's interpretation of government economy, which the
agencies feel should have boen relsased for expenditure in coanducting the
lines of work for which they are held directly responsible. IMuch of the
justification given for the existence of the Duresu of the Budget in
recont years has been basod upon the vast amount of wmoney it has caused

to be returned to the Treacury. Therc sccms to be some justice, at lcast,
in the viewpoint that it has at Linmes been more interested in building

up such stetistics at the exponse of the operating programs of the various
agoncios than it has beon in furthering work prograns within the framework
of the funds appropristed for such purposes.

From the agency staendpoint, there appears o be considerable feeling
that the enforcemeut of budgebary apportiomments asnd financial reserves
upon then from above has imposed a burdensomo procedure of further peri-
odic justificetlion of funds which ostensibly heve already been fully
Justified before the Bureaun of The Budget and the Congressional appropriae-
tion commitboenss It is also considered Lo impose a very restrictive pro=
hibition on the full exercise of profossional and adminigtrative judgmont
and decision in the proper use of funds for the purposes for which they
vere eppropriated and in probably far too many cases have actually effected
a cub in the funds, Too often vo be incbances of sheer colncidence, some
Bureau administrators feel, the application of those technigques has
served notice upon the agencies of fortheoming cubts in thoir operating
rosowrcos, particulerly in the matter of lest quarter reserves. In ofe-
fect, it has becn aboub as hard for thoem Lo acecomplish the releasce of
reserves f{or purposes they deemed ecsenvial to the proper conduect of
their work as wes the original justification for purposes of appropriae

tion, Charged with the responsibility of conducting a specific line of
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work elfectively, usually with no more resources originelly alloted for
the purpose than deemod barely necessary for succsssful accomplislwment,
in far too manmy instences the imposition of apportiomments and roserves
and their subsegueont impoundment, have 8till furthor reduced the possie
bilities of successful accomplishment and have reosulted in less progress
than micht have besn expected from the use of the total resources orige
inally available. The whole procedure btends to reduce the flexibility
and effective administration of an agoney's working program. In the pere
formance of its budgetery responsibilibties in this d4ifficult situation,
then, the Jureau budset unit oocupies the unonviable position of having
to cooperabe clearly with the operating units of the Durean in malking
cervein that theo apportiommerts end resecrves arc geasred effectively bo
oporabing needs rather than being strictly arbitrary, thooretical deter-
mingtions that look rood on pepers AL the same time it mmust nmeeb the roe
sudred proceduwres of the Puresu of tho Dudget in matters of apportionments
and rosorves, a tatk which reguires considerable judsment and finesse.

Tinally, at some lovels of povermient, at loast, there sometimes
appears o e an occupational hazard inherent in the budpet funchbion
itself which needs constantly bto be guarded against. Budget specialistis,
perticularly at highor levels of budgeting asutnority, secem to have a
tendency et times to view the budgebtary process as an end in itself
rathor than in its nropor perspective as 2 neons to an oend, In the oXe
treme manifestation, s Appleby pointa oub

There is e proet tendency on the part of budget peonle to

see all policy as budgebary volicy or fiscal »olicy, all
adninistration as budgetary controls?

had
£ a - 2 e By Y
Paul . Appleby, TOrgenising Around the lisad of a2 Lerpe Federal
Dopertuent,” Public Administration Review, Vol. VI, lio. 3, Summer, 18546,
De 210,
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Fortunabtely, there seems to be little if any of this tendency apparent

in the operations of the budget function in the Bursau of Aniwal Industry,
but it is & condition which constantly should Lo guarded ageinst. The
roletionsghips of the budget unit of tle DBuresu arc apperently too direct
and intimate with the operating units at every step of the budgetary process
to permit such misconceptions to dowelop. The high degree in which funce
tional and operabtiang probloms of the various units are understood and appre~
ciated in the Bureau’s budget unit and appreciation on the part of the
various other units of the helpful, aubthoritative, competent role played

by the budget unit in furthering the Bureau's work programs, seems to have
established the working relationships involved on a firm end highly satise
factory foundabion of mubual understanding and cooperation, a situstion
essential to the most effectbive ubilization of the budgetary Ifunction in

any orpenigation.



CHAPTER VII

THE PISCAL ACCOUNTING IUNCTION

The prompt, asccurate snd orderly recording of expenditures and full
accounting and auditing of its funds is a heavy, but highly essantial,
rogular chore of any rovermmontal agoncy. It is e bask to which there
is no let-up and one upon which the cfficient administration of an agency
mist bo based. VWithout the determinstion and maintonance of ascecurate
curront balances of unexponded or unobligated funds, the administrator is
helpless bo make his necessary deily financial commilments and withoub
en orderly flow of payment for such commitments his supply line will
very soon fail him.

The fiscal accounting and auditing aspecis of Burcau operations
are handled by the reanining two sections of the Budgelt and Fiscal Die
vigion. iiese are the fund accounting section and the audit and fiscal
control section, the titles of which indicate e type of funotion per-
formed by each in making accurate accounting and record of tho Bureau's
sizeable funds end in eoffecting sebtblement of deye«by-dey Burceu finsncial
obligations., In view of the heavy burden of deteil involved iu such
operations, it is not surprising to find that as of July 1, 1940, 46 of
the 49 employees of the budget and fiscal secbions of ths Dureau were
assirned to fiscel dubies sud as of July 1, 1949, 159 of the 172 members
of the Dudget and Fiscal Uivision were engaged in such operabions.

In eny large orgmnization good business procedures and effective
adninistretion demand always a careful and orderly accounting of funds
and an offectivo machinery for the accurate and prompt sottlement of its
obligetions., These requirements are intonsified in the large govern-

mental organization by the elemoul of public trust involved in the
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handling and expenditure of public momies., It is esgentiasl, thorefore,
that careful procedures for the exact and fully legel disburscuocnt and
accounting of funds be dewveloped and established, not only as matiters

£ sound businocss practice and pood administretive managoment, bub nlso
to moet all requirements of lew and of General Accounting 0fTice and
Treasury Departument rules and regulations, of which there aro many.
Heodless to say, oporabions in this field are Yoo detailed and highly
corplicated to bo described minutely in this sbtudy. Hor should that be
necessary, 80 loay ag the basic elements of the Bureau's systom of fiscal
operation end accounting conitrol arc described sufficiently to give us a
clear picture of this important phase of Bureau "housekeeping™.

-

The Audit end Fiseal Control Section”
liorely to spell out the specifiic functions and responsibilities of
the fiscal sections of the Budget and Fiscal Diwvision is sufficlent to
indiecste clearly the meticulous lengths To which The Bureau goes to
make end keep its fiscal operations precise and inclusive. It is the
primary responsibility of the sudit and {iscal control soction, for ox-
ample, to develop end adminicter suitable auditing, fiscal conirol, and

exenination systems and srocedures that will fully protect Burceu funds,

““fThe material for this and the following section of this chapter is
adepted, in some instances veorbatim, from the official orgonizetion chart
ol the Dudget and Fiseal Division, Burcau of Animel Industry, as approved
by the Director of Persomnel of the U, S. Department of Agriculture,
Octobor £2, 1946, from pervinent officiasl job stabements, working directives,
and similar sources not ordinerily aveilable to the public, and from disw
cusgions and interviews with keoy Jurecau persomiel,
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both in headguarters operation in washingbton and ab the nuwmerous field
stebions ol the Durceu. This unitv examines and certifies for paymont
ell Burcau wvoucheors and other Tinancial documents chargeable to the ale
lotments of eppropriated, trust, and working funds, end spocial doposit
sceounts sel up for administrative and work program operations of the
Bureaus To it a&lso come all claims ol croditors against operating funds
for exarmdination and cortification for payment,

This wnit has the heavy task of aulditing all fiscal activities aad
related records of Lle Burcau, whother ‘ashingbon or field, Lo determine
complionce with required procedures and Igderanl fisecal rules and repula-

.

tions, In this assipnment, it prepares periodic reporbts of il. audits
end {iscal exaninations for the adninistrative use of tho Chicl o%lureau
end other top edministrabors in plamning pronram opereaiions and admninise

tration more acecurately and effectively. As o result of its audits, it

also initiabes the necessary action for the collection of éﬁy OVOT =pPa) =
ments or of any made in error. 1t oxamines ceses involvingw%oss or
danmge to property or misusc of funds and initiates the appr£§iﬁqﬁg ac-
tion for liguidating indebbedness involvied in such occurrencesf‘\k\h\
This unit performs the imporitant servico of handling all emmloyee
eccounts, which, as a matter of norale and employec conifidence, must be
handlod with a veryhigh degrec of accuracy. This task involves the doe
velopment and meintenance of detailed records of employece earning ac-
counts as they are affocted by bond purchases, vwilthheld texes, and re-
tiroment doductions. Iv maintains the records showing salary commitments
by approprietion or allotment and compiles and »ropares the payrolls

for all ‘iashingoon and cooperatively controlled employecs, of which the

Purceu has a consideravle number scattered bthroughout the field.
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One Purther fiscal operation important to effectlive Burecau edninise-
tration 1s performod by this unit, This is the rogular and intensive
review and inbterprebation of all laws and regulations pertinent to Buresu

Piscal activities and the development of the necessary instructions to

other Pureeu units lor their application to current operations,

The Fund Accounting Seetiom

In view of the heavy volume of busiress involved and the dispersed
nature of Bureau fund obligations and commitmenis, accurate and current
accounting of funds and the constant debermination of unexpended or un=
obligated balances are not only burdensome and involved tasks, but ones
highly importent to administrators of Dureau work progrosms. At every
point in tho day's operations, the officials responsible for the conduct
of the functional programs, inveolving as these do constant decision on
the exponditure or obligations of funds snd other financial comaitments,
need to have as accurate an estinmate of unoblipgeted and unexpended fin-
ancial belances of thelr funds as it is possible to obtaine. Hven under
the best of circumstances, it is difficult to keep this information
current and up~io-the-minute with precise accuracy and this task places
a heavy burdea of effTort and responsibility on the fund accounting soc=-
tion.

Upon this unit is placed the direct responsibiliby for developing
and oporabing the nocessary asccounting systems Lo furnish the degree of
control of appropriated and alloted funds needed for effective Bureau
adninistration. It also is responsible for the maintenance and analysis
of the pencral allotment ledgers and subsidiary rocords needed to furnish

the operating units of the Bureau essentiel information on the current
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stabtus of their working funds from month to month, This unit prepares
the neccssary billings to offect reimbursement of funds due the Buroau
from outsido arencies and other Fedorel agencieos for services rondered
on a reizbursablc basis in somo of the funcbional prograns, and reviews
for legality and eccuracy all collections, rofunds, snd reimbursements
caning inbto the Yureeu from work program and service operstions., It
also operates e complebe system for recording incoming and outgoing
vouchers and similar finsncial instruments, scheduling audited and
cortifiod vouchers end maintaining acourate records of the dotes on
which they are pailds

From the standpoint of over-all administration of the Dureau work
programs, an important function of this unit is that of review and ane
alysis of all types of adminlsirabtive expense obligations. Theso are
revioewed from the standpoint of account affoctod, the availability of
funds, fiseal propriety of the proposed ovligation, and its conformity
with appropriation limitebtions and sdninistretive and accounting require=
monbs. In this highly essential top administrative coutrol of current
operetione, »roposcd cbligations that are approved are individually re-
corded as Lo type of obligebion and enbored upon ledger accounts as
specific oblipations, thus helping to provent any possible overeoxpondie
ture of awveilable funds.

This unit is responsible for the roview of delly, soni-monthly
and nonthly account suwmnaries and supporting schedules end documents
of fiscel approval effecting Durcau funds in the verious disbursing
offices of the Treasury Department. This procedure is followed to meke
certain that all disbursements, collections, adjustuments, fund transfors,

and similer transections, have boen debited or crodited to the proper



148

appropriation, allotment, or fund concerned end involves the initiation
of corrsctions where discrepencies or srrors are found, Throush such
techniques the unit verifies and roconeciles with the Department 0O{fice

of Budget and Finance, the CGemeral Accounting Office and the Treasury
Department the accuracy of current accounts, & serviee of the ubmost
importancoe to the maintenance of up-to-datec and accurate books of account.

The fund accounting unit elso carries a heavy burden of necessary
compilation of debta and preparevion of numerous and detailed accounting
reports covering the status of Dureau funds constantly required by Duresau
operating officials, the Chief of Bureau, the Agricultursl Hesearch Ade
ministration, Department fiscal officers, tho Ireasury Department and the
General Accounting Office. These reporis show the oxtent of expenditures,
oblipations, collections, umexpended balances, and similer details, for
each fund or allotment during the perioed covered by the reporit., Such
finencial roporting sorves to provide top budget, fiscal, and operatving
officials with current and accurate financial information as a basis for
effective financial menegement and prosram nlaming and operational ac-
tivities, & highly essential service,

In any large govermmentel organization provision mist be made under
nodorn systema of management for fthe preparation and maintenance of a
wido variety of detailed records and the {requont compilation of reporis
from such data for administrative and oporaeting purposes. In the DBurecau
ec many a8 possible of these rocords are meintained throuch the use of
modorn business machines as a matbtor of cconony, officlency, and spood.
This section thus maintains and operates o sizeable machine tabulation
unit as a service function to provide mmerous sccounting services used

in the preparation of fiscal types of report. Operation of the machine
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units mebterially roduces the mumber of perconnel necessery to provide
this tyve of inlormation in Durceu operations, as well as sgpeeding up
the compilation of the basic data needed for such reporbing.

This unit also participates in the proparation of technical pro-
cedures and systems nceded to insurc the accuracy of fund accounting
and conbtrol and issues inbterpretetlons and instructions on these metlers

for the gulidance of other Bureeu units in Vashingbon and in the {ield,

Baclground of the Fiscal Fumction in the Bureau
As was the case with the budget funcition, the fiscal function seems
to have been a rather submerged activity throughout most of the history
of the BDuroau. Houclzz4 makas first mention of a specialized Office of
Accounts being established on Sepbember 1, 1906, by separation of this
function from the Querentine Uivigion. [rom his account the organiza-

s,

tional statug of the fiscal function closely paralleled that of the
budget function slready described. As labte as 1927, Powell found the
0ffice of Accounbs organizoed as e small adjunct of the Office of the

Dureau under the directlion of an adninistvrabtive asslistant of

.

Chiefl of
modest grade end salary and with a staflfl of bubt eighteen accountants and

clerks and one nessenger. +nis unit was charged with the responsibility

CE e ]

24
Ue (e liouck, ihe Burcau of Aninal Industry of the U, 8, Dopartment

VRO VRN S e e Y

of Acrriculbture: Its uﬁt&biiahmmnﬁ, AshievemaLLs and current Aﬁ%lVlLi@s,

u’olisned by the Author, Lashington, 1924, p. xiii.

25

dﬂred Wilbur Powell, The Jurccu of Animal Tndustry: Ivs iHistory,
Activities, and Organization, Service lionographs of the United States
Government Hoe 41, Srookinss Institube for Goverrment “esecarch, The
Johns Hopkins Press, Baltimore, 1227, p. 40,
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of keepiny the financial records of the Bureau and performing the pre-
liminary audit of accounts and pay rolls,.

It is obvious that financial accounting, in some form or other, has
always been an inesscapable function in Iureau operation. It is egually
obvious that through much of tho Bureau's history it has not been given
the support and orpanizational status essential to & thoroush and com-
plete job of fiscal accounting and contrels In the period betweoen
Powoll's report and 1846, wheon this function and that of budgebing were
combined and expanded to divisional status end prestige under present
Buresu nmanegement, the fiscai'functimn continued to oporalte as a vory
small wnit under the direct sg@ervision c. . odest grade administrative
assisbant and the general su@éQvision first, ol the Bureau adainistrative
officer reporiting directly to the Chief of Sureau and more rocently to
the Bureau Business lanager operaving in the same relationship.

Dwen today, as pointed oult ebove, under its considerably expanded
reeponsibilitios and activities and in a Durceun which has itsell grown
substantielly in sige and program, and considering the burdensomc volunme
of details involved in its operations, fewer then 200 peoplc have evor
been assigned to the conduect of the fiscal operatioms of the Dureau at
eny one time. It is reedily spparent, nonctheless, that fiscal account-
ing and conmtrol have been maborially sharpencd end enhancod in the past
fow years as a moens of noro effective adnministration and control of

Bureau oporations and work programs.

Importance to BDureau Adninistration
In this areea, too, it would be difficultv to over-emphasize the ime

portance of an accurate, timely, and efficlont financial accounting and
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control function to effective Swreau administration. The noced for strict
legality in the expenditure of public funds, the absolute necessity of
accurabe mowledpge of the curront status of fumds as a basic and counstant
requirenent of administrative decisions in progranm operations, and the
heavy odium abtbached to the over-obligaetion and over=-exponditure of pube
lic funds place upon this function o heavy responsibility for specdy and
accurate handling of the duties cherpged %o its In & very direct and
fundemental manner, this function effects and considerably influences the
efficient management and operation of every activity in the Dureau's work
program., It can make more difficult or less the task of adninistoring
the functional programs of the Buresu, &8 it is efficiently or ineptliy
handled in the Budget and Fiscal Division. It thus occupies a vital poe

sition in effective Dureau administration at every level.

Govermmental Accounting Alweys e Serious Problem

In view of the vital role played by fiscal accounting and control
functions in govermmental oporations, not only es a safesuard of e dis-
tinct public trust, but also es an aid to efficient and successful ;ov-
ernmental administration, it is not surprising that this sphere of gove
ermaental activity is constantly in the spotlisht of study and investipgation.
Probably ne other sphere of public adninistretion arocuses more violont dis-
sgreenont or more reguler criticism than docs povormacntel accounting.
ixtrome critics of the present accouniting sysbtem in use in theo Vederel
govermuent charge that it is no systen et all., lLoss violent ones urpge
the neood of major rovisiou as a means of improving the administration of
the fiscal affairs of rovernment., In all of this conlrovorsy ths Geuneral

Accountinge Office is & favorite Garget of criticisu end abusc. Ceritainl;
, & J
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it is a frequont source of irritation end difficully ©to individual opor-
abing agencies, such as the Dureau of Animel Industry.

It was perhaps Lo be expected, then, that accounbing nroccdures gen=-
erally would occupy the serious atbontion of the President's Commission
on Orpaunization of the fecutive Branch of the Govermnent or so=called
Hoover Comnission and that the reports of This Comission would contain
specific suggestions for chonges in tho sccounting system of the TFederal
government. The differences of opinion in this sphere of public adminig-~
Lration are so marked that even tho members of the Cosmmission could not
agree as to the specific changos necded to be made. Those which were
renerally agreed upon included the proposal that an Accounmbtent Generasl
be established in the Ireasury Dopartment Lo develop and maintain a unie-
forn systom of genersl accounting methods and procedurcs umiforn for all
governmental agoncies in the execubive deperimonts, subject to the ape
proval of the Comptroller General (tho Accoumtent Generel, on a report
basis, to combine agency accounts inbo summary accounits of govormment
operations as financial reoporits far the information of the President,
the Congress, end the - lic). The Comission's report also rocomended
that the innumerablc expouditure vouchers covering govornmental treng-
actions be audited in field locebions noar their source, rather than all
being senit bo Washingbon lor suditing and that the audit could be made
by spot samplings of representabtive vouchers rather than by meticulous
exammination of every separatc Ttransaction. The rocomondetion wes ine
cluded that the whole problem of surely bonding of govermment employees
as currontly practiced, a matver which will bo menlioned in more detail

lator in this chapter, be reviewed by Congress with a view to simplifying
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a
proseat involved procodurese.
w v, E R -y 8 ? . . s
The Task Force deport prepared for the use of the Comnlssion was
oven more blunt and outspoken in its criticism of the present accounting

.

sysbom of the Pedeoral goveraments Cherging that there is now no formal
accounting nlan for the Federal government as & whole and no one resnon-
sible for the task of developing such a plan, the Task Force, among other
things, recomumonded that a centrel accounting office with the stabus of
en independent establishment be organiszoed in the Lxecutive Office of the
President. They urged that the proposed chiefl accounting oflicer be
cnpowered o esbablish and nmainbain an effective govermmental accounbing
systen orgenized on the basis of centralized conbrol and decentralized
operabion, that accounts be kept Lo show clearly and curreantly the sources
of funds and purposes for which thoy were spent, and that rmultiple mean
ing be eliminated from accounting berminolosy, that accounbing officers
of the government be relieved of financial liability for expenditures
made contrary to law in all cases except Lhose resulting fronm gross

a

28
neglirence or [raud, end that the practice of restriciing certain types

. 29 R i . . .
of expenditures by placing limitations thercon in the avpropriation acts

AR L L,

26
Dudset ﬁ&ﬁ.éﬁﬁﬁﬁﬂi* ;e A Report Lo the Congress, The Comission on

Organigetion of the uxecubive Dranch of the Govermment, Government Printe
ing Office, Vashington, Februsry, 1940, pp. 35«73,

2?¢asx Force Report on Fiscal, Budpobing, and Accounting Activities
{Appondix T.)es creparod Tor thue Comaission on Ornonization 0f Lhe 1aecu=
tive Dranch of the Government, Govermment Prlntlng 0flfice, vashington,
dJanuary, 1049, ppe 35«110.

Gﬂhdsr present procedurcs certifiying officers can be hisld linancially
eccountable upon a basis of differing intorprotations of the intent of the
appropriabion language, for example.

25}0 1. o~ 3 3 gy o e 3o oL T AT gy A x Bl any o 03
Such as porsonal sorvice limitetions in the District of Columbis,
for example.
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be discombinued.

At this writing, no specific actions have yet been taken to modify
the accounting procedures of povermient in line with these lovestigations,
except that Senator licCarthy of ‘Wiscomsin, on Jume 13, 1949, introduced
a bill in the Senate entitled "Budget and Accounting Procedures Act,
19&9"30 88 a considersble amendment of the Budget and Accounting Aot of
1521, ostonsidbly to implement some of the chenges suggosted by the
Hoover Comaission. This bill has not yet received much, il any, atiene
tion in the Congress. Fron an eccounting stendpeint, its most important
foatures include the establishment of an Accounbing Service in the Treasury
Department, headed by an Accountant General charped with the responsibility
of prescribing genoral accounting methods, procedures, and practices, ine
cluding property, cost accounts, and expondliture conbrols applicable to
all azencies in the executive branch of povermment and to supervise their
adninistration. The Compiroller General would still retein the authority
for prescribing the forms, systoma, and procedures for the aduinistrae-
tive examination of accounts and claims against the govermment., The Act
would awuthorize setlilement of claims and accounts on the basis of spot
checks end sampling technicues.

Whether the proposed bill will over receive favorable action is purely
conjectural at this writings, Do Tthat as 1t may, 1% is belleved that some
of the changes which have been proposed as a result of theo Commission's
study, notably the audit of expenditures at field locations and the sane-

pling tochnique of audil, could materially reduce the load of thoseo tasks

30
Se 2054, 8lst Cougress, lst Session.



fron & Burcau standpoint and specd upy the whole fingl disposition of

acoounting for individual items of exponditure.

Bureau Problem .reas in the Miscal Iwmclion

Provlom arecas in tho administration and operation of the fiscal
function, not peculier necessarily Lo the fureau of Animal Industry,
but apparent there and genorally applicable to govermmental oporatioms,
arc nunerous and difficult of solution. The mabter of the detailed and
confining rules and resulations under which fiscal operations must be
conducted, many of then in sddition to the restriciions of law, and the
fact that thoy come from three differont sources of authority, is a
problen of concera to Dureau fiscal officers. In the first place, fis=
cal oporations must be conducted in full accordance with current fiscel
rules end reguletions of the Department of Agrioulture.31 They must
also be conducted in full complience with detailed provisions of the

2

'z -
Genoral Accounting Office.”” To complicate the problem still further,

they must be administered according to the fiscal requirements of the

- 35 . . . . .
Treagury Department. This situation places upon Burcau fiscal officers

AR

< 1 Y 3 » K3 (7 3 > 03
““Administrative Resulations, Unilted Stabtes Department of Apriculturo.

Title VIL. "Fiscol AGMinlsirative LeLulotions', June 60, L1047, as enpnde
ady 503 1D

oo

“Gencral legulations loe. 100, Procadurg For Administrative Approe
priation and Fund Accounting and Heporting, Prescribed by the Gonphrolier
Goneral of the United States, General Accounting Office, ‘fashington,
October 4, 1343, 2061 pp.

A

!} ] ]

These are a series of Treasury Deparbment Circulars, comsecutively
mambered, titled with descripbive titles appliceble to the fiscal subjecte
mebter covered and issued from btime to time as the need arisos,.
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the burden of wading through a heavy volume of detailed proceduros and
instructions from three different authorities in the same fiecld of ac—
tivity in the reguler conduct of their daily business. In practice,
aepplication of the rules and repulations from the three sources in many
instances practically amounts to serving thres masters and greatly ine
ercases the difficulty cud confusion of administering the functions of
this bype of work in the Bureau, as well as actually addling to the
volume of an already heavy work load,

The foct that it is virtually impossible to get a definite cleare
ance from the Goneral Accounting Office that operations have been audited
and are in the clear from the Bureau sbandpoint at eany particular date
or point of time is e very troublesome problem to Bureau fiscal officers.
In practice, it means that voluminous minute records supporting trans-
actions long since sent to the Ceneral Accounting Office months ago must
be kept in active Burecau files for long indefinite periods as a matler
of selfeprotection even afler the actual transactions have probably been
clearsd by the Goneral Accoumting Office., To improve operations, reducc
the volume of business carried as "current", and permit the dead storarce
of records thet have probably long since served their purpose, the Bureau
should have a more exact system of sudit with the General Accounting 0f-
Tice and certainly more prompt nobtificatlon of the conclusion of the
audit by ltems pessed {or payment.

A preossing problea to which there would appecar to be no ready solu-
tion is the time lag bebtween The actual obligetion of an appropriation
or allotment for an expenditure in the field and the anpearance of the
smount as an acbual debit om the ledger sheet. Complicated as it is

with the usual delays in tho transaction ond sebtlemont of business, the



problem adds up o o real difficuliy in obtaining o realistic day-by-
day stetus of the balance of finds available {or use in a specific
ellotment or appropriation. This in turn adds to the difficulty in
neking day-by-dey decisions involving the expenditure of funds and
the dancer of over-expending an allotment {or & specific line of worke
The passage of legislative pay raiscs without an accompanying
eppropriation of funds to cover the additional funds required to meet
them is a problem thet drives not only fiscal officers, bub budget offie-
cers and adninistrators as well into early graves. then prograns are
es carcfully plammed and budgetoed as they are under goveramontal proe-
cedures today == and they are so carefully nlammed snd budpeted that
theroe are no readily avaeilable gold mines hidden in thon, as the Congress
scens Lo suppose =- it is an irrespomnsible and destructive procedure,
complotely disrupbing to the whole orderly and effective adninistration
of an agency, that edds o further monetary burden to the work program
withoubt providing the meens for takling care of it.
The lateness in tho fiscal year at which the appropristion act
for the succeeding yorr 1s pessed by the Congress, cven at times being
delayed into the new year's opoerations and cousing the accunulation of
deficits at the very start of the new yecor's eclbivities, nakes L very
difficult to administer the fiscal operations of an epgoney cand the
orderly plamning and use of funds. Tor moot efflicient fiscel oporations,
fiscal officers gsean to feel pemerally that funds for the new {iscal
voar should be appropriated by the Congross at least two full months
in advence of the beginning of tho fiscal year to permit an orderly
esbablishmont of fiscal arrangements for the new year.

The prosent requircment of the Federal govermment that fidelity



158

bonds required of ceortain employces for the protection of the govormmont
must be paid for by the employoes thenselves arouses a bitter and seeiw
ingly justifiasble resentment throushout jovernment circles. Coupled
with bhis is the equally niggerdly situation that the povernment will
not fully orotect its employees who are required o drive govermment
vehicles in cascs of sccident, as do most commercial companies., The
Pederal govormment is probably the only large omployer in The land who
refuses to bond its ecuployeceos in 1ts own interests or to carry protective
insurance against motor wohicle accidents. Such an abtitude hits an
agency like the Budget and Fiscal Division particularly hard when so
moany of the positions involving the handling of funds require bonding

in the inbterests of the govormment., There has been sufficient protest
reisod in the mabber in recent years that it has finally come to tho
attention of the Congroes and it seoms likely thaet some rolief from the
individual finencial bturden will sventually be forthcoming {rom that
source,

One other matter which becomes btroublesome at times is the fact
thet an employec of the govermment may not encourage or support & claim
against the goverrumsnt. In many instances this undoubtedly has a very
valid basie of protection of the overmmentts inlerests. Iz practice,
however, it many times means thaet where the povermmonit's creditor falls
to subnit & bill for am ibom purchased or servicos renderod, these acw
counts, usually small and lmown to be just claims against the govermment,
must be keot open and tho items cerricd as encumbrances ageinst the ale
lotuments or appropriations until the legel oxpiration of the awvallability
of funds for thalt yeor {three years). Fiscal officers camnot write to

the claimant and ask for the submission of a bill covering the trense
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action, so that it can be sebtled and the books cleared of such clubber-
ing items, as would be done in eany private business, Nesdless to sey,
the carrying of such itoms for such long periods ss oblipstions acainst
eveilable funds is e fiscal officer's ni-htmare snd a totally unnecessary

one, if the rules and regulelions were changed to correoct this problem.

Fiscal Procedurss in Comstant Process of Lvolution

Ag has been inferred in this discussion of the fiscal procodures of
the Dureau of Animal Industry, and is actually the case, consbant effort
is boing medes to improve the operations of this aphere of Bureau ac-
tivity. The fiscal operations and procedurcs of the Bwreau are thus in
a constant process of evolution for the purpose of pearing thom more
precisely to Bureau needs and making them more effective, timely, and
efficient for purposes of Durcau administration. Such improvement is
e neverwcnding task and the constant concern and study of all key por=

sonnel of the Budget and Fiscal Division.



CIAPTER VIII
THE ADMINISTRATIVE SHRVICE FUNCTIONS

Functional work programs of the size and scope of those coanduchted
by the Bureau of Animal Industry must, of necessity, be supported by
an adequate and effective procedure for the procurement of large supplies
of material and equipment. Ilany other similaer services, essentially of
a maintensnce or administrative menagement nature, are needed to suppord
day-by-day operstions in the numecrous Durcau units. Such matters as
property and supply procursment, the meintenance of adequate proverty
records, meintenance of mails and filles, duplication of material, such
as mimeorraphing, and neintenance of commmunications, for cxanmple, are
services commnon to the need of all units of the Bureau. They are char-
acteristic of the neverecnding chores involved in orderly and efficient
goverunental housekeeping on a large scale.

It seems entirely logical to find responsibility for such common
maintenance and support functions assigned to a separate division of the
Bureau where the full time and undivided atiention of competent spoc-
ialists in these matters can be devoted to them. Thus we find the dis-
charpe of such Durecau maintensnce functions assigned to the Administrative
Services Division, under the direct supervision of e division head and
the gencral supervision of the Assistant Chief of Bureau in cherpge of
Administration. As can well be appreciated, the task is a heuvy one
and in nany respocts a monotonous one, lacking considerably the stimulus
of the professionel aura attained in recent years by such functions as
personnel and bvudgetary worke It is also fraugsht with relationship

problens which melke e heavy demend on highly cooperative eand under -
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standing edalnistration in all directions if it is to be conducted smoothly
and efficicntly. The sheor size of the Dureawn, the dispersed naturs of

its woriz vrosrans, the heavy volume of its needs for equipment, materisls
and suppllies, tho shortage of many supplies and materials and their ine
creased cost during the war and post-war years, the risidity of the rules
and resulations under which such operetions must be conducted in the Fed-
eral government, all combine to place upon this unit of the ureau a
difficult, unenviable, and nsver-ending task of meeting Buresu needs for
the services assigned to it as quickly and efficiently as possible, a

heavy responsibility.

History of Theso Functions in the Bureau

It is obvious that ever since the Durcau weas founded it has had need
for an inescapable minimum of such maintenance functions as the procure-
nent of the property, equipment and supplies essontial to its operations
and that undoubtedly, in some faeshion, it has telken care of such needs,
A study of early Durcau orpanization, however, fails Lo reveal any very
claborate »rovision or the nandling of such fuictions. In the carly
days tney werce apparently carried by a very smell section whose orpanizo-
tional stabtus closely paralleled those of the persommel and budget and
fiscal sections already described. Hbuck,l in 1924, identifies no spociale
ized property office but infers that such miscellaneous worlt was performed
in the very early days of the Burocsu by 2 miscellansous soction of the

¥

Division of Field Invesitigations and later by the Liscellancous Division

Ua Go Houck, Tho Burcau of Animel Industry of the U. S. Department
of Arriculbture: Its ustablishmont, Achievements end Current Activities,
Published by the Author, asnington, 1924, DDe Ki-%iide
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as long as it wes in existence. It is probable that in those days a
considerable portion of such activities as oroperty and supply purcheasc
and procurement wes performed by each operating division to meet its
omn needs, with a small unilt of the Durceu designated to tie together
a barc ninimum of property procedures,

By 1927, howover, Powellz identified in the Bweau an 2ffice of
Property and Supplies responsible for the ordering, receipt, storage,
and issuance of properity and supplies to obher Burcau units. It wes
sti1ll a very small, unspecialized unit for an organization the sisze of
the Bureau of Animel Industry and occupied a relatively low organiza-
tionel stetus. The size of the property office at this time clearly
indicates how relatively submerped and undeveloped this Ifundamental
function then was in tho Burceuw hiererchy. The office was in charge
of & Jjunior administrative assistent end had & stafl of five clerke of
even more aodost grade, a foreman of laborers, and btwelve laborers as-
sipned to it. AL this timo first mention is also made of & filc room
for tho handling of weil and files, although this service had also
uvndoubiedly becn provided in some memmer much ecarliecr in the Durcau's
history. Apparently such functions were considered sitrictly routine
operations and atiracted 1little atiention from historians of ocarly
Bureau activities, so that they are difficult to trace with any degroe

of precision. t tho time of Powell's study the Bureau file room was

zired “ilbur Powell, The Burcau of Animal Industry: Its History,
Activities, and Urganigation, Service nono graphs of the United Statos
Governuent lo. 41, Srookings Institubte for Govermmont Researche. Tho
Johns Hopkins Iress, Daltinore, 1927, ». 40.
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under the supervision of & principal clerk, who directed the activitics
of o stelf of mine clerks and five nmessengors in handling this service.

As was found to be the case with thoe persomnel and bLudget and fige
cal functions, in more recent years such administrative service functions
as were performoed by the Dureau, such as property srocurement, have been
furnished by & saall properiy soction of modest grade employees undor
the pupervision of an sdministrative asslstant, also of modest grade,

The unit operated for some years under the general supervision of the
Administretive Assistant to the Chief of the Bureau., In 1939 this po-
sition was elevated to that of Business lanager for the Buresau, under
whose pgoneral supervision all of the suxiliary units of the Buwreaou, in-
cluding the property section, operated. During this period, however,
Thore was little expension cither in size or in assigned functions.

In 1946 all of the administrative service functions of the Bureau
waore considerably expended and grouped Lo provide fecilitics for mweting
expended Burcau necds for such services with greator precision, At this
time the now unit wes raisocd to divisional status by the Burcau, with the
concurrence of the Department Office of Personnel and the Civil Servico
Commission at the time this step was also taken for the persomnel and
budget and fiscal functions, as was shown above. Thus, the Adminisirae
Tive Services Division was set up to hendle a wide veriety of maintonance
or housekeoping functions of the Burcou, an assignment which we shall
presently examine in considerable dotail.

It is interssiing in passing to note the comparative size of the
unit handling such functions in tho different periods. In 1927, as

3
noted above, Powell found a total of 34 Durcvau cnployees assipned to

STbid, pe 40.
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the tasks ol generel property functions and neils and files. As of
July 1, 1940, the number of employces essigned to thesc functions still
totalled buv 335 and as of July 1, 1949, o total of 65 cmployoes were
operating the expanded eduninistrative sorvice functions being furnished

in curront Bureau Adninisitration snd opcration.

Functions and Duties of the Diviaion5

As orgenized in 19406 and coperated since thal time, the Administrative
Services Jivisgion is orpganized and staffed to provide numerous business
menarsenent services common to the need of all units of the Puwreau and
nelpful to their administrative management and the furthsrance of their
worls prog: uas.

lmtters of property are stlll a major concorn of this Division and
procuremont and property managenent a preponderant vart of its volume
_of business. linils and files and other cormunications are maintained.
In addition to these lonreostablished functions, the scope of the di-
vision's operations and sphere of influence end responsibility have boen
broadened Lo include functions not previously handled in the fJureau or
to such degree and in such & gpecialized nenncr as al »resent, accordiag
to the lead of Division.

As currcatly operated, The Aduninistrative Services vivision is or-

From Dureau of Animal Industry official porsomnecl raecords for these
dates.

sTho meterial of this section is adapted, in some instances verbatin,
from the official orjenigation chart of this division (epproval pending),
from pertinent official job statements, working directives, and similer
material not ordinarily awvailable to the publie, end from discussions
and interviews with key Bureau porsonnel.
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ganized into an office of the flcad of Division and four sections dealing
with specialized segments of Durcau naintonance or business edministra-
tion. These include a contrecting and leasing section, a property and
space management section, a third deeling with mansgoment procedures

and the last concerncd with the problem of records menagoment. Lerely

%o list the broad functions of those sections in this manner is sufw
ficient to indicate clearly the considerable expansion end specializa-
tion of ectiviiics in the administrative services ares of Jureeu activities
which have been effcoled in the past four years.

Basieally, the Head of the Division and his principal assistents
have responsibility for collaborating with the Chief of the Bureau and
other top administrators in the formulation of policies, plans, standerds,
and procedurcs for conducting an efficlent progran of business management
in the Duresu end for coordinating such functions with the operating or
work program actlivities of all other units of the Burcau. To this degree
and in this area of operations, the Head of the Division is called up
frequently to ronder sorvices and duties of a truly staff nature to the
Chief of Bureoau.

As the adaministrator of an suxiliary service, the licad of the Di=-
vision is held responsible for conducting a comprchonsive aduinistrative
services program useful to the noods of the other divisions of the Bu-

.

reau., This includes such tesks as improving the methods and procedures
end coanducting the activities involved in property srocurcment, accountw
abllity, and management, adequate nanapement of the voluminous official
records of tThe Rurecau, maintenance of necessary communications, ogquipment
and space menagcenent, including leasing of office space and contracts

-

for public utilities and construction, end purchase and disposal of
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land and roal estate as occasion domends.

Construction, maintenance, and repair of the Burcau's many buildings
and laboratories is & large tasli. The lead of this Division is charged
with the task of assisting Bureau and divisional adminisirators and other
offices of the Deparitmeont, such as the Agriculbtural lescarch Adminisirae
tion and the (Office of Budget and Pinance, in the developmont of builde
ing plang, estimebes, and spscifications covering the consbtruction or
repair of buildinge, laboratories, and other fixed properiies. In ad-
dition, he broadly supervises the consbruction of now facilities to
debermine that such work meets reguired sgpecifications., Under this die
rection preliminary plans and specifilcations for construction, altorae-
tions, and repairs are prepared, subject to the ag;raval of the divisionsal
uits concerned, and records of construction and repairs and custody of
plans end designs are mainbtained in his organization.

in order thet the other units of ‘the Bureau may e kept properly
informed of matbers in this field of activity, thoe Head of this Divislon
is held responsible for the issuance of adninistrative ra@?lﬁ%iaaa,
policy statements, operating procedwres, ard ins%ruetio;gi meberial
for the guldance of all Washingbon and field offices of the Duresu on
administrative services functions, It is a real chore and an exacht-
ing one bo keep such material current and up~towdate, sccording to
this official. In this connection, ho is expected also toc provide
technical assistance and coordinate administrative servilices ectivities
in the many field offices of the Buresu and to provide effective liaie-
son with offices of the Department and other Federel azencies, such as
General Services Administretion and Post Offics Department, on broad

adnministrative services programs and problems of concern to Bureau
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inbereosts,

Any detailed sbatement of the dubics and responsibilities of the Head
of this “ivision protby woll delineates the taesks assigned to the respective
sections of the Pivision, for the wvarious sections are so organized and
operatoed as to discharge offeclively the wvarying tasks for which he is
broadly held responsiblo.

The contracting and leasing section, for exanple, handles the job
of procuring the msjor bulk of suppliocs, materiels, and equipment for
the Bureau work programs. 1hese are obiained upon requisition from large
pools of governmental supplies maintained by such agencies as the Genoral
Services Administration or by direct purchase order to manufacburers or
other commercial sources, Only a small portion of such materials are
purchased direct by oporeting apencios. This service covers the needs

£ both Tashingbon units of the Jureau and {ield offices and in the

course of a year's time amounts to very big business indeed. The section
2lso hendles 21l lureceu contracts involved in obiaining regular contractors
for furnishing equipment and supplies on an anmual contract basis rather
than indivicdual bids, those for ubilities, such as telephone, sleociricity,
and similar services, and all other non-porsonal contracitual services
involved in Bureau oporations. i'rom the personnel standpeint, it arranges
the contraocts for the shipping of personal effects of Durceu employees
transferred from one post to another. The section propares the bids and
instructions covering solicitetion and awerd of servico contracts, in-
cluding public utility conbrects, & sizeable chore in an organization

the size of the Jureau of Animel Industry, or reviews and recommends
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eward of the service coniracts for field units when the amounts involved
excoed delepated field authority.

This secotion carries the double-barrelled responsibility for the
loasing of space and lend under delegabted authority for Bureau use and,
on the othor hand, of devoloping revocable land use permits to State and
local governments end institubtlions end to public utilities corporationms
and highway commuissions for tho use ol govermment-owned land end facilities
or for the consbtruction and meintonance of clocitric power lines, tolephous
linos, water and sower lines and public hichways on and across poveormonte
owned property.

In an organization the size of the Surcau of Animal Industry there
is constant demand for tho duplicetion of records, menuscripts, and
simlilar matorial for broad use and distribubtion. Ome of the exbtensive
chores of}this gsoction is that of obbteining the photostating, blueprinte
ing, multilithing, mimeographing, and other types of roproduction services
needed. Some of this work is performed in this unit and some of it is
obtainod throush departamentel facilitics. Yhe section furnishos tech-
niecal guidence 4o the other Sureau units on all such duplicating services.
It also handles the distribution to all Durcau units of instructions,
orders, interpretetions, repgulations, directories, and other mmterial
for the Buresu administrators.

An equally importsnt function of this umit is the adminisitration of
the printing end binding funds sllocated Lo tlhe Bureau for these purposos,
In connection with this work, tho scetion handles the orders for the
printing and binding nceded for the Dureau, the procurenent of books,
poriodicals, maps, and nowspapor subscriptions ncoded as working tools

by tho operating divisions and field stations, and, in instances of
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substantlated noed, grants cmergoncy printing and binding eubhority »
field offices.

Yo fulfill its broad responsibilities this section develops end
sdministers the necessary procedurcs and methods for leasing space,
land, and other facilities necedod by the Bureceu and for contracting for
or disposing of supplies, equipment, buildings, and real estato nceded

O

for or surplus to Bureau programs. Specialists of this section provide
toechnical assistance to Burecau administrators and operabting units on
problems relating o conbracting, purchasing, and leesing activities.
They a2lso provide effective lisison with offices at the Departmeant level

on contracting, purcheasing, leasing, and duplicating oporations of con-

gorn to the Duroau.

Tho Property end Space ilnagement Section

Under the expandod functions of the Administrative Services Division
sinco 1945, a more precise and effective management of both property and
space from a top administrative standpoint has been altieupted, the Ilead
of the Administrative Services Division points eut. This program, which
is dosigned to aid Bureau aduinistrators at every level in the efficient
use of available facilities, is the besic assignment of the property and
space mangagenmont section of The Uivision. The discharge of this respon-
sibility involves close attention Lo three nhases of the problem, vroner-
ty nanasement, space management, and an effcctive motor squipnent prosram.

From the over=all property standpoint, the section is charged with
the task of developing end operating an offecctive equipment nanagenent
prograsn for the Bureau. It locatos and scquires surplus oquipment,
ranging from the most dolicete or highly specialized laboratory instrue

ments and equipment to heavy equipment, such as bulldogzers. It has the
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task of developing procedures for the effective conservation of all types
of properbty, arranges for the disposition of surplus or worn-out equip=
ment and property, and conducts periodic proporty exaninations and in-
gpections both in Washington and at field stations. In addition, this
secction suporvises a uniform Buresu propeorty accountability record sys-
ten, sets up the nocessary property classifications, and audits the
annual physicel invenbories required under Dureau administretivo procedures.
in the realm of spaco management, tThis section handles Duresu nepotia-
tions of obtaining space for bBuremu offices in public buildings. It die
rects the office and equipnent moves invelwved in the rather frequent rg-
arrangenent of space assigmments which occure 7The section surveys and
analysos space requlrements or requests snd soes Lo it that the most of-
ficient use of space is made both in ashingbton and the field. In the
washinston offices it arrenges for telephone and obther miscellancous
services furnished with office quartoers.

The specialized equipmont propram mminteined by this soction is
devoted to auvbomoitive snd heovy eguipment of 2ll Uypes. This inecludes
equipment such as truck-tractors, trailers, trucks, passengor cers, and
construction and fermetype tractors, ond ocarthemoving equipmont, such
a5 powor shovcls, bulldogers, and graders. Such equipment is used ex=-
tonsively in the Durceu opereting work prozreams. In this work, the
section conducts studies on the basic need for such equipment, including
such matters as types, sizes, purposes, and usc of subomotivo equipnment,
It is respounsible for the dovelopment of effoctive eguipment maintenance
prosrems coverins the efficiont uie and adequate conservation of such
equipment. In conncction with Bureau use of aubomobiles and trucks,

this scetion reviews all moltor accident roporite and asgsisis with the
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settlement of any cleims rosulting from such accidents, includiag the
preparation in case form of accident reports lor the use of the Depart-

ment Solicitor on their logel aspccic.

York of the lanagement Procedures Section

The work of the nanagoment procedures section of this Divislon is
also a distincet departure from long-establisched Bureau adninistrative
functions, accordin; to the lead ol this Division. Basieally, this sce-
tion is designed to sorve as a focal noint for the review, inbtegretion
and clearance of adninistrative and progream srocedurces and forms. The
end purposes of thisc assigmment are to avoid the issuence of conflicting
or lacorrect procedural information and instructions, to assure clarity
and adeguaey of detail in the forms in use in the Durean, to wvorifly
such material with the wvarious divisions and obtain ell nocessary clear-
ances, and to meke certain that such matorial is coumsistent with ostebe
lished policies and procedures.

This section has responsibility for the distribution of the manuals,
edninistrative resulations and amendments, policy stabtoments, oporabting
procedures, end instructional material coverning tho administrative onor-
aetions of the Duresu and for similer meterial overning certain aspects
of program operations as well,.

In the course of its work the BDureau ubtilizes forms of many kinds
and descriptions, ranging all the way f{rom rescarch data sheots dosipgned
for highly specific usos to accounting shocts for pencral use ia recorde-
ing fiscal operations. This scction has the tesk of broadly overseeing
the forms in use in the Bureau to make sure that information collected
thereon will be sccured on a uniform basis no matter where used in the

Bureau, The soction analyzos existing forms and the instructions covering
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their use {rom the standpoinbs of administrative practicability, con-
formance with instructions, and tho economy of their maintenance and

use, On the basis of such studics it recomsonds thoir conbinuation,
reovision, consolidation, or ¢ 'imination. It performs o similar service

in comnection with new or proposed forms, approves and maintains sysbons
for their mumbering, classification, control, and malntenance, and obe
tains tho necessary cleerance of go-called public data forms in accordance

with law end dureau of the Budgot repulations,

Funcbtions of the Hecords lmnagement Secbion

Kecords of all goris, many of them highly veluable from both an
operational and historical standpoint and needing to be saved indefl-
initely, accumulaite so raplidly in an agency of any silze and gquickly boe
come 80 bulky and voluminous that thelr management ond storage has alwanys
been a major problem. In an offort to cope with the »roblem offectively,
the records menagemont section was established in the Administrative Jere
vices Division to provide for the menegenment of all records and docuw-
menbary meterial of the burocaue

This section is chergoed with the development and oporation of uniform
record systems and control of records maintained both in Burceu files and
in the operabing diviaions. It provides distributlion, maintenance, or-
canization, servicing, safoguarding, archivel study, analysis, end dis-
position servicos for all official documonts, In conneclbion with this
important work, the soction directs a records retirement and disposal
prosren for the Zureau and mainteins and operates toeuporary depositorics
for inactive records in en offort to koen the files clear of obsolete
material. In the past such work has been done pleocemeal and spasmodi-

cally in the Jurcau, so thebt a huge bacilog of stored records exisbed
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at tho time this section was esbtablished, loodless to say the less than
four years it has been in oxistence has proven too short a time to dige
pose of the accumuleted mass of old rocords and keep up with those cur-
rently being accumulated, but encowraging hoadway has been made.

This unit also handles the malls and files sorvices of the Burcau,
providing a comprehensive visd for the control and coordination of oube
going comaunications to insure conformity with established policies and
procedures and providing nessenger service for the ‘ashinglton offices
of the Buresu. In this phasc of ite services, the scction develops gen-
eral methods of prepearing and handling Bureau correspondence and issues

instructions thercon for the guldance of the other units of the Duresu.

Operation of These Punctions in the Buresu

From what hes been prosented of the functions and responsibilities
of the Administrative Services livision, it should nolb be supposod that
the Division merches off in all directions alt onco on its own authority
without due regard Lo the specific and often highly specialized uncods
and wishes of the verious opereting divisions or without close cooperaw-
tion with the adninistrators of such functional work progrems in the
precise discharpge of the services outlined above. It is, of course, Lo
the best interests of both this Division and the operating divisions to
koep such services pearod as closely to prosram noeds and available
finencial resources as possible. To accomplish this roquires that in
most instonces the operabing divisions must make known to the Admninise
trative Services Ulvision as preoeisely as possible what the specific
needs are, 8o that the latter unit can act with jreater assurance and
procisgions in meoting them.

The procurenent of property, equipment, and supplies is o case in
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point. It should theoretically be emtirely feasible for a central
property office to male decisions on and see to the procurement of
certain supplies common ©: e needs of the entire agoncy, such as
stationery, for example. But the groater proportion of the procurement
needs of such highly specialized functionnl divisions as make up the
Bureau of Animal Industry are in themselves highly specialized, The
operating divisgions asre nabturally in the best po:ition to determine
thoir sxzect proporty needs to keep their work rolling effectively. In
addition, since they are definitely held responsible not only for the
furtherance of thelir work programs bub also for the husbanding of their
resources end living within their incomes, final suthorization of di-
rect cherges egainst their working budgets, such as those involved in
the purchese of property, equipment, and supplies, must, of necessity,
be made by tThe oporating divisions and not by the Administrative Servicos
Livision.

Then, ‘too, the specialist handling property procurement must depend
upon the operating units for accurate and complete descriptions or specie
fications of much of the equipment and supplies required to meet the
needs of the operating programs in which they are to be used. THo proe
curenent officer would bec gualified on his own initiative to decide on
the type, or form, or nabture of an intricate plece of research apparatus,
for example. Nor would he have any desire to do so, without the full
cooperatvion of the operating division in furnishing eoxact specifications
for the equipnent, so that exactly whalt was needed could be ordered and
obbained. Upon such basic information only can this Division procecd
with the procurement of the itens requested with any degrec of ceriainty

or precision. In this respect, the Division functions in & truly auxiliery
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.

relationship with +

.1

he operating divisions in rolieving the latier of a
considerable portion of the routine burden of obiteining essontial mo-
torials for the work prosreams,

In prectice, therefore, as would be expected, practically all of
the requests for the procurement of properiyy, osquipment, and supplics
orizinate in the various operating divisions of the Dureau in the form
of purchaso orders or requests for bids, Such requesis include all
pertinent information kmown by the oporesting division aboubt the iten
being regquested, particularly if it is of an unusual nature. Included
ere such dobails as quantity end guality desired, description o mninimm
specifications that will be accepbabls for the purpose, ostimated cost,
appropriation to be charged, and possible sources from which the iten
might be securod, if kmown. Upon such informetion end authorization for
obtaining the item, the Admninistrative Services Division then bases its
action for actual purchase on the merkot, 1ts procurement from contractors
furnishing such items to the govermment, or the sreparation and issuance
of competitive bids lor obtaining it, if the anmount and circumstances
involved reguire such action. Thus, in essence, whilo the Adninistrative
Services Ulvision carries the actual businoss operations involved in +
procurenent of property, equipment, and supplies, the operating divisions
also carry some of the load of property procuremeont and in large measure
ofTectively detormine their own specific necds.

Since the basic purpose of the Administrative Services Nivision is
to furnish csscntial services that will aid the operating divisions in
the efficiont conduct of their operations, the situation with respect to
property is basically true for the other services furnished by this

Division., The operating divisions perticipate fully and freely in ade



178

ministrative service umatbters affecting their interests and welfare and
originate the greater proportion of the imitial roquests for the services
aveilable from the Division. It should bo poinbed out, however, thab
procedures {or handling such metters es they are developed in the Die-
vision serve to guide the operating divisions in their activities in
this sphore and provide orderly and offective means for keeping such
matters flowing frecly and efficiontly.

As wras the cese with the obther auxiliery divisions of lhe Burocau,
nunerous Bureau circular letters transmitting information on neow adnine
istrative service procedures, rules end regulations, interprotabions and
clarifications on those already in existence, and similer material help-
ful to the operating divisions in this field, are prepered as nceded by
this Division and distributed widely Vo administrators throughout the
Dureau, both in Tasghingbon end in the {ield, These are sicned by the
Chief of Bureau or by the assistant chief in charge ol administrative
nmanapenent. A few of these selected at random from the many which have
been issued will illustrete tho considerable effort the Hivision uakes
to keep the operating divisions alorited end informed on adainistrative

6 , . .
service matbers. in theso, specific and well~defined procedures are

i

GBurcmu Circuler letior Ho. 49=25. "Initiation of Lease Procedurc",
{To Officials in charpe of stetions occupying leased quarters), April 12,
1243,

Bureau Circular Letter lo. 49=-26. “Acguisition and Disposition of
Surplus Property Through the Arcal Apriculbtural Egquipmont Comnitieos.”
{(To All Field 3tations), April 18, 1949,

Bureau Circular Letter No. 270,1. "ikiling List Bsteblishment, Use,
and eintenance.,” (To Washington Officiels), Aujust 10, 1049,

Burcau Circular Letter Ho. 210,1, "ixecution of Requisitions for
Supplies, Hquipment, or Services." (To All Field Stations), February 2, 1950.

Buroau Circuler Letter o, 220.1. "Property liknasgement Policy." (To
All Divisions and Field Stetions), April 4, 1950.
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presented for the guldance of administrators at various Burcau levels for
the handling of mebiers reclating to leasing gquerters, the use of mailing
lists, the handling of surplus sroporiy requisitions, and property manapew
ment. It should be noted, too, that a selective use 1s nade of such letters
of instruction. All lobtors are not sent out to all Bureauw levels, but are
directed specifically to those areas actually concerncd with the subjoct

boing discussed,

Importance of These Funmctions in Sureau Administration

From what has been prosented regarding the activities of the Adnin-
istrative Services Division, it is clear that the services rendeored to
Buresu and divisional administrabtors and to the work programs of the
various divisions can and do take & heavy burden of maintenance or house=
keeping chores off the shoulders of officials already burdened with the
adninistration of broad work prosrama. Al Tho same time the prescent are
rengonents give them ample opportunity to puerd their expenditures and
to obbtain end results that will procisely serve their purposes in fur-
thering their projects. Concontration of such services in one division,
with specialists devoting their full time to Lhe various lines of activity
involved, offectively reduces tho muber of employces that would be needed
if each division were to conduct such lines of work complotely within its
own orgenization., The presont arrengement also speoeds up the procurement
of the property, equipment, and supplics nceded Lo support the various
work programs and »rovides an effective unit in Dureau organigation for
riding herd on the many facilities and services needed in common by all
units of the Buret.

vwhile not entirely fresc of problem areas and obviously requiring e

close and understanding working relatiomnship bebween this Division and
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the operating divisions of the Durceu for mexirmm utilization of its
potential usefulness, it would be difficult o over-estimabte the usefule
ness and value of the sorvices of this Jivision in Buresu administration.
By the same btoken, the fact nmust be taken inbto consideration that present
orgenization of these adminisirative services is relatively new in the
Bureau., Some of its functions are Jjust as noew in Dureau operations or
et least have never before been attompted with the precision and scope
now being done. It seems reasonable to expect that time, experience,

end understanding will make such services even more valuable than they
have thus far proven as useful techniques for tying together many of the

neintenance functions essential to efficient Dureau administration,

Theso Functions Governed by iinube Hules and Reguletions

To understend the operations of many of the administrative services
funetions, it must be epmrecieslbed that umder govermmentel requiroments
most such activities must be conducted within a rigid framework of do=-
tailed and nminute rules asnd reguletions or iron-clad procedures from
which 1little or no deviation is permitteds In addition to the Jureau's
own ingtructions and procedures, work in this aree of administration is
poverned by Department Administrative regulations, directives of the
Department?s OfTice of Plant and Operations, and the General Services
Administration, and even instructlons of the Gensral Accounting Office
to assure that obligetlons are incurred in an approved mamer so that
they will be setitled promptly and withoul exceplions taken.

The nmatter of property will serve as a ;ood exaumple to illustrate
this situation. 7[Fossibly no seyment of sovermment business oporations
is more safeuarded end bound by neticulous and miaute rules and regulaw

tions and procedures for its operation than iz that of property in all
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its aspects, fronm procurement to menajement and use, In the first place,
21l property functions must be conducted in strict accordance with the

Adninistrative rules and rosulations of the Department. Two large sec-
tions of these are devobed to this subject, the one epplying neinly bo
real property and the other mainly to the purchase and procurement of
ther property, equipment, materiel snd supplies.

Those regulations are worth & closer jlance to illustrate the detail
with which procedures governing povermaent odroperty are spelled out., For
exanple, the regulations joverning plant und oporation mabters covers
about every conceivable aspect involved in the handling of real property,
such as land end buildings, from their original sequisition, throush their
menacenent and use of space Lherein, consiruction, alterabions, ond re-
pairs of buildings, to final disposition when Lthey are no longer useful
to govermmoental prosrans. In addition, in this section of the regula-
tions, detailed and ninute procedures and instructions arc spelled out for
the proparation and handling of leases, Tor the meintenance and disposition
off official rocords, for the conduct of photogrephic and duplicating ser-
vices and for the distribution of supplies from the central supply service.
Here, too, are outlined the dotailed procedures Lfor »roviding such services
as telephone, telegraph, radio and cable, and tho handling of incoming
and oubgoing meil.

In equally exact detail the Procuroment Adnministrative Hegulations

oubline the procise procedures which must be followed in purchasing

Title 4 - Plant and Oporations Administrative lesulations, G505 pp.,
with amenduents, and Title § - Procurement Administrative Resuletions,
523 pp., with emendments, Adninisirative llepulations of the U, S. Departe-
ment of Arriculture, June 30, 1947,
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property of all kinds. These govern such matters as open-market pur-
chases, contracting for maberials and supplies, rules governing the
transportation of govermment property from place to place, the dispo-
sition of property end property accountebility and utilisation. Ome
really hag to reaed through these regulations fully to sppreciete the
exactness and detailed minubeness with which they govern operations in
this area of govermmental meintenance.

In addition to the Administrative Hegulations, administrative service
operstions are governed and controlled by directives of the Genoral Sere
vices Administration established by the Conpgress last year for the exw
prossed purpose of providing the Governmont with sn ecomomical and efficient
system for

the procurement and supply of personal property and non-porsomal

services, including related functioms, such as contrascting, in-

spection, storage, issue, speeifications, property idemtifica~

tion and classification, transportation and traffic menazement,

menagement of public utility services, repairing end coanverting,

egtablishment of inventory levels, establishment of forms and
procedures, and ropresentetion before Federal and State regula-

tory bodies; the utilizetion of available property; the dwpaaal

of surplus property; and records management.®
The minute analysis of the whole property subject presented in this docuw
ment in effect furnishes Bureau property officers with another detailed
set of regulations to which they must adhere in their handling of property
operations., Furthermors, a comprchonsive manuel on property proceduros
and regulations is in procesa of complilation in the General Services Ade
ministration which, when issued, will be binding on all govermmental

oparations. It seems appsrent thet the General Services Administration

8 ;

"Pedoral Froperty and Administretive Services Act of 1940, with
Anelysie end Index," General Services Administration, Washington,
Ootober, 19493 Public law 152, approved Jumne 30, 1949,
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will vory soon funcilon in the adninistrative services area of adninise
tration as the General Accounting Office does in the fiscal field and
the Duresu of tho Budget in tho budgetary fielde. It seems equally ap=~
parent that it requires welletrained specialists, devoting full time to
the task, Lo keop Bureau operations and activiitios fully geared to all
existing rules and regulations and To the various suthorities exercising
supervision and control on such matbers. It is certeinly no job for an
amateur. Heeping such operations "in the clear" with all the rules and
reculations is a nover-ending oroblem of Bureau administrabtors and one

which makes a heavy doemand on alertness and close atbention to detail.

Special Froblems itst Do Handled Iffectively

In comnon with most govermmental units, the Admiunistrative Services
Division is from time to time faced with the handling of special problens
of considerable megnitudo. These place substantial strain upon the en-
ergios and capabilities of Division personnel snd established procedures
end meothods of operetion. These problems usually arise from emergencies
occurrin; in the work programs of the operating divisions or in a material
expansion of a work program over a relatively short period of itime, both
calling for e heavily increased work load of properity procurement, busie-
ness and fecility errangements, or the development of emergency pro-
cedures to mwet a specific situation.

An outstending example of an emerpgency sibuation which has thrown
& heavy rcsponsibility upon the Division is that occasloned by the out-
broak of foobt-and-mouth disease in Illoxico. As its share in the atback
on the outbrealk, the Division was celled upon to effect the emergency

purchase of hupe supplies of equipment and mabteriels in this couniry
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for delivery in lexlico and had to sce that they were dolivored promptly
and according to specifications in e foreign lend., Items that noeded
to bo obbained ranped all the way from hesvy equipment, such as bulle
dozers, tractors, and Lrucke to the most delicate veterinery instrumeunts
and medicinels, many of which were already in short supply. Procedures
for the issuance and orderly operation and management of property end
equipment under trying field conditions in a foreign couniry hed to be
formulated and put into operation and key personnel of the Division had
to be detailed to foreign fleld service for verying periods and teuporary
porsonnel trained for haendling various segments of the greatly asugmented
work load.

Since footeand-mouth disease has not yet been oeradicatod in lexico,
elthough its spread townrd the American border has been halted, the
Division is continuing to collaborste with officials of the Departnent
and the fexlican-United Stabes Cormission for the lradication of Foote
and-llouth Disease in the development and administration of major adnin-
istrative servicos policies aund procedures affecting the conduct of the
eradicetion esctivitics in lexico, Any similar major oubtbreak of live-
stock diseese in this counbry would create e similar problem for the
Administrative Services Division. OSuch problems are largely concerned
with the procuremont of a heavy volume of supplies and egquipment in a
big hurry and of carrying a greatly augnenied work load with a relatively
small permanent staff and the minimun number of temporary employeos nece
ossary to get the job done.

In like manner, s material expansion of a work prosram can place a
similar burden upon the seorvices of this Division. 4 typical examnple

of this is the expansion of Burosu research nrograms which hes taken
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place in the past several years under the stimulus of the new research
and marketing projocts being carried by the Dureau. Theso have involved
ond are 8till involving tho purchase of hoavy supplies of specializod
equipment, some of it quite different fronm any equipment cver before
purchased by the Burocau, and hasg pleced & considerably augmented burden
upon the Division's property officers, Under such circumstances it ie
extremely difficult to plan and maintain normal and orderly work loads
for Division persomnel or to plan Division operations with any very great

depres of precision very fer in edvance,

Other Problem "reas in This Field

bnovsh has probably been presonted Lo indicate clearly that many
problems sre inheront to the orderly and e¢fflicient operation of the
adiinistrative servico functions in the Bureau. The routine nature and
detall of the businoss operations involved in most of them arc in theone
solves somothing of s problem. Perhaps o few others should also be
mentionod,

The problen of maintaining e complete understanding and close,
cordial cooperation betwecn the Ulvision and the operating divisions
on metters of mubual concern is really a mattor of complelbe apprecia-
tion of the opposile sides of the same coin of offecbive servicing.
Involved in this is the constant need for operational officers to read,
understand, remember, and apirveciate at least the hishlizhts of the
highly specialized rules and regulations under which proporty opera-
tionsa, for exampls, must be conductod in the rovermment and, conversely,
for adninistrative services of{icials Lo appreciate how groatly some

snall deviation from requirements or specifications for a picce of
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apparabtus could adversely alfect its usefulness or value in a work
prosran. bLech should strive to understend and epprecliate the viewpoint
of the other and work wholcheartedly togethoer to obtain the desired and
necessary end results.

Bvery effort nceds to be made to roduce the length of time it takes
to obtain equipment and supplics for the work progran and in the main
this is done. A considerable portion of the delay involved is inherent
in the business operations involved in any such large scale operations,
The situation could be nmaterially improved, however, in the instances
vhore delays have caused embarrassment to the work and a sitraining of
tempers, by the operating sgencies anticipeting their needs further in
advance and placing their orders sufficiently in advence of such needs
to allow sufficlent time for procurcaocnt and delivery. In some instances,
at least, 1t could be improved also by a more prompt servicing of the
orders and a closer followeup of them vhen an undue anount of time
elapses bofore delivery. Here, arain, is involved e sympsthetic and
mutual understanding apprecistion of the other fellow's problems and
needs,

Pinally, thore is always tho necessity of appreciating that the
varlous sduinistrative services are not snds in thomselves, bubt rather
helpful and essential instrumente for the broad and efficient adminis-
tration of Iureau operations and work prosrams., In this connecltion,

1% is necessary to remember thabt the wmost idealistic method of properity
nmanagenent which could possibly be developed, for cxenple, is basically
Justilied only as it maintains and furthers Dureau work projects and
programs. I®thods and procedurcs devoloved in the Administrative Services

Division for handling the wvarious administrative service functioans in the



Buresu should be formuleted and put into offect with this cerdinal
principle clearly in mind at all times, so that every function end
activity of the Division will be kept closely geared to actual opere
ating needs and will fully fulfill the maximm degree of essistance

4o the operating agencies of which they are potentially capable,

1856
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As Fesler, who has made a considerable study of this ares of edninis-

tration, points oubt

The most pussling of all problems of fleld administration is
how to fuse together the functional orgenization at the center
with the areal organisation in the field. Organization by
field service srees provides o mejor opporitunity to relate
an ggency's progrenm o the needs of each particular asrea.
While the functional principle in the central organiszation
splits and resplits the program core umbtil it seoms not a
whole but a collection of unrelated strands, the areal prin-
ciple forces s brading together of these strands before the
progrem is brought into direet combaot with the public, How
4o reconcile funeotionel specialization with areal ceoordins-
tion is e problem that arises with regard both to the inter-
nal workings of individual eapgencies and to the govermment as
a whole,

Stone furthor emphasizes the diffioculty and importance of this aspect
of administrstion whon he sgays

The whole purpose of tho oxistence of Federal agencies is to
perform publie services, to benefit or serve individual citi-
gons, and this means dealing with citizens where they are,
that is, in the field., The administrative pettern of regions
snd districts and of fleld operating wmits must, therefore,
be ostablished in specific relation to the particular job to
be done. Unfortunately, this is not alwaye the practice.
Regional boundsries are olften drawn without consideration of
the realities of operating factors bubt rether on the basis of
a pattern cerved out in somewhat of a vacuun in Weshington or
transplanted from snother program of dissimilar character.
Once established, generally in the early stages of a program,
there soems no consciousness thet administrative experience
or change in direction of program with the passage of time
nay mwssé‘bata changes in organisation or administrative
procedure,

After peinting out the considersble advantapges to be obteined from

effective field decentraliszation of governmental work progrems, CGulick

1
James W, Fesler, Area and Administration, University of Alebama
Press, 1949, p. 73.

2

Donald €. Stons, "Washington-Field Relationships™ in wwhington-
Fisld Ralations g in the Federul Service, Graduate School, U. G,
Bepartmers of Agric u“i%”ure, Washinzton, 1942, p. 15.
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in his ablo papoer on the theory of organisation goes on to point out some
of the major problems involved in following such & procedure. In this

connection, he says:

The difficulties of primary geographic subdivision sare also
not far to seek. They comsist of the increased difficulty
of maintaining a uniform natione.wide, stete-wide, or city-
wide policy; the danger of too narrow and short-sighted
manegenent; and the increased difficulty of making full use
of teclnicsl services and the highest gpeocialization because
of the division of the work into limited blocks., Decentrsl-
isation tends to enhance these difficulties by resson of
physical isclation. It introduces other factors as well,
such &8s higher oosts for supervisory personnel, the genoral
hesitancy of central adminisbrative heads to delegate suf=
ficiont real power, the losser prestige of looaliszed ofw-
ficials, and the inecreased tendency of such & system to come
wnder the control of loocslized logrolling pressure groups.
Political perties under our system of representstion are
based upon geographical areas. An administrative system
also set up by areas is peculiarly subject to spoliation

by politiciens as long as we have the spoils lys‘bem.-s

As Fe;sler@ hes demonatrated, nunercus feactors will influence the
degree of centralization or decentralization an agency will adopt for
its field activities and the type of field organization it will seit up.
These include the factor of reasponsibility, which makes the top ade
minigtrator caublous, if not sctually reluctant, in going fer in the
direction of & high degree of decentralisation of administrative aubthe
ority; ocertein edministrative factors, such as the age of the agenocy
and the stability of its policies and procedures; the specific funo-

tions to be performed or accomplished; end the degres of collaboration

3
Luther Gulick, "Notes on the Theory of Organisation” in Papers on
The Sclence of Administraetlion, edited by Luther Gulick and L. ﬁ%eﬁ,
Tnstitute of Fublic Adminlstration, How York, 1937, p. 50.

4
James V, Fesler, "Field Orgenisation” in Elemonts of Public Adminis~
tration, edited by Frits Korstein iarx, Prentico Hall, Inc.s New Yoric,
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desired or needed with other Federal, State, and loecal agencies.

One of the major problems involved in the maintenance of effective
Washington-field relationship thus appears to be the reluctance of top
sdministrators to delegate a very high depree of administrative responsi-
bility to field officials. Stone agrees with Fesler and with Gulick on
this point when he states bluntly

Responsible top officials in Washington tend to think it

impossible to delegate authority to field offices to act

unless there is & rigid checke-contrel from headquarters.

Field officers,; no matter how well they are picked, will

mpke mistakes - so do we &8l1l =~ and they will not slways

perform as the headquarters officiel would if he were in

the field; and vice versa. That must be taken for pgranted.

But this does not mean that a much better job will not be

done in the field il fileld directors are given authority

commensurate with their responsibilities. By keeping trans-

aoctions out of Washington and approaching the Washington

rolation to the field as one of setting policles and stan-

derds and of giving help on difficult matters, the poliey

of freedon of action will produce much better results than

regimented circumscription,®

It is easy to understand that the complexity of problems in this
administrative area stem from the immense size of the government structure
and the rapid growth of fleld services within recent years. They sten,
too, from the complexity of the programs administered and from the wvast
areas they cover, from the long disbance between field station establishe
monts and Vashingbon headquarters and the great difficulty of adequate
and timely communication between them, and from many similsr reasons.

It is casy, too, to appreciate the importance of effecting improvement
in these relationships to the end that field servics mctivities and

ovor-all work prograns will be more effective and useful. As pointed

out, by far the greater proportion of the Bureau's, ss well as the

Ope. cit., pp. 15~16,
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Governument 's, work generelly is done in the field., Its represcuntativoes
thero are the workers who come in closest conlact with the nublic and
under the closest scrutiny of the people in Their actions and accomplishe

S

ments. It is relatively easy to see the one sido of the picture, in
other words, bul something else to debormine ways and means of improvement

in this important arce of public administratbion.

Isans of Improvement in This Area of Administration

It has boen sugpoested by various authorities, and it is this writer's
personal belief, that zmuch of the needed improvement lies within the reach
of the various agencies themselves, Fer too little effort has as yet been
made by many apgencies to study thelr field service organization realistic=-
ally and vith & view to improving it. In view of the varying types of
work being conducted and the vest differences in the nabure of Lthe field
vork being conducted even within a single agency, such as the Dureasu of
Aninal Industry, contemplated improvements need to be pearcd accurately
ond directly to the specific {ype ol work being conducted.

As & mesns of broadly improving ‘lashingbon-field relationships,
:illette urges more offectivo integration of field services on a jcopraphe
ical or repionnl basis, coupled with a frankly recognized dual supervision
of field activitics on the basis of both specielty or funciion and hiererchy
or orpanizational status in the agency, rather than solely oan thet of either
adninistrative concept alone. Coupled To this must bo effective . sordinae-

tion by the administretive heads. As he pubs it

6 - — - » '+ - * H »

John D. :dllett, "Field Organization end Staff Supervision™ in
New forizons in Public Administration, University of Alabama Press,
Tniversivy, Alabomm, 1045, phe O06-118,
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Coordination is a loosely used oxpression. Its basic weak-

ness is that it refers to a technigue, o mesns, and only

by associmtion to an objective, or ends The purpose of

general supervision ., + « + 18 to accomplish the mission

entrusted Lo the organization s ¢ whole., In other words,

the administrative head is expectod Lo see that the parts

add up to the total job to be performed. Bub in truth this

can be done withoub the general administretor. that cannocd

be done is this. The parts, the speciwrliies, must add up

to a total Job with theo least possible cost in the usse of

our resources, of men and meberials. The objective of co-

ordination, of ceneral administration, is the highest possi-

ble degree of efficienoy reallzable, the mexirmun of oubputb

to input.

The value of this concept in effective field operations is well il-
lustrated by the orgenization of the Porest Service, as described broadly
by Loveridre and Keplinger.s This service is organized on a broad funce
tional basis overlanping that of a territorial orpanization in much
mannor >illebt suppgests. The line of euthority runs from the Chiefl of
the Forest Service to the assisbant chief in charpge of tho functional
field, to the regional forester, to the forest supervisor, to the dis=-
trict ranger, to the ranger on the job at the fromt., The important
thing to observe here is that tho VWashington orgenisation includes a high
ranking official whose major responsibility is the coordination of head-
guarters mebvteors and ficld cobivities in his subjectenatter field, In-
eidonitly, 1t should also be noted that in the Forest Service there has

been brosd delepation of authority for making basic decisions at cach of

these levels, a fact which undoubledly contributes mmbterially to tho high

"1bid, p. 113
sarl vi. Loveridge &nd Potor Kenlinrer, "washington-Ficld Relationship
the Forest Service" hiq%eonnField h01&010n$n1§3 in the Federal
Service, Oraduate School, E. Se partoment of Abricultur@, Washingston,

1942, pDpe C5=34.
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morale and enthusisstic professional atmosphere apparent throughoub this
service, in the field as well as in Vashingbon headquarters.

Stone9 stresses vhe importance of developing effective leaderchip
both in the fisld and at headguarters. He also urgos & nore precise and
effective orpganizetion of field offices for the purposes intended, more
effective organizetion of headquarters services to serve field station
neods, the delegation of more real authority to field adminisbrators and
less dependence in the checkecontrol method of administering {ield ac~
tivitios from headquarters, and & broader rotation of personnel between
the two arcas of administration as possible means of improving ‘ashingtone-
field rolationships.

The epplication of such broad concepls of administration to the
problems apparent in the realm of Washington~field relationships today
seem to offer some hope of improvenent in this sphere of govermmental
activitios. Thore appears Lo be quite general agreement smony authorities
on govermmentel organization and menagement that far too little objective
orzanized study has beon devoted to this problem by many individuel agen-
cies, particularly those which have been long established and thus per=~
haps have beeon operating for years under an organizational framework which
may now be considerably outmoded. Change comes hard at times and the
weizht of custom and procedont uay delay or proclude organizational re-
visions long overduc. A first step to determine whether this may be the
casc would then soem Yo bo for oach agency heving field services, no

matter how extonsive or limited, to make e complete and objoctive study

9 .
S'bone, ODe Clts, p}{). 13-190
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of its orpanizational frameworl and work progream from the standpoint of
headquarters-ield relationships. Such a procedure would permit oppore-
tunity for exploring fully the problems already prosocant or likely to
arise in this roletionship end for determining every means already availe
able under existing authority and meens for solving them.

Amony, the working puldes falling into this category, the following
miszht well be considered., It should perhaps go without saying that the
basic policics of an agency should bs so formulated and publicized that
field porsonnel con readily identify themsclves as an inbtesral part of
the orgenization in their support. By the same token, it should be
equally epparent that the policies formulated at headquarters should make
possible the full coordination of diversc field problems.

Adequatc lines of commumication are en csseuntiel factor in the maine
tenance of effective and harmonious relationships bebween central heode
quarters and the field installations. Thus, the methods and procedurss
used in the administretion of field sctivities should be debeormined with
a view to m&inﬁaining countinuous and close contact between headquarters
and the field. The contral office should e so orpanized that it can
effectively correlete the field stations and thelr activities and central
operctions should be simplified ns much as possible so that conbacts with
the field can be cleared through a minimuwas munmber of offices or author-
ities. In this connection, reporting methods, both from ashington to

he field and from the fileld to vashingbon, should be such that they are
clear, wacomplicated, and useful. It is important, btoo, that inspections
and review of top administrators and on-the-spot ovaluastion of field
oporations and activities periodically supplement written instructions

%o the field. It is possible, too, that communicaitions between head-
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quarters and the field could be expedited by the dovelopment and use of
new rethods of communication or the adoption of more nmodernized methods
then are in use in some agencles.

A basic factor in effective fileld operations, of coursc, is that the
field wnit be carefully and economically plamned end cstablished accord-
ing to reasonable criterie of purpose, scope of work, resources, and the
abilities of the personnel to accomplish its major objectives. Field
leadership should be encouraged and developed by added authority and
responsiblility for geliing a designated job done and added accountebility
for it. In addition, the field or regional administrator micht well bhe
ubilized more fully in all stages of major policy formulation and reformne
ulation in many units. The development and use of more effective recruii-
nont and training programs for field service should also »rove wvery much
worthwhile,

It would seen thet such administrative tochniques and procedures
afford a broad framework agzeinst which to evaluabe and improve both the
adninistretive and the tochnical relationships bebtween Jashington heade
guarteors units, including Tthe esuxiliary divisions, and the {ield activities

of & governmontal agencye

The Place of i"ield Tork in the Burceu
Some of the more important broad basic srovlems involved in the ad-
ainistration of extensive field activities from a cenbral headquarters
have been exXamined in some detail because, Lo greater or lesser defroe
and varying from time to time with the different lines of work, difforent
locations, and chenging situations, they are problems which constantly

confront Bureau administrators. As wes pointed out by the Assistant

Chief of Burocau in Charge of Administration in the course of this sbtudy,
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they also directly effect the effective working relationships between
field activities and the auxiliary services availeble in the Buresu.

Since the Bureau is so complebely organised on a functional basis
for the accomplishment of specific lines of work, as has already been
shown, it is natural that the field operations w_hic:h are so integral o
part of ite work programs should elso be so organized. Thus we find
that field aeﬁiﬁ‘bias of the Bureau are organised strictly along sub-
ject-matter programs, Each field station or office is thus e definite
end integral part of a sudjectematter divielom. 10 In this sphere, also,
integration and coordination of operatioms at top Burssu level i3 ace
complished in the broad fields of research, animal disease control and
eradication, food inspa-ction, and adninistrative management through the
assistant chiefs of Bureau dealing with these professional aress,

To understand clearly the precise relationship of the heedquarter's
staff and auxiliery functions, it should further be noted here that the
wark programs of the Bureau, in the field as well as in Washington, are
conducted in accordance with the precisely outlined Department Project
Systen. 1 This well=organised project systen provides a framework of
work plans and objeotives and a reecord of assigrments of specific tacks
and responsibility which effectively delineates the location, specific
work sssignments, and responsibility for all field operations, and co-
ordinates them directly with the over-all plans for other portions of
the studiea, wherever being oonducted. This system provides a means
whereby established work osn be kept current &nd aligned accurately with

10,15 relationship is clearly showm in the officiel divisionsl ore
ganigation cherts of the Bureau of Animal Industry.

1l Department Project System as spplied in the Agricultural Research
Admintstration,” (unnumbered), Washington, March, 1946, as amended Docomber,
1947, 14 pp.
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progress and chanping conditions end whereby vroposed new work may be
considored in relation to proposals from other Bureaus and agencies and
against the record of exisbting operating prograns. In thus spellinpg oub
proposed work plans, il also provides an effective base for working oub
the necessary administrative detalls, such as the specific needs for
persomnel, equipment, meterisls and supplies, necded to get the work
wnderway and meintain it effectively, matters of concern not only to the
operating division directly concerned, bult also to the Personnel, Budgeb

end Fiscal, and Adninistrative Services Divisions of the Bureau.

Working Heletionships with Mield Activities

Tho points of administrative action or number and range of adninis-
trative subjects upom which the intorests and activities of the Dureau's
fiold stations and those of its suxiliary divisions touch are so oxbtenw
sive that it would not be possible to consider thenm all individuslly in e
study of this kind. lor would this secem to be desirable, for selected
examples of items of admlnistrative contact between these two areas of
Bureau administration should well illustrete the working relationships
exlsting between thom.

It would be expected that working reletionships between field umits
of the Buresu end its heedquarters auxiliary units would be conditioned
by, and the precise channels of commnications between them considerably
detormined by the field work programs being conducted and the method and
degree of direction and coordination exercised {rom headquarters, Care-
ful study of euwrrent Dureau oporations shows this to be the case. It
further shows clearly that a high dogree of directional control is maine
tained over field stetion activities by the subject-matbter operating

divisions and Burcau adminisbrators, including a considerable control
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over the administrative functions and operations of the fleld siabtions,

This is true of the field research imstellations, for example, ac-
corilng to the Assistant Chief of Dureau in charge of Hesesrch, DBroadly
spealking, the research projrams, including those portions conducted at
the various field stations, are plammed and formmlated in dlvisional
headgquarters. It is true that key field station personnel frequently
play & considerable part in their plamming and formulation in areas af-
facting their intorests and activities and are consulied on proposed
program revisions affecting them. DBub it is still basically a fact thatb
progren plamning is conducted mainly at headquarters and the weight of
final decision and authority is located here, subject to coordination,
roview, and approvel at the Bureau level,

Cne importent factor in all field oporations should be kept firmly
in mind in any consideration of mashingion-{ield rolationships. As the
Agsigbant Chief of Bureau in charge of Adninistration emphasized, it is
es rmuach the duty and responsibility of field adminisbtrators te conduct
their operations with as much precision with respect to legal require-
ments, existing departumentel rules and regulations, and Bureau procedures
a8 it is that of the lashingbon umits.

To assist field officials with this task aand keep them fully ine
formed of rules and regulations currently in effect, an abridped edition
of the Department's voluminous Administrative Regulabtions wes recently
compiled and distributed to 2ll field offices by the Bureau eauxiliary

s s 12 . s s , . .
divisions, This manuval, which 1s kept up=to=date with frequent amend-

lZFiold Yenual of U. 8. D. A, Adminisirative :loguletions, ((ulti-
lithed), nhashington, February 1, 1943, distributed .ay O, 1349, approx-
imately 400 ppe., unnumbered.
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ments, furnishes the salient rules and regulations of moat direct concern
to field station adminisirators and inspectors in cherpe in the areas of
general field station operation, library procedures, information netliers,
plant and operations, procurement, fiscal operations end accounting, and
personnel operations and proceduros. IHzamination of this manual shows
that it ;oes into minube detall in covering directions for the conduct of
those operations. As would be expected, this places the administration of
field station operations within the same rigid framework of minutely spelledw
out and meticulously binding rules and regulations as are cncountered in
Burecau oporabtions senerally, s situation which caun be highly restrictive
to such operations at times, particularly in periods or situations of an
emergency nabture, while broadly providing that they will be conducted
unifornmly et all field locations,

In addition, a constent flow of DBuresu Circular Letters covering
specific administrative and procodural items of broed application or
particular importance joes out from the Durezu to its field locations
all over the couniry. These are nainly compiled by the suxiliary di-
visions covering instructions in the personnel, budpet and fiscal, or
edninistrative services fields, but may at tines cover itechnical instruce
tions of concern in the funciional work progroms in which case they go
out {rom the Chief of Dureau or one of his subject-matber assistant
chiefs., In order that ficld station administrators and inspectors in
charge may always know exactly what circular letters of instruction are

£3

55111 in force ot the moment, a monthly swmary check list of such instru-

A
ments issued during the preceding month arc sent to each {field locaﬁion.ld

T A T Wl BV T SAT T L

1Bme 1latest issue of this 1list is "Circular and Division letters
Issued During April, 1950", issued under date of liay 1, 1350, over the
signature of the Assistant Chief of Bureau in Charge of Administration.
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This list shows tho identifying number of each circular lotter issued
during each nonth, the date issued, the subject covered and the distri-
bution nade. In addition, an indox-oubtline of adminisbtrative circuler
letbers currently in effcct and & similar list of circular leolters
covering resulatory and research instructions are issued to all field
14
stations snd inspectors in charge cvery throe months. Field station
adainistrators and inspoctors in charpe are thus furnished a more direct
and specific fund of guldance and information on adninistrative methods

and orocodures than ever bvefore in the hilstory of the Bureau,
L

Personnel Helations with ¥Field Stations
The heads of divisions in llashington and officiels in charge of
field stavions and offices initiats the requests for personnel actions
covering omployoes under their Jjurisdicbioms. Requests that originate
in the {ield are roubed first to the lureau Personnel Division for rew-
cording. They then are sent ©o the operating division undor whose di-
rection the field station operates for approval of the action requested
and eny nccessary adninistrative clearance with the 08{ice of the Chiefl

of Bureau before bolng rotwmed to tho Porsommel Division for final

41?01‘ exannle, Bureau Circular Letiter 49-31, "Index-Jutline of
Current Circuler letters," issued Jumne 30, 1949, listed 32 personnel
circular lotters, 89 budget and fiscal circular letters, and 67 . -
nministrative services circular lebbtors in offect at that dete; Burecan
Circular Lotter o, 23l.4, "Index of Hegulatory and Rescarch Instruc-
tions), issued Fobruary 21, 1950, listed 43 circuler lebters relating
to the work of the Inspection and Quarantine Divisiong 15 ecircular
letters ocovering Interstate Inspection Division subjects; 112 cover-
ing Yeat Inspeoction Divislon subjecis; 3 covering Pathological Di-
vision subjects; G5 covering Tuberculosis IDredication Division subjocts:
end 59 covering Virus-Serum Control Division subjects, as being cure
rently in force on that date, It isdvvious that the aduinistrative
and disease eradication and control divisions use circuler letters
extensively and the research divisions 1little or not at alle
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ac-{;ion.la Civil SBervice registers from which permanent status field
enployces are appointed are obtained from the Civil Service Hegional
0ffice of the region in which the field station is located, If no
oliribles ere available from that source they may be obtained by the
Persomnel Division from gencral registers from the Civil Service Con-
nission in ashington, if awvailable, failling which eppointments pending
cortification or temporary appointments may be utllized Lo 111 the
field peosition until suitable registers become availaeble,

This procedure would appear to give field officials considerable
voice in the selection of thelr staff and to a considerable extent this
is true, particularly of clerical and stenographic and the lower srades
of technical personnel. In practice, reguests for personncl action at
field locations may also be initiated by the heedquarters divisions,
slmost invariably in such cases with the full cognizance and concurrence
of the field administretor directly concerned, snd final selection of
technical persommnel of any considerable renk is always made at headquarters,
arein usuelly with the full lmowledge and concurrence of the field adminis-
Trator,

Likewise, all other porsonnel actions, such as promotions, retirements,

resignations, disciplinary actions, and similar matters, are effected by

sﬂureau Circular letter o, 407.1, "Recommendations for Personnel
Actions," issued July 8, 1%49. ivery possible porsonnel action is cove
ered by the instructions, including eppointment, appointment by transfer
from another goveramembal agoney, inter-agency transfer in the Depart-~
ment of Agriculture, reinstatement, promotion, reduction in grade, re~
assignment, change in headquarters, conversion to competitive status,
leave without pay, return to duty, militery furlough, separation, resipg-
netion, retiroment for age, optional or disability, and death.



201

the Bureau Personnel Division at headguarters with the approval of the
operating division concerned. In rare instances, such as in natters of
disciplinary ection, they may be administered under a specific delepgation
of enthority Lo the field to cover an individual case or action. To a
limited exbent there appoars to be some btendency for granting more direct
authority to field administrators in certain areas of personnel adninise-
tretion, An example of this is {the extension of authority to inspectors
in charge to grant authority to members of their stalf for abttendance at
certain types of meetings or conferences withoult prior Washington approve
al.l6

Daspite the fact that personnel actions are administered at the head-
quarters level, overy effort is made Yo keep field officials fully ine
formed omn the procedures involved in such actions, since so many of the
actions taken must of necessily be based on recommendations oripginating
with such officiels or involve pertinent persommnel date whi.c'. they must
furnish. There appears to be an ceraecut desire on the part of heade
quarters administrators to have a complete understanding and ewareness
on the part of field officiels of the policies and procedures in effect
in persomnel administration and the roasons for them, en attitude designed
to foster 2 closer and more harmonious relationship between ‘ashingbton
headquerters and field officials in this area of administration. Thus,
frequent Bureau Circular letters om personnel subjects are issued to the
field to supplement or interpret existing rules and reguletions, most of

those being prepared by specialists in the Personnel Mvision for the

16
Bureau Circular Letter llo. 102,1, "Attendance at Lisetings", issued

October 3, 1549 over the signature of an Acting Chief of DBureau,.
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siznaturc of the Assistant Chief of' Burcau in Charge of Administration.lr
Budget and #Fiscal Relations with Fleld Stations

In the Buresu of Animal Industry, all budgeling snd budget »prepsra-
tion, allotment of funds for field station activities, budget justifica-
tions, and siniler mabters of top finenciel responsibility are done at
the headquarters level, primarily by divisional administretors as they
relate to field station activities, with the coordination and approval of
top Bureau adminisirators, according to the Assistant Chief of Dureau in
Charge of Administration. However, field officizls mey be and generally
are called upon to furnish recomaendations and proposals covering their
needs and justifications for such items, matorial basic to the Hesk of

P
- 'y , v * / '«J / Y
foramlating s coaprehensive budget at the hicher lewbl off duthority,.-
A

7
They also have the privilege of naking such needs kxunown at any time they
see fit for the informetion and puldence of divisional adainistrabors.
The spocific annual allotment of funds To the {iecld stations by the

operating divisions, with the review and concurrcnce of the Chiefl of

17 . . I
A few of thess that have been issued in the past 13 months, the

titles of which are deseripltive of their contents, include Circulaer
Lotter Ho. 49«10, "Amendments Lo Leave Hegulations,”" issued February 7,
12493 Circular letter io, 405.1, "Porsonnel Procedurs,”™ {(tc lexican
Border Quarantine Project Stabtions) issued Decomber 2, 1949; Circular
Letter No. 470.1, "Disciplinery Policy and Procedures,” issucd Septom=
ber 13, 19493 Circular Letter Ho., 49=13, "ifficiency Ratings,” issued
Fobruary 24, 19493 Circular Letter Ho, 40-24, "Rating Performance of
Probationary and Irainee Employees,” issued April 11, 1949; Circular
letber Wo. 416.1, "Periodic Pay Increases," issued August 10, 19249;
Circular letter Ho. 329.1, "Sick leave,” issued January 3, 1250; Cir-
cular Letter Wo. 421.1, "Position~Classification," issued December 13,
15493 Circuler lettor Uo. 415,1, "hReduection in Force,"” issued August 1,
1949; and Circular Letter Wo. 40=4, "Fair Zmploymont Practices,” is-
sued Janusry 5, 1949.
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Bureau, is the asmount within which the f{ield station adnlnistrabtor must
conduct his operetions for the fiscal year designated, barring unforc-
seon circumstences. In justifiable cases where the original alloltment
proves inedequate it may bo supplemeuntod by additional small amowunts from
divisional reserves, bubt every effort is made both by field administra-
tors and those at headquerters level to avoid the necessity of such action.
Operating funds are nade aveilable to the field sbtations and offices
undor an ammual letter of authori:-tion for the oxpenditure of specific
airounts for the purposes outlined in the financial and work programns coverw
ing the activities for which the field installation is being conducted.
As would be expected, a long and detailed list of rules, regulabions, and
procedures provide for and govern the strict and minute recording and ac-
counting of expenditures and every offort is made, both at headquarters
and in the field, to avoid an inadvertent over-sexpenditure of funds, Come
plete accounts of fiscal operations for each field activity and line of
work are maintained at each fiecld locabtion. In addition, each field ala
lotment is ziven an identifying number in the fiscal section of the Budget
and Fiscal Division in Vashinguon and all fixed obligations which can
possibly be ovaluated in advance, such as porsomnel, ubilities charges,
fecd costs, and similer itens, are ostimated and oblireted apainst each
individual station allotment at the beginning of the year to prevent sny
danger of over~expenditure and to establish unoblipgated balances for cure
rent operating expenditures. lere, too, complete accounte of the fiscal
operations of ocach ficld stetion and office are maintalned and all such
expenditures recorded as they are clecared for payment. In addition,
carbon coples of the master ledger sheets maintained at Vashington head-

guarters for cach field accounit are mailed back to field officials as soon
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aftor the closc of o nmonth's business as possible to provide them with a
check with their own rscords of the current stetus of their accounts and
available fundse.

As with the persomnsl function, every effoert is made by "amshingbton
headgquarters to keep field officials fully informed of the existence of
and chanzes in fiscal procedures periinent to their operations., As a
result, & considerable number of Bureau cireular letbters are propared by
the Budget and Fiscal Division to supploment the rules and regulations
conbained in the Bureau Field imnusl of Administrative Hepgulations and
sont bto the various field stations and offices. These cover in considore

3
able deteil a wide variety of fiscal subjec%s.l

Administrative Service Relations with Field Stations
In view of the fact that meny of the scbual dbusiness operations of
the Buwresu are conducted through the functions falling within the province
of tho Administrative Services Division, it is only natural that this
unit has a close and conbinucus contact with the administration of the
various fisld stations eand offices of the Bureau in the procurement of

equipmsut, materiale and supplies and other important services.

lgﬁypiﬁal of these and illustrating the wide ranpge in fiscal subjechke
mathber covered, may be cited the following: Burecau Circular Letter Ho.
327.1, "Payrolling and Leaves Record Procedure - Transfer of Employecs
Within the Coatinentel Limite of the United States," issued September 2,
19493 Cireular Lettor No. 334.1, "Advance of Funds for Expenses,” ise
sued Hovember 2, 19493 Circular lLetler lo. 33l.2, "Standardized Governe
ment Travel Regulations," issued August 15, 1949; Circular Lebtter Ho.
3111, “Changes in Heeding of Schedules Submitted to Disbursing Officers,”
issued Docember 1, 10483 Circular Letter Ho. 3052, "Payroll Documents
te be Forwarded to the Bureau," issued April 20, 1948; Circular Lettor Ho,
3040, “Submission of Form T-88, Statement of Monthly Obligetions and hxe
penditures,” issued March 5, 18483 and Circular Letter lo. 3023, "Poye
rolling Procedure, Payroll Register,” issued Decombor 30, 1947,
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In practice, the field stabtions and offices are authorized to make
dircel purchases without compotitive bid of such items as equipment and
supplies in amounts not to exceed one hundred dollars, an increase of
£ifty dollars in expendituwre limitation over thet permitted in pre=-war
years.19 Requests Tor the purchase of equipment, meterials, and supplies
in excess of this amount must be sent from the field to tho office of the
head of the opereting division in ‘‘ashington for approval before veing
forwarded to the Aduninistrative Services Division for processing. Here
requests up to five hundred dollars in amount can be handled by direct
purchase, beyond which competitive bids become oblisatory, s leaway in
purchasing authority which ths Bureau has nolt yet secn it to delezate
to the field., Fleld administrators are euncouraged to utilize as exbtensively
as possible the fecilities of replonal governmmental supply depots, maine
tained by the General Services Administration, f{or the acquisition and

20
disposal of their eguipment and supplies,

In recent yoars, fisld officials have been siven authority to execute
contracts covering utilities services, such as water, gas, electricity and
other public utilities services, such as leundry service, if the total

L}
£3 « 1
costs for a service for the year does not exceed 2500, All other cone

19 . A .
Durcau Circuler Letter Ho, 2743, "Purchaces Hot Ixcceding 5100,"

issued Juns 1, 1345,

2OBureau Circular Lotier No. £13.1, "Procuremcnt from BFS Field
Supply Centers,” issued February 2, 1250; also Circulsr Lebbtor iio, 210.1,
"Ixecution of Lequisitions for Supplies, iquipment or Services," issued
February £, 19560, and Circular Letbtor No. 40-286, "Acquisition and Dis-
position of Surplus Property Through the Area Agriculturel SUquipment
Comnittees," issued April 13, 1949.

2

fureau Circular Letter Ho. 3089, "Informal Contracts for lige

cellanecus Noupersonal Services,” issued July 26, 1948,
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tracts and leases for the furnishing of regular services or supplies must
be executed in .ashinglon hoadquarters, the details upon which they are
based beinsz furnished by the field administrators in their initiating re=
quest for such aervieea.22

In sddition, effective procedures for the management of property,
storace end disposition of records, accidsnt prevention, the handling of
mail, and the many similar services outlined previously as functions of
the Adninistrative Services Division, are propared by this unit and dis-
tributed to field stations and offices for the guidance of their oporations
in these areas and as supploments Lo the Field Manual of Administrative
Hagulations.g

Technical Guidance and Assistence to Field Stations

In addition to the direct services furnished the field stations such
as have been outlined above, specialists of each of the awxiliary divisions
also fwnish considerable helpful guidance to fleld administrators through
advice and technical assistance on field problems in their respective ade
ministrative areas, as well as with the repularly established procedures
in the various arcas. [huch of this assistanco stems from and is effected
through inspection visite of the Assistent Chiefl of Bureau in Charge of

Administration and his principal specialist assistents to the various

22

Buresau Circular Letier lo. 4925, "Initiation of lease Procedure,"
issued April 12, 1949,

“The following may be cited as good exanples of this technique:
Bureau Circular Letler io. 220.1, "Property lanagement Policy,” issued
April 4, 19503 Circuler Letiter lo. 40=12, "Year-Imd Purchasing," issued
February 21, 1949; Circular Letter No. 252.2, "Changes in Disposition
Schedules," issued Seplember 30, 1949; Circular Letter Mo. 40=23, "Ex-
ecubion of Hoquisitions for Supplies, Iguipment, or Services," issued
March 21, 19493 and Circular Letter lo. 3063, "Troatment of Servicow
Connected Injury or Illness and Compensation Forms kequired,” issued
June 21, 1943.
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probloms nade on such occasions. Such visits, and spocial surveys and
studies as required, afford opportunity to determine the auxillery sere
vice needs of the field stations with considoreble precision. The field
officlal has complete freedom Vo call for this typs of assistance whenw
over he feels the nced for it.

Furthermore, periodic audit of the various fleld stations is porw
formed by travelling auditors of the Bureau Lo make sure that established
rules and regulations for the conduct of povernmental business are being
faithfully observed. From the standpoint of the field sdministrator,
this technique has the adventage of assuring him at least once a year
that his operations are being conducted properly or of pointing out his
possible errors of esdministration, Judgment, and decision before they have
gone on too long to be corrected without serious result.

Periodic inspections by an cxperienced safely enpgineer are slso nade
of all fiold stalions, Such inspections have had the salubory offect of
romoving many hazerds to the safely of field station personnel and of
making ell hands more conscious of the requircments and need for an ef-
factive safelby prograi.

Two other techniques employed by the Bureau to a greatly increased
extent in recent years have had a very salutory effect on ‘ashingbon-
field relationships. In earlier years, it was a rars occasion, indeed,
thet brourht an inspector in charge or a field station director into
Tiashington headguarters. During the past several years the practice of
having key porsomnel from the field svend a week or two of the year at
conbtral headquarters has increoased, to the benefit of both hesdguarters

and field operations. The opportumnity to work directly with key adninise



208

trative personnel who come into contact with his operations, has proven
highly beneficial to field station personncl, while he, in turn, becomes
a definite personality insiead of an abstract name on a piece of paper
to headquarters personnel, Such visits have immeasurably improved ro-
lationsghips and mutual understanding on both sides.

In addition, the practice has been growing of transferring key por-
sonnel from Tashingbon to the field service as opportunities have afforded.
Yhere utilized, such action has given excellent resulis. The ficld stae-
tion operator with a tour of headquarters duby behind him is much better
trained in Buresu operational procedures and generally has a muech broader
and exact concept of policies and objectivos then does the man coming di-
rectly from outside employment to a field station assigmment. Conversely,
because ho is well kmown and probably well liked among his formoer hoade
gquartors associates, he is likely to receive from them ;reater and more
cordial consideration in their relationships with his field assgigsnment.
The procedurc of moving key persomnel Irom heedquarters to field assipgne
ments has proven to be a happy one in maintaining hishly effective head-
quarters-ficld relationships in & number of extensive and very importent

Bursau {ield programs in recent years.,

Some Probleme of Washington-Field Relationships
As has been seen, most, but by no means all, of the business phases
of field station operations are conducted with and through the operating
divisions directly concerncd, This procedure pormits the head of di-
visions responsible for operations in &« spocific subjecte-matter fleld to
tie torether the details of his whole program. “'ithout such an arrance-

nent, he would have difficulty, indeed, in riding herd on the meny ramifie-
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cations of his extensive and widely disporsed dutios and responsibilities.
By the seme token, howsver, a close and objective study of Vashingtone
field relationships by top Bureau adminisirsators could possibly reveal
some advantages for the delegation ol greater authority f{rom Vashington
hepdquarters to field station operators for the conduct of their regular
business operations., As long as they stay well within their allotied
funds ~= and theirs is the basiec responsibility for doing so -= there
would seem to be some advanitage, for example, in reising the field station
purchase limitation from its present onc hundred dollars to the fivc
hundred limitetlon enjoyed in Vashington, thus affording greater fresdom
of field station operations and reducing the length of time required to
obtain substantial amounts of needed equipment or supplics.

While much improvement hes been noted in this respect in receant years,
it is possible thet an even greater use could be made of key field persone
nel in the planning and organization of broad programs of work than has
been made in the past. lion who are on the firing line of actual operetions
should heve much of real practical worth to contribute to over-all plane
ning and broad policy formuletion. A greeter appreciation of the fact
that all knowledre and ability are not concentrated at headquarters and
that it takes comsiderable of both Lo be an able and efficient field sia=-
tion director should be very helpful to the develooment and administration
of extensive projrams of work. Illore freguent and extended visits of key
Sielsd stabtion persomnel to Vashingbon hesdquarters are therefore sugrested.

Any improvement in fiscal accounting systems that would reduce the
length of time necessary to fet oubstanding oblipations recorded and ace-
counted for, so thait current balances would have & pgroater validity and

reality, would be most helpful to field stabtion operstors and divisional



210

edministrators as well, In this connection there is a possibility that
field stabions could more accurabtely estimale and report outstending
conmititments which have not yet been recorded on the final ledger accounte
ing sheets than they do at present. As a matter of fact, the Animal lusw
bandry Division is currently asking its field stations Lo attempt this on
a special monthly accounting form designed for the purpose, so that amounts
indicated as unexpeunded balances at any one time can be more accepted and

trusted as true unexpended balances.

The Fubture of These Helationships

In common wilth other large govermmental agencies, the Bureau of Animal
Indusbry is not without its problems in the area of VWashington-field re-
lationghips. It must be said, however, that there seems to be an increase
inp awersness of such problems at top Bureau levels and tThat a determined
atbempt is being made to work out and maintain e cordial, effective and
efficient working relationship between Vashington headquarters and the
Burecau's extonsive and widely dispersed field mctivities. During the
“LY Cour yoers, since the appreciable expansion of the auxiliary service
facilities of the DBurcau, many functions of the personnel, budget and fis-
cal, and administrative services feecilitics have been sharpened snd eXe
panded to furnish more regular, direct, and precise assistance to fisld
station operators in the handling of thoir sdministrative problems,

It has been seen that, while the field staltions and field operating
units of the Bureau enjoy a considerable independence of action end doe
cision in the conduct of their work, a substantial degree of check control
is elso exercised over their operations and administrative menarement,

7
As has becn shown, however, the past several years have seen a slight
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tendency on the part of the Bureau to delegete a more complete and precise
authority for certain spescific asdministrative activities or actions to the
field., It would not be expected that there would ever be complebe dele-
gation of administrative authorilty to field administrators, nor can the
advantages of such an action readily be seen. It seems probable, however,
thet in the areas of adninistrative operations in which the best interests
of both the Bureau work program and the efficlent and effective operation
of Bureau field stations and offices will be served thereby, and where it
can be done in full conformance with existing lew and rules and regula-
tions, the tendency for greater delegation of administrative authority to

competent field officlals will continue and be accelerated as time poes on.



CLAPTER X

SUIZIARY AND CONCLUSIONS

In this study, the use of the stalf and auxiliary functions in the
administration and operation of the Bureasu of Animal Industry and its
extensive work programs hes becn examined in con:iderable detail. The
task has required a study of tho actual operation and use of these fumc=-
tiong in current Burcau administration., It has involved a study of the
present organisgationel framework of the Dureauw and its development ovor
the years to its present stalus. It has reguired careful examination of
of'ficial sduinistreaiive documents and records, including orgenizational
charts, working directives, pertinent rules and regulations, administra-
tive relstiomnships, and adainistiative procedurcs affecting the use and
effectiveness of the functions under comslderation., It has also reguired
numerous interviews and discussions over the course of the study with key
officials of the Bureau charged with the responsibility of administering
important sepgments of its operations or working directly with the appli-
cetion of the various staff and sauxiliary functions to Bureau activities.
In addition, a review of the literature on various aspscts of the public
adninistration field hes been made as a framework agsinst which to measure
the Bureau's use of these functions.

So far as this writer has boen able to discover, few, il any, studies
of this nature have been conducted on & larpe govermmontal unit worlking

»

et the Bureau or fumctional worlkiang lesvel ¢ ? govermmental activity. llost
crevious studies, at least, have been concerned with administration at the
departmental or agency level. irom several standpoints, the bureuu of

Aninel Industry appoared to afford en excellent medium of study for filling
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this apparent gap in the broad field of public adainistration investipa=
tions. In the first place, this Bureau is large enough that any complie
cations or problems arising from merc size of organiszation or diversity

of work program should become appareat. In the sccond place, il is oae

of the oldest Bureaus ia poini{ of coantinuous service in the lederal governw
ment, It has been serving the livestock industry and the American econ-
omy for the past 65 years, thus affording opporituniiy to study the gradual
development of such en ageacy over a lon; period of Time 1a meoting new
problems and changing conditions. Finally, wnd perhaps of moest importance
for purposes of this study, it is a unit of govermment organized to per-
form specific functional assignments oif direct concern Lo the public,
functions as widely diverse as rosearch and regulatory assigoments can

be.

At the present time, the iureau of Animel Indusitry is adninistered
by & Chief of Dureau and four assistant chiels of Burcau. oSach of the
latter are assigned to a speciflic erca of Buresu activity and adminise
tration. The Dureau is organized into an Cffice of the Chief of Hureau,
nine functionel subjectematlber or operating divisions, an Information
Division, and three suxiliary or meintenance divisions., in addition,
the work of the United Ultatesw-liexican Commission for the lradication of
Poob~and«ijouth Disease is coordinabted with the Gflice of the Chief of
Pureau at the present time.

Of the nine subject-mattoer or operating divisions, four are adnine-
istered by the Assistanlt Chief of Bureau in charpe of bLiseasc Control
and Fradication. These includs tho Tuberculosis iradication Bdvision,
the Inspection and Queresntine Division, the Interstate Inspection Division,

and the Virus-Serun Control Division. Three, including tho Aninmel Hus-
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bendry Division, the Pathological Division, and the Zoolojical Division,
are administered by the Asaistant Chief of Bureau in charge of Resesrch.
The remaining two operating divisions, the lleat Inspection Division and

the Animel Foods Inspection Division, arc uader the direction of the Ase
gistant Chiof of Bureau in charge of Food Inspection. The Bureau's Ine-
formation Division does not fall into any of these categories of functional
operations and reports directly to the Chief of Bureau. The subject=-matber
assignments end field of professional activibty of each of theso divisions
are discussed in some debtail as a basis for ovaluating their use of and
their needs for the services of the staff and auxiliary functions as
instruments for their effective administration and operation,

The Bureau's three auxiliary divisions are grouped under the adminise
tration of the Assistant Chiel of Pureeu in charge of Administration, a
relatively new post in the Dureaun, which was established in 1246, This
official, in effect, functions as & geonersal business manaser for the
Bureau., The awdiliary or maintenence divisions working under his guidance
include o Personnel Division, a Budget and Fiseal Division, and an Adminig-
trative Services Division, which serve all units of the Duresu in their
respective fields. The funclions and service activities of these divisions
are discussed in considerable detail,

Study of the history and development of the Bureau reveals that through
most of its years of operation, until very recently, relatively little at-
tention has been paid to the effective development and precise use of the
awxiliary services in the Dureasu. Prior to 1246, in fact, the units of
the Bureau which handled such common maintensnce needs as personnel, bude
seting, {iscal sccounting, and property procurement, for oxample, were

relatively small and almost completely umspecialized., Dwring this time
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they were directed and staffed by administrative assistents and clerks of
modest grade, considerably lacking of any real authority in Bureau opore
ations., To meet fully their own noeds for such services, much of the
basic work in these fields was performed by the operating divisions themnw
selves, with the suxiliary units largely handling .1~ the final process-
ing operations,

In 1946, under a new Chief of Bureau, e drastic reorganization end
expansion of the auxiliary services was eoffccted. These functions were
roised to full divisional status in the Bureau at that time with the es=
tablishment of the Porsonnel, Budget and Fiscal, and Adninisirative Ser-
vices Divisions. Since then these divisions have oporated with a high
dezree of specialization of funciion or service and a divisional authority
in their respective fields comparable to that of the linec divisions of the
Burcau, During the pest four yoars the specialized services of those diw
visions available to other Bureau units have been cxpanded out of all
rocognition of previous operations in these fields of Bureau administra-
tion.

Careful study of its orpanization shows clearly that the Burcau of
Animal Industry has no segropated or separate stalf unit for providing
the disbinet stalf services essential to the administretion of such a
larpe arencye. These are secured in lerge measurc by the Chiefl of Burcau
throucgh the services of hic four principal assistants and the heads of
the respoctive divisions, officials who cerry operational responsibilities
as well as those of stafl officers. In the main, this appoars to be an
cffoetive and economical method of meeting Hurcau needs for this function.
Certainly, if fully utilized, there would appear to be ample provision for

the exercise of this essontial function in the prosent orgenization of the
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Bureau. &vidence has been presented, however, which indicates that full
use is not always made of available staff facilitios in the considera-
tion of problems important enmough to reguire this. Correctioan of the
circumstances ceusing this situation, such as some reasonable curiailment
of the wvoluminous compilation of reports now required of the assistant
chisfs of Bureau and division heads and 2 more extensive use of staff
conferences for planning and discussion of problems would appear to be
highly desirable as a2 means of broadly improving Buresu administration.
in this connecetion, it is also supggested that the inclusion of business
of'ficials from the operabing divisions in at least some of the staff con-
ferences of the Assistaent Chief of Bureau in charge of Administration ond
those of his "housckeeping" divisions could possibly be an effective nmeans
of eliminebting at their source some of the impreactical or inadvisable dee
tails which occasionally slip by in the devolopment of methods and pro-
codures or instructions Lo the operating units becanuse of the lack of such
basic initial participation in discussion and plamning.

The conclusion is inescapable that the present organigzation of the
Bureau makes ample provision for the essential services in the fields of
personnel, budgeting, fiscal accouanting and control, property procurement
and nanagement and other business functions neocessary to the effective
edninistration and operation of the Dureau and its various subject-matter

ts.e It is equally apparent that these functions are being utiliged
extensively sand with reasonable colfectiveness and harmony throughout
Burcau administration at every lovel of authority end operation. It
should not be supposed from Tthis, however, that every phase of adminise
trative ectivity operates with porfection or that it over will, This has

been polnved oul in the presentalion of a number of apparent problem areas
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in each field of auxiliery operation, problem arecas which could possibly
bo worthy of Ifurther abtention by Bureau and govermueantal administrators
cenerally.

From the evidonce svallable, it would appesr that the services of
the Personnel pivision are being exbtensively utilized by the operating
units of the Bureau and that the relationship betweon this division and
the subject-matter oporeting divisions is clrse, intimate, considerably
informal, and, in the main, extremely he'pit . . It is evident thal spec=-
ialists of the division are comstantly calla’ - = far c~rwice, aedvice,
end puidance in personnel matlers by those in charge of the operating die
visions and that much helpful service is provided in response, In its
preéent sbatus, this division, a2s well ss the Budgoet and Fiscal, and Ade
ministrative Services Divisions, has proven that it can handle emerpency
probleams effectively and with dispatch. In the broad field of training
and the developmont of an effcetive carcor progran only a very small
beginning has yot been nade. Solution of such fundamonbtal problems es
these will undoubtedly occupy tho increased attention of Burcau person-
nel officials in the years shead and will try tho resources and capebilie
ties of this unit quite as much, if not more, than have some of the probe-
lems thus far sffectively overcomw.

As has veen pointed out, it would be difficult vo over-emphasize the
importance of the budget function in Bureen edministration. It is clearly
evident that ;sreat dependence is placed upon the budget unit of the Bu-
rcau by the Chief of Burcau, his principal assistanis, and the heads of
the operating divisions for constant and invaluable assistence in the
planning of program activities in terms of budgetary requirements and

for combinuous coordination and control of working funds in accordance
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with the direcctives and rules and regulations prescribed by lew and by
the Department 0ffice of Budget and Finance and the Burcau of the Budget.
It is readily epparent that its activitios and influence have a very di-
rect and intimate relationship with cvery segment of the Bursau's active
ties. The heavy volume of reporis regulred in the budgetery process,
usually from higher levels ol aubhority, has been pointed out. Thore
eppears to be rather widespread agreomont thatl such reports could be re=-
duced materially, bobth in number and in detail, without reducing the ef-
fectiveness of this technique {for budgetary plannins end control, in fach
to the diebinet i rovement of budge%arg procedures. A compleote roview and
a consideradble revision of the present yfocedures Tor bdudgetary apportion=
ments and reserves is also sugposted,

It has boen shown that the fiscel audit and sccounting systems of the
Bureau have been considerably expended and improved in the past four years.
The need for strict legality in tho expenditure of public funds, that for
the current determination of umexpended balances, and the denger of overe
expending available funds meke this function vitel to responsible Bureau
administration, There is smple evidence thet constant effort is being
made to improve tho operations of thils sphore of Bureau activity. The
fiscal operations and procedures of the Bureau were found to be in a
constant process of evolution for the purpose of gearinyg them morc pree
cisely to Bureau noeds and neking them nore effoective, timely, and ef=-
ficient for purposes of Dureau adninistration.

In the realm of the adnministrative services unit of the Burcau it
has boeen shown that such services have been [reatly expanded and sharpened
in the past four years. Hot only have such longe=established functions

as property purchase and procurement been improved but new functions,
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such as that of property asnd space management and that of overseeing the
building and property repair activities of the Bureau are now being
handled by this unit. In addition, the unit serves as a focal point for
the iantegration and coordination of administrative end program procodures
and forms, & distinct departure Irom longeestablished Burcau administra-
tive functions,.

In comnection with the operations of this unit, while seemingly
largely beyond Bureeu eautinority and discretion, the minutensss, detail,
and rigidity with which povermmontal rules and regulations, methods and
procodures poverning administrative operations, particularly those in-
volving governmental property end equipment, have been developed has been
pointed out. “hile such a situation does enhance the uniformity with
which covernmental operations are conducted and in the main is conducive
to the thoroughly legal conduct of the public business, it does provide a
highly rizid framework of meticulous rules within which such operations
rmust be conducted under a wide wariety of conditions end circumstances,
The possibility is suggested that there is real danger of developing such
binding procedwres to the point of seriously interfering with the exercise
of capable sdministrative judgment end decision, if this point has not
elreedy been reached, to the distinct disadvanbage upon occasion of the
work programs being conducted and the best interests of the government,.
In this connection, for cxample, & fertile field for further intensive
study migcht possibly be the problem of whether the costs of maintaining
the present expensive property invenbory systems caforced in government
might not far outweipgh the monetary value of the losses which might ocewr
under less ri;id end costly systems of property accountebility, such as

could be developed.
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It has been shown that extensive field operations play a vital role
in the promulgetion of the Bureau work programs, As would be expected,
it was elso found thalt the Bureau did not catirely escape many of the
troublosome problems so cheractoristic of the Washingbon=ficld relation-
ship. The intimate and important services performod by the auxiliary
divisions for the Bureau's field instellations has beon rather minutely
portrayed, as was the importence Lo field activities of the technieal
puidance and assistance furnished field stations and offices by these
units, On the other hand, the high degree of checkeconirol exercised by
the Bureeu over fleld station administration and operation has been
pointed out. It has been suggested thet the means of still further ine
proving reolationships between Bureeu headguarters in “ashington and its
field stabions and offices lies larpely within the available aduinistra-
tive means of the Bwreau itsolfs A greater use of key fiecld station per-
sonnel in initial planning, not only of work progrems bubt of the resources
to conduct them, should be a helpful step in this direction, ss could also
be a preater interchange of headquarters and field porsonnel as occasion
afforded. A frank recognition of the possibility that all the wisdom and
abilities in the organization are not confined solely to headguarters pere
somnel should also prove beneficial in improving Vashingtonefield reclatione
ships,.

As has beon shown, ample provision hee been made for close and ine
tensive lisison between the Durcau and higher levels of departmental
suthority in the realm of the staff end auxiliary functions, In the
stalf functions, the Chief of Dureau and his principal sssistants enjoy
o close end constent staff rclationship to the Administrator of the

Agricultural llesearch Administration and the Secrebtary of Agriculture and



his immediate stafis. There is also an intimate and constant liaison
between key officials of the auxiliary divisions snd such hicher levels
of authority as the Department Office of Personnel, the Department O0ffice
of Budget end Finance, the Deparitment Office of Plant and Operations, the
Civil Service Commission, the Burecau of the Budget, and the General Ser-
vices Adninistration in their respective fields, a situation highly beno=
ficial to Buresu intercsis and welfare.

iith no desire or intenmbion to debract from the importance and usge-
fulness of the auxiliary functions, it has been deomed necessary to voice
a warning ageinst an inherent occupational hazard encountered with some
frequency in the fields of the awsdiliary services. This is the danger of
beconing £o enemoured of tho potentialities of such services as to cone
sider them ends in themselves, rabther than in their true perspective as
effective aids to the working programs and operations {or which the agency
oxists., It is this writer's considerod belief that only to the exitent
that the auxiliary functions actually contribute such service and as-
sistance as will offectively further work prosrems and operations and
incroase the effectivenoss of their administration do they thoroughly
justify their existence. Budgeling for budgeting's seke only or person~
nel admninistration for purely theoreticel perfection, for exaimple, no
matter how professionally stimulating or satisfying to the ego of spec-
ialists in these fields, would appesr To have no uscful place in the
administrative scheme of things unless they also contribute directly to
the more effecti-e and purposoful aduinistration of an agoncy's work
programs or basic objsctives,

By the same token, it should in all fairness be pointed out again

that the present organization and operation of the auxiliary functions



in the Burcau of Animal Industry are but four years old, far too short

& period reasonably Lo expect the dovelopment of ths highest possible
efficiency in the spplication and operabtion of every phase of adminis~
trative fuanctioan or activity involved. The increased precision and specigle
igation which has been noted in the use of these functions in this short
time end the highly useful contributions which they are currently making
to effective Burcau sdministration promises well for their ifuture valuo

to the Bureau., It seems reasonable to predict that, as time poes on and
mutual understanding and appreciation grows on the part of both the oper-
ating and the auxiliary divisions of the desirability and effectiveness

of working in close harmony and enlightened cooperabion toward common
objectives, the precision of Bureau operations and the Burecau's functional

accomplishments as well will be even further enhanced.
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