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The Washington Staff of W k  is now fairly well along to oampletion* 
Hen〇d# this additional memoranducn*
The Washington Staff ¥dXX be quite smalli possibly there nil11 be no 
more than sixty employee$f iaoluding olerics and stenographers*
The principal role of the Washington office is policy formation^ broad 
program deteminatipnt and liaison with the Dlhite House, Congross^
Buresiu of the Budget, the W&r* Bep&rtm^zi七》 and othex* &genoies» The 
prlaolp&l role of the regional of floe is ooordinatlon of all phases 
of program operation* The role of the projeot manager ist ot courset 
project administration*
The administratlro line runs from th© Dirsotor to the BegioztaX Direotor 
to the Fĵ ojeet Administrator* All offices and diirlsiozis of both the 
Washington and regional office ar# thus staff units. The major dis- 
tittotion between a staff otttoe and a division is# of course, that the 
first is advisory to the Director or Regional Dlrootor in broAd policy 
or funotional areasj the sdoond is advisory on specific phases of proj* 
eot administration*
Phillip W* (Jliek 1« the S〇j.ieitor* He adTi9es the Director on all legal 
problems, fomulates regulations, handles litigation, and in general 
ae©s 切  it all phases of WRA*8 T»or3c is legally sound and justi.

Bd Ferguson Is the regional representative of Mr« GXiek* 8 office* 
H®, tmlike all other regional personnel# is ftdmlziistratiYely responsi* 
bid to the Washington offloe^ but at the same time he serres as l«gal 
adviser to Regional Director and tho regional staff*
John Bird is Direotor of Infonoation* Hd formulates infomation poli<* 
oies and programs and carries into effect all national phases of the 
information program* The regional information program and policies 
must bd in accord 'with those nationally detemined* Bd Bates^ hon^ 
ev«r» is adraini8tratiT0ly responsible to Itr* Fryer. Th« laformation 
program bas three Importsuit aspects t Internal or eTaotiee education^ 
general public education^ and dootcaentation*



2 - Hegional Staff

Leland Barrows is ExooufeiT© Officer* He manages, for the Birootor# 
all aspects of budgett finanoe^ personnel, procurement, organization, 
and related functions• As soon as practicable, administrative regu­
lations in these fields will bo issued# it is not possible to
do so in the early stages of program development, later on each proj­
ect will W  "budgeted as will the principal divisions and staff offices 
of the Washington and regional offices* The r©gional officer in 
charge of these activities is responsible to the Regional Director*
E« M« Ho-walt is Assistant to the Director^ sddlng in the general m&n» 
agesnent of №1*
B&lph Stauber is in charge of Belooatton Planning, with emphasis at 
pr«s<int on work with the State# Wart and Justice Departments so as 
to prepare WRA. for possible fttfcuro evao«ations ajad re).ooation#
He also is developing infomation on enemy trealanent of Amerioan sol­
diers and QiTiXlans captured or detained in enemy oountries*
Bd Martin nill probably b© the Chief of the Manxifaoturing DiTisioa#
His responsibility is to work "with the IfeLr Production Board, lifer 
Department, Navy Department, and private business in developing manu«» 
faoturing opporttmities for relocation oosmnunities# This fvmotion， 
regionally, is under Bob Cozt9ns$ Assistant Regional Dir^otor*
E* J# XJte is Chief of th© Agricultural Plvision* M s  prinolpal task 
is to two2%: with all branches of the Department of Agrioafture in devel-* 
〇̂.ng agrloultiaral opportunities that will make the maudmim coat rib u- 
■fcion™to thr*"fo〇(l roP'Tfeeaosa program*~H© develops complete infomation 
on suoE problems as Jong-staple cotton production, sugar production, 
guayule prodtietion, eto*# most of -which involve questions of law or 
oompetltion^ or both* If evacuations in other areas become neo©ssary# 
he "will organize site seleotlon work pending the establishment of 
field offices* This function, regionally, is also tinder Bob Cozzjens*
John Provinsa is Chief of the Division of Cammimity Management* Ho 
■worics with the National Council on Education, Office of Sduoation^
TJ# S« Public Health Service, B\jreau of Indian Affairs, Counoil of 
State OoTeramants and other national organisations that are in a 
position to giT9 help to WBA. in rarious mys* Dr* Provins© aids the 
Direotor in establishi^ poXioies on healthy eduoatlon# government, 
rooreation^ and related oonsnunity sorvloes* Regionally, iwith empha» 
sis on ooordination of project acti-7iti«s in this field, the related 
funotions ar© under Harvey Covsrly, Assistant Regional Director*



3 - Regional Staff

Lt» Colon©! E« P* Cress has been sel̂ riaig in a dual oapacity* Reglon- 
allyf he has maintained liaison with M7CSA. and has aided in organizing 
the region&l office and in forwarding all phases of the iwork« He has 
also serrod as principal representatiTe on-the-ground of the ^ahington 
office, thus making teoneoessazy the reference of many matters to 
Hfeshingtwa T̂ iioh .otherwise uroî Ld have, to "b© referred there* As soon 
as dromstaiwses pemit* Colonel Cress 11 return to ¥ashingt〇nL to 
devote full tizne to his duties as Deputy Director# 111 Washington he 
will sorvo as liaison isith the War Department, Tfiill aid the Director 
in all phases of policy formation aiid admiiidstration, and ■will handle 
S9r7lC9 of supplyv which, regionally9 is under* Lt« Colonel L« W» Poy,
Neither in l^shington nor ia the Pacific Regional Office h&vp vte 
succeeded in finding men for the respective dirlsions of roviplô meriit*
The %ishington task is one of policy formation and liaison idth Congress^ 
the Labor D®pax*tai©nt# and other agonoise* The regional job is one of 
speolflo negotiation and deoislon as opportunities for private employ-* 
mexxt arise*
X have no ide^ of course^ idiat the future may hold with respeot to 
evacuation in other parts of the country* Consequently, I do not 
know how many additional regional offices, if any, "WM will hair9»

M* S« Eisenhower 
Director
War Helocation Authority



V.
重，

Mr• E • R • Fryer 
Regional Director 
War Relocation Authority 
WMtcomb Hotel Building 
San Francisco, California

Dear Sir:

After holding many, discussions with the staff, I have broken the 

central m A  region into two parts. The North Central region will^in­

clude Wyoming and Colorado and other nearby States, east of the Pacific 

region, which might come into the picture as a result of-additional 

evacuation. The Delta region will include the States immediately 

adjacent i to Arkansas, with only two. projects for the. time being.

Each of these regional offices—one at Denver and one at Little 

Rock-will have not more than forty employees headed by a regional 

director in. the P-7 grade. The bulk of the personnel will be in pro­

curement, accounting, personnel, transportation, and related work. F*〇r 

example, the Denver office will have only'one P-6 man oh agriculture and 

industry; only one on community management, with one--assistant on 

health and one on education.

In other words, the Denver and Little H〇ck regional offices are

project-management offices, operating within policies laid domi from ' 
Washington.

Joe Smart, formerly PSA Assistant Regional Director at Denver and 

more recently Assistant Chief of the PSA Resettlement Division in 

Washington, will be in charge at Denver. E. B. Whitaker, formerly 

with the Arkansas Extension Service and more recently PSA Assistant 

Regional Director at Little Rock, will be in charge at Little Rock*

It seemed to me that it would not work to have the Shoshone and

XT projects, or the Desha and Chicot projects, go all the way to San 

Francisco for service of supply and related affairs. I«m sure we in 

Washington could not handle the projects direct*

June 15,1942



Your office will corrbinue to be'more than 七lie Pacific regional 

headquarters. Since General DeWitt is authorized to deal with branches 

of the Army outside the Western Defense Command on all matters essential 

to evacuation, it follows tha七 you urnst represent WRA as a whole 

In dealing with General De?/itt and Colonel Bendetsen. Further, all 

movement of Japanese for months to come v/ill originate In your region, 

and all requests Tor recruitment of Japanese for seasonal agricyl七*ural 

work will affect your office.

•While Smart and Whitaker are responsible directly to m e , エ shall 

encourage them, in expediting a 11.work, to.get directly in' touch with 

you on problems that cut into your field or that must be taken up xvith 

General DeWitt or Colonel ^Bendetsen.

Another thing: Major po丄icies are being shaped daily. Most should 

be settled within the next four to six weeks. It follows, therefore, 

that your office and the Washington office inust wor* 1ぐ 七 ogether very 

closely 〆 in getting all fundamental policies shaped up and put in 

writing. I* 11 iss"ue these from Washington and make them applicable 

to the three regions.

Should we encounter German and IfeiLian evacuation of a degree that 

requires a relocation project, I think we -will go to the 与elta country.

The "budget estiirates indicate 1§6 positions for your office .• I 

hope these will go ttrrougli Congress w i 七110ut change • Even so, I hope 

you can stay well below the 156 maximum because we did no七 provide in 

the e s t iim te s for the, Denver and Lit 七le Rock off ices • You might re~ 

survey your si tuati on and determine whether you could release a few 

people to Denver and Little Rock. For example, you may have a few 

extra men in the Landg Division when site selection is completed. If . 

you do, please take the matter up with Smar七 and Whitaker*



At one time I considered the possibility of your office being 

moved to, say, Salt Lake City where it would be In a better position to 

manage all projects. I finally decided against that for two reasons: 

i'irst, you obviously must be in San Francisco until all Japanese are

moved to relocation centers; second, I  feared、that many employees, in -

eluding Bob Cozzens, would resign in view of the fact that they own 

their homes in San Francisco.

By the way, your records and mine differ slightly on relocation

projects* For tb.e tini© being have alJL records Corrected to tlie
following：

ち

Parker 20,000
Manzanar 10,000

Tule Lake 15,000

Gila 15,000

Beardsley 15,000

Minidoka 10,000

Utah 8,000

Shoshone 10,000

f

-I o Desha

Chicot

This

10,

1 0 ,0 0 0

130,000

is sufficient to take care of the’れ liowing evacuees:

Now in asee mo 丄y and relocation centers 100,000

in Area #2 15,000

Voluntary evacuees who will probably seek refuge 
at centers

From Hawaii

5,000

10.000
130,000

Should we not actuality reach 七hese numbers (for example, if evacuees



are not brought from Hawaii) we will simply spread out a little tMnner

in all centers--we migh七 make a large reduction at Manzanar. Should

we have to plan for additional evacuees from Hawaii, then I tliink: we will
es七ablish a third project in Arkansas;七he Wilson school lands, suitable 

for rice production, will acco腿 odate 5,000.

What is 七he situation a七 Gila? Was construction started'on the 

third 5,000? Please wire me about this or remember to speak to ĵ me 
about it on the tactical line.

Our appropriation hearings begin today at 10:00 a.m. We simply .. 

ceirmo七 afford to lo§e a penny. We are defending ^ very 七ight budge七 •

For example, we have thus far been allowed only 45 cents per day per 

person for fo.od. The Army cost is now up fco 62*37 cents a day.

Sincerely

/s/ M. S. Eisenhower

Director



AIK MAIL SPECIAL June 26,1942

Mr. Joseph H. Smart
Regional Director
War Relocation Authority
c/o Office for Emergency Management
Denver, Colorado

Dear Mr.. Smart:

1• The purpose of these instructions is to furnislt field guidance 

in the establishment of a regional office.

2. Basic considerations in the establishment and opera七ion of the

regional office are:

a. THE RELOCATION CENTER IS OP FIRST IMPORTANCE. The regional 

office justifies its existence only to the extent that it 

provides competent personnel, essential services of supply, 

subsistence and transportation, and the necessary guidance 

and supervision to each relocation center within the geo­

graphical limits of the region, 

b* The regional office is assigned coordinating fimctions in 

order that maximum advantage may be taken of the facilities 

products, personnel and experience of one relocation cen­

ter to supp丄y and assist other centers within the region

or between regions.

c . Strict economy in the expenditure of funds and maximum 

effort to place relocation areas on a self-supporting 

"basis at the earliest possible date are imperative.

d. Each member of the regional staff must realize that M s  

duties are facilitating. He Is to furnish guidance thrcugh 

the Regional Director to the project. If and when the 

necessity arises, he must be ready to carry on operative 

duties at any relocation center wi七]lin the re只ion on a

temporary or semi-permanent basis in order to insure ef~ 

fIcent administration of the particular c e n t e r . ,



3, As soon as the Regional Director has established an office 

and has secured the necessary minlmnm of clerical help and office sup­

plies , recruitment of personnel must begin., The first consideration is 

Project Directors* These persons shouldbe selected tith specific 

projects in mind. However, applicants should understand that the as- 

sigum©nt to specific projscts is wit/tii.n. ttLG pr*〇vinc@ of tli© Rc^ionsl 

Director. To assist the Regional Director in the further recruitment of 

p6rsonnsl| it is cicsir&lDl© ttist Gittisr* tli© R©^ions.l Primcipsl Adm3.11is- 

trative Officer or the Procurement Officer be hired at an early date,

エn a o n ，, "bhe Regional Chief, P'pblic Works and Agricultiuiral Divi-

sion, should be selected as early as possible.

4* The filling of positions on the regional s 七aff and project staff 

sliould. coritmus s iimilts.iiQO'u.sly # As a general policy no per-

sonnel,except stenographers, should be employed in the regional office 

unless the appointees have expressed their willingness to accept pro-

ject assignment* Emphasis sliould be placed upon project recruitinent ♦

However, when circumstanced appear to 〆〆〆〆/〆 require the appointment

in the regional office of some one "unwilling to accept a project as­

signment, if necessary, approval of the Director of War Relocation Au­

thority is required.

5. Approved charts for project and regional offices are maximums 

as far as number and grade of personnel are concerned. The rate at 

which project and region arestaffed to full strength should depend 

upon actual needs, and upon the utilization of personnel hired for 

projects but available at the region. Under no circumstances should 

this rate depend upon the fact that positions are authorized on the 

charts.



6. All personnel actions involving positions in P-4, CAP-11 and . 

above must be approved "by 七he Director of War-Reloca七ion Authority; 

and all personnel actions involving positions with an entering salary 

of 12,000 or more per annum, when promotion includes an advance of 

more than one grade, also must be approved by the Director of War Re­

location Authority. Under no circumstances should definite commit­

ments Tpe made to any personnel on appointments which must "be cleared

Wlth Dlre〇t〇rS 

be consulted whenever practicdie and should be permi七ted to assist 

in the selection of personnel to be employed under them. The following 

projec七 positions should be filled at an early date: Project Steward, 

Head Storekeeper, Motor Pool Superintendent, Assistant Project Director, 

Senior Administrative Officer, Principal Piscal Accountant, Senior 

Procurement Officer, Superintendent of Education, Senior Medical Officer, 

Senior Engineer and Farm Superintendent. ?/hen no qualified person can 

be found to fill a given position without an un just if.1 ably large pro­

motion, a position carrying somewhat less than the full responsibility• 

of the approved position may "be established at a lower grade than 七'he 

approved grade. For example, if no qualified Assistant Project Director 

can "be foimd for a given project, and it seems administrative丄y de­

sirable to fill the position with someone generally qualified, but 

lacking experience and training for the full grade, a position a七 

GAP-12 may be established and filled by someone who will carry： the 

working title HActing Assistant Project Director11. This procedure should 

be used only when efforts to s*ecure a fully qual5.fied person have been 

•unsuccessful•

8. While the recruiting of personnel is continuing, the project



s七aff* may "be "utiliz.ed to assist in the .opersttion of th© regional 'office

to assist in f'111'tlier recpuiting^ and to familiarize tTieiriselves with, 

the work which they are about to undertake,* All such personnel should 

read the compilation of memoranda by Lt. Com. K. D # Ringle on ,fThe 

Japanese Question in the United S t a t e s a n d .  other policy and Tiscal 

instructions issued by the WAR Relocation Authority, All personnel 

should be supplied with a file of Administrative Instructions of the 

Director^ office of War Relocation Authority. During the same period, 

whenever practicable, requests should be made to the Washington office 

for authority for senior division heads to visit relocation centers 

which are" in operation in o七her r.egion.s •

9. Project personnel can also make up lists of equipment needs and 

should be informed of the equipment and property which Is initially 

placed on the project. The Transportation and Supply Division should 

be fully informed as to the motor transportation and the motor main­

tenance equipment w h i c h  will be furnished; also, the Mess ,Management 

Section should be fully posted as to the subsistence system and sample 

menus which in general should be followed. The entire mess problems 

should be thoroughly considered and such assistance as is necessary 

should be obtained from regular Army personnel on duty with the War Re­

location Authority in order that the scheme of supply and mess is thor­

oughly understood.

The Administrative Division should be thoroughly conversant with 

the fiscal forms and procedures of the War Relocation Authority and the 

methods of purchase in emergencies and by telegraphic bids..

During this same period, the regional .office should make contacts

with other governmental agencies and with officers in the region and

initiate the exploratory work in the fields of manufacture, private 

employment, education and public health.



!•0• Usually■七 he Pro ject .Director's and/or' their assistants are re­

quired to be at the projec七 during the construction period. During 

this time daily reports should be made to the region and estirrates of 

requirements submitted. The Regional and Project Directors should 

bo七li seciire such assistance as may be needed in order that a fully 

developed plan, supported y es 七;Imates, may be prepared before 七 he 

arrival of any evacuees. As s oon as these estimates and plans have 

proceeded to a point wli6i,6 definite-needs . can .b'e. foreseen, tli© p © 011

shoiilci submit consolidated estimates of requirements and funds 'to the 

Washington office.

11* Throughout the entire period, the Regional Director should 

ins-ure that a l l 七he perscnhel a 七 the region and on 七he projects are 

acquainted with reports of progress arid other pertinent matters of 

general interest. Reports should be submitted to the Direc七or by air­

mail, or by teletype if an Office for Emergency Management Office is 

located, in 七 he, s ame city as the regional office.

Very truly yours,

/s/ D. S . Myer

Director



July 30,1942

CONFIDENTIAL

To: Elmer M. Rov/alt, Assistant to the Director

To sum up the thoughts which have come to me as a result of our 
conversation this afternoon, It seems to me that Inorganizing the 
work of the WRA, the following courses are open to u s ：

( 1 )  To move the Washington office to some central location in 
the field to direct all relocation centers; consolidate with the 
Washington staff the staffs of the Little Rock, Denver, and San Fran­
cisco offices; to set up the evacuee property function on the West 
Coast in somewhat the same relationship to the central office as the 
relocation centers would occupy; retain in Washington a small liaison 
office for supplying information to the public and making necessary 
routine contacts with other agencies,

(2) Us© the present regional set ups to establish staff and 
complete the relocation centers, but manage all administrative action 
with a view to discontinuing all three regional offices when evacuation 
to the i»e丄ocation centers has been completed. In this plan it would 
probably be necessary to establish field representatives of certain 
divisions, such as the Employment Division and the Evacuee Property 
Division, at strategic points in the field, This plan would involve
an increase in the Washington office which presumably would be provided 
by selecting as many as possible of the personnel now in regional offices

(3) Consolidate the three present regional.offices into a single 
field operating office at some central location with relation to the 
centers, retain the present Washington staff to determine over-all 
policy and assume general responsibility for field work* (In my judg­
ment, this plan would inevitably develo p into plan N o . 1 above, with 
considerable doubt arising as to whether the Director in Washington
or the Field Director in the field operating office were actually in 
charge of the wprk,)

(4) Combine the existing regional offices in Id七tlざ Rock and 
Denver at an appropriate point to direc七 the projects at Siaiiscy Cody, 
Granada, and in the Arkansas delta; increase somewhat the plan for the. 
reduced region which was worked out for both Denver and Little Rock, 
and reduce the San Francisco staff to the same size and composition,

i



except for such additional positions as would be necessary to carry the 
Evacuee Property and Fourth Army liaison responsibilities.

(5) Adopt a combination plan based on proposals 1 and 2 above; 
that is, until evacuation is completed, operate a managerial office at 
some point with 七he Director and his present staff members actively in 
oharge and residing at the location until the completion of evacuation. 
Then withdraw the entire office 七0 Washington and operate as under 
plan No. 2 . (ェt may be too late to follow this proposal, but 100king 
back at the position in which we found6urselves last March, it now 
seems to me that this would have been the best procedure.)

I agree wi七h feeling that at the moment we. are drifting,
so far as organization is concerned. Certainly, after spending a week 
in Little Rock エ don*t think, the decision to allow Little Rock and.
Denver to operate as regional offices, with staffs supplied by Washington 
or by the employment of personnel kho will receive eventual project ' 
assignments, is likely to be very satisfactory, At any rate, if we 
are to go ahead on such a basis, we ought to begin Immediately to define 
what the functions of the Little Rock and Denver offices will be after 
■the projects have been occupied. Mr. №1taker is thinking in terms of 
employing two over-all assistants at ^5600 each and he has two specific 
men in mind, but he also has in mind, I think, performing virtually 
all the functions of a regional director but somehow doing it without 
a staff. One reason, in my judgment, that we seem to be drifting is 
that we have not determined precisely the eventual functions of the 
Denver and Li七tie Rock offices and I might add, of the San Francisco 
office following the occupation of all the centers.

Le丄and Barrows 
Executive Officer

LBarrows：OD



• cisco to handle property work. We have regional offices, we have drawn ； 

together regional s taffs. ,fI 沒!n deeply disturbed by 七!iV danger of 

shattered morale within the organization if we eliminate regional 

offices.f, Is inclined to feel we should have. two regional offices,

that is, consolidation of Little Rock and Dormer offices into single
へ ； " ぐ 、 ■、パ ' フ ミ  ， { • レ-、】 •' • . ' . ' ,

regional office, and then prepare- an adequate； definition, which we

have never bad, of what are the respective functions of the three.

Mr. Barrows: Points out that surely status quo has many arguments in 

its favor, however bad. it may be; leaving things as they are does not 

necessarily help morale. Morale is bad in Denver; Ray Miller has just 

spent seven weeks v/orking intimately ： with Mr. ： Whitaker and people in 

Little Rock, and they feel that the region will be abolished and are 

slowing down on filling project jobs, expecting they would take some

of them themselves.'

Mr. Myer: ftMay I comment 〇n that? I think_ we are going to .have to 

take a cbance'on morale, an'̂  once we make up our minds, what we are 

going to d o , we will have to move into i t . 1 don* t think we should con-

cern ourselves too much about sha七tering morale by even drastic re­

organization, if w e move into it in a way, and time it in such a manner

that we give people interested In it time to adjust themselves. In 

other words, we don11 have too many people,' probably don!t have as many 

as we are going to have* There may "oe certain people who want to 

leave here, or who want to do something else than we are proposing 

they d o . I think w e 111 have to gamble on that.' So 1 donft believe 

we need to worry too much about the morale factor, although it is a 

consideration. エ think furtlie;rrnore, at the moment the majority of 

your people will be a 10七 more interested in getting a clarification 

of duties, feeling that we have, after s tudy, settled on something.

I 七M n k  that w :，11 help morale a great deal more than allowing the



status quo to move forward as a status quo now. エ think if we moved 

into a drastic reorganization change without taking time to go out and 

explain the reasons for it, you could have a drastic morale situation. 

Juet one more thing I want to s ay on that, and that is, an organization 

of this kind Is bound to be" a flexible, moving organization. We are 

going to have to talk it on every txirn to our folka. In war times, 

we have a situation as we bave in the army--there isnf t any one in the . 

army that /̂. knows if they will be in the same position tomorrow

as today, they may be moved somewhere else. We will have to get the 

same attitude among our own folks--this is not a peace-time job. So 

I am not too much coneer.ne，d--unless we look at it from the standpoint 

of what we need--le t 1 s for get abont the mcr ale point for the moment, 

and then come 'back.f,

Mr. Stabuer: tfIt seems t o me we will make more progress in thinking 

this thing/ thro.,ugh and reaching sensible conclusions if we try to 

look at tbe question of what the ideal organization is in view of theri:;r
on then ェ sigree with a good deal of v/hat 11as been said, but ェ think pos­

sibly the we3^it attached to ̂ aArious points atould be a little dif ferent •

エ think we need to bave strong, projects; that is where the job is to 

be done. We can11 handle the jobs that have to be done on the project 

at either a regional or Washington office. エ think we need to have 

strong projects. Secondly, I am inclined to think that we need to 

"have the headquarters in Washington--the type of thing that Phil has 

mentioned, the place of. WRA in postwar adjustments, I think also the 

opportunity of maintaining our con七acts witli other agencies 七hat .we 

are going to need to maintain contact with in order to really get tlie 

type of cooperation we need. I think a丄丄 of those things dictate the 

necessity of maintaining a good sfcrong Washington office. It is all



right to say the Director could stay here, or he cou^Ld commute ; エ 

donrt think that is a substitute for having a headquarters here, be­

cause once your headquarters get out Irx the field, ^0^ are merely an 

appendix on the res七 pf the governmental structure. I am inclined to 

think that the function of the regional offices could be minimized 

and perhaps eventually served by providing a service 3taff for parti- 

cular jds at various points, posslblx in Sa'lt Lake City, alt!10"ogla 

if the outside employment thing develops it might be some other ceri七er* 

possibly Chicago, or St. Louis, or some place more nearly in the Mid­

dle West, wherever this outside employment is tieing stressed will be 

the place we will need t，o* have sub-offices. So to recapitulate, I 

think we ought to move in the direction of a strong Washington office, 

and strong project offices, with necessary service centers at other 

locations as may "be needed to meet the job as it develops.*1 

M r . ；Barrows: ’’Is your idea suggested "by any of ttiese proposals?”

Mr. Stauber ： ?fI !m not sure I could go along with them specifically 

as indicated here . n

Mr • Province: nb is the one that comes closest/’

4し̂ た-:ポー> 任* : 卜X-芥必 卜长 ::一 •ズ-

Mr. Kiimnel: n I think we»ye only got ten projects, and I can11 see 

how any useful function can be served by regional offices as餐 set up 

now. The salaries of the project directors are such that we can find 

about as go od men for project directors as we can f or regional direc­

tor s . It seems to me that the personnel we have in San Francisco 

could a good part of it—go to the projects, eliminate a lo七 of confu­

sion, do the job m: re directly, and not a bit more travel involved.
go

As an alternative to that, I would/back to the point that Tom raised. 

That is the question of distance from the project. Letfs have a prin­

cipal office somewhere in 七he West with a liaison and policy staff



here, a very small oneノ  

Mr. Barrows: tfWhat is a policy staff?"

Mr. Arnold: ^How. can yon separate it from operations?ff

Mr. Province: nI think tha t is something we should discuss a bit more. 

In the original conception, as I understood it, the Washington office 

would be primarily responsible for policy, and the regional offices 

were set up to assist in administration. Have we determined that 

the Washington and will also have the responsibility for overseeing the 

adminis tration as we XL; as formulation of policy?f,

¥jc . Barrows: nHow do you distinguish between those two functions ?n - 

Mr • Province * X would have to go back to earlier discussions 

must have preceded the formulation of this in trhe beginning, that you 

and Eisenhower must have been in on. Mr. Eisenhower explained to 

me that the Tlashington office would handle, the policy, but the regional 

office would take care of the actual administration of'the projects.

Mr. Myer: ltMay I comment briefly on that? I knpw this story pretty 

well, because I. spent several hours with Fryer on that. I was at the 

other end, and got his interpretation of what Mr. Eisenhower said to ' 

him, and feel it Is quite correct because Mr, Kisenhower told me the 

same story. I think it aeeds to be understood that the first concept 

of this organization, after it was determined we would move into the 

relocation center type of program we now have, was that all of these 

centers would.be located perhaps on the West Coast, or within the inter­

mountain states and our major operating office would be at San Francisco 

or at some point there. One of the major jobs would be contact with 

the army through this assembly center period, as it has been; the move-

^ment and development of program, and the supervision of the projects



whatever number it took. That was the concept when the San*Francisco 

office was established.w

(,fTh.e first thing that happened- was that they did not find enough 

satisfactory areas in the far. West, so they began to move east with 

then. They "began to change that concept. By the time the middle of 

June arrived, when I began to come into the .picture, theDever office 

was already established; the Little Rock office was becoming established, 

it was just in process; so that we. had three regional or operating 

offices—the charts had been dr a wn̂  for them. Going back again, the 

original concept, It seems, when Eisenhov/er first thought about his 

field office, was that the Director would be'spending part of the 

 ̂ time, may be 50 percent of it, in San Francisco on this other basis, 

and would hav^e only a small staff, let^s say ten or fifteen key people, 

in Washing七on.”

Barrows： ^ ttThen Milton began to feel, »We»re supposed to set pollxy, 

but the region is doing all the policy .Setting in operating the pro­

jects; therefore let1 s get busy and； set policy quickly-x- -x- Then we 

started a series of administrative instructions, and. finally I thought 

and thought, and came up and talked to Elmer, and said： ¥L00k, this 

can-mean only one thing, that office instead of being the operatinp 

office is becoming a regional office; if It is, let»9 say so, and that 

will clarify thjn^s.1 We put it up to Milton, and said, lYes, that!s all

i t  i s .  f So we drew a 加 如 己 沒 叮  around i t  and e s t a b l i s h e d  a c e n t r a l  r e -

g i 〇n ,  and so u th e r n  r e g i o n ,  w ith o u t  any'60dy. in  c h a r g e .  That "hun.̂ ; f i r e

a e o-uple of weeks , and about all we knew was that the - pro jects not in 

the western r egion would have to be supervised by Washington. • Well, 

various things happeM, but subsequently we hired a regional director 

for Denver and then one for Little Rock. * ^



r̂H?**J{* *5¢*̂  v̂r̂r-#% •JHi'*5̂*5?* •?{* *5c*5>-*<JI-,vHH<* •><*■>(- ̂v*

¥t . Myer: ? one other thing I see happening (I think I have

said this before , but エ want to repeat it;), once we get (if we ever do 

get, we still have problems with it) projects well organized, staff 

reasonably, stabilised, people who have been trained and found can 

handle the job, for the next year or two, our basic instruction^ re- , 

gularized,七he project job becomes a going institution in the senise 

that it is a well-orgaaiized, operating institution. We will have 

problems, big ones, lots of them, Tout different than^ the kind' of pro­

blems v̂ e have today; not the formulation of a lot of key policies, "bu 七 

a job that has to d.6 wi七h running a well-rodered housekeeping jo"b， 

being sure we are doing a good job of internal security, keeping . o'Ur 

records in shape, 上 01ding courts in the proper manner, keeping the 

supply running,-keeping the coal in,.keeping rires out, and so on.

We will continue to have a job, but it won1t be the most intensive 

job. If we are successful, even reasonably successful, in this new • 

stag© of 'relocation, of really moving people outside, we have Immediate­

ly ahead of us 孕 ti'emendoiis task of get七ing public acceptance of that, 

j  ob, getting understanding among government officials as well a-s of­

ficials outside and-in the area where we nave no regions located at , 

all . That. I s'where most of the people should go, not necessarily- -  

I!1 1 leave out the intermoumtain si tuation, "because ェ thinK a good 

many can be accepted in that territory--but let1s say the Midwest, 

the Corn Eelt, and the 110rtlie as tern and north central territory here«

T h e r e f s not  only- a tremendous, t a s k  th e r e  to  g e t  thai: o r g a n i z e d , エ 

t h i n k  t h a t  can f u n c t i o n ,  b u t  once p e o p le  b e g in  to  move out in  r e a s o n a b l y  

l a r g e  numbers, we have a new p r o j e c t  to  h andle  o f  kee pin g  tab 011 where • 

-those p e o ple  a r e .  h e l p i n g  s e r v i c e  them i n  t h e i r  t i e b a c ^ s  Yi/ith th e  p r o p e r t y



ssctxon on tli© C〇s.st# in tliGir r'sls-tionstiips witli t"h.s" ©mplcjysps ̂

and with the communities, U . S. Employment Service# all kinds of 

inovdnien'fcs tliat will go on-, and I d o n ^  th.ink any of us "have visualized 

quite ye七 what that means こ:.'

Ivtr. Barrows: f,A regional., office is an office in which the head man is

responsible for a l l ズ unctions of* .the Authority within .his .territoyr^Hiat

is by definition a region. Wow an employment office stationed in 

Chicago or a purcliasing office stationed in Donver, those are not 

regional offices; they are repFeaentatives of functional divisions 

whicb. and. ppolDalDly sbould Id© administratively "und-Qr tlie 'Division

Chief in Washington. We really almost have to settle this question： 

is this organization going to be divided primarily into administrative 

lines whicn are functional in character, or into adminlstrat5.ve. areas 

which are geographical? You canft confuse the two.n

•以HHHHHf旮 旮 必芥芬-ド芬旮 -Xベ:-4HH:— レ;HHHKf旮 旮 旮 芬 X-共

Mr. Myer ： wMay エ make one other conmerL 七 ]iow. There have been niany,

many u n f o r e s e e n  development's t h a t  r e q u i r e  o p e r a t io n s  a t  the Wasliinecton

l e v e l  which we d i d  n o 七 se e  l a s t  s p r i n g I d id  not s ee w-hen I came i n - r  

一 p r i o r i t i e s  i s  one o f  them a l r e a d y  m en tio n e d ,  c o n t a c t i n g  people  who 

know some七hing a b o u t  p r i o r i t i e s , 七〇 h e l p  gu id e  us a 七 l e a s t  d u r in g  t h i s  

p e r i o d  when we ape g e t t i n g  our ba^ic  i n s t r u c t i o n .  There w i l l  co n t in u e  

to  "be some o f  t h a t ,  no七 as mucli o f  i 七 perhaps as we have now, c e r t a i n l y  

尽 ： l o t  of. c .ontacts  w i t h  c e r t a i n  Washing七011 agen,cies 七h a t  .we ■ had not  e x -  

pec 节  ed.  As Eimer s a y s ,  . a f t e i v  a l l  Washington i s  the s e a t  o f  government,

and from 七hatメ七狂ndpoirft, you can11 七!!：row it out 七he window. We are 

going to deal with all the FBI records here, in Washington, the Army



o p e r a t e s  from Wasliington.eve.ii  y©t, and most a l l  tlie o t l ier  govsrif^cri'fcs.l 

a g e n c ie s  do; a few  o f  - them have moved o u t ,  such as 七 lie In d ia n  S e r v i c e ,

七hat 加 e deal wi七h . K - エ d o n * t  ca r e  what kind o f  p r g a n i z a 七 io n  you g e t ,

i t  won11 be s a t i s f a c t o r y .  There i s n ' t  any t h a t  works one hundred p e r ­

c e n t  and s o l v e s  a l l  the problem s.  You have too many complex s i t u a t i o n s  

to  meet.  You m ig h t  o r g a n iz e  on a b a s i s ,  f o r  example,  o f  h a v in g  

one g e n e r a l  o p e r a t in g  o f f i c e  t h a t  would be a p r o j e c t  o p e r a t io n s  o f f i c e ,  

t h a t  would not g e n e r a l l y  have the. r e s p o n s i b i l i t y  f o r  tli?,s r e l o c a t i o n  

problem t h a t  エ se e  i s  d e v e l o p i n g ,  and you. might have t h a t  k e y  up here 

and l o o k  t o  the. Denver o r  Ssn F r a n c i s c o  o f f i c e  as a p p o j e c 七 〇pera~ 

t i o n s  o f f i c e .  • な  Tha七 k in d  o f  d i v i d i o n  might be 包 v e r y  l o g i c a l  d i v i -  

s i 〇n» We a l l  know w h i l e  we t r y  to  f u n c t i o n a l i z e  between d i v i s i o n s '  (and 

エ t h i n k  3 七 o p e ra 七es v e r y  w e l l ) , we a lways run a c r o s s  l i n e s ,  and some- 

times t h r e e  or f 〇-ur d i v i s i o n s  are  i n v o l v e d ;  and you* 11 n e ve r  g e t  away 

t h a 七 . So ェ t h i n k  we need t o  und erstan d  t h a t  i n  七 r y i n g  to  p r o j e c t

our thinking, that wha七 we are trying to d〇 here, is to find the "best,

b u t  n o t  the  p e r f e c t  o n e . ,r

Mr. Myer: MThat i s  c o r r e c t .  Now o f  co u rse  fhe immediate need f o r  a 

r e g i o n a l  o f f i c e  was t o  o r g a n i z e  the p r o j e c t s , we c o u ld  n o t  do i 七 a l l  

from h e r e .  So one o f  t h e i r  b i g  jo b s  has been t o  se cu re  p e r s o n n e l / ,  

h e lp  t o  g e t  tjiem t r a i n e d ,  and s e t  u p ,  and e s t a b l i s h e d .  T h e i r  next  

b i g  jot) a七 七 he San F r a n c i s c o  l e v e l ,  o f  c o u r s e ,  was the 七h in g  I have 

a l r e a d y  menti oned, some o f  w hich w i l l  go out the window. A t  the .o th er  

l e v e l s ,  o f  c o u r s e ,  w ere  i n v o l v e d  a l l  k in d s  of  f u n c t i o n s :  r e c e i v i n g ,  

p l a n n in g ,  working  with  s t a t e  a g e n c i e s ,  scUool su p e r ' in t e n d e n ts ,  and 30

〇n . so  that thing has moved, C o l o n e l ,  and we f i n d  七oday we a re  d e a l i n g

w ith  th e  p r o j e c t  d i r e c t o r  d i r e c t l y .



Col. Wilson： nThp〇ugh necessity,f,

^2? * ：v!ye3? i Thpougli necessity* And tliey are going to tre mad about 

and wb.©n I got out tliere f I!iii going to ĥ .v© to sit down with som© of* 

ttie f oiks &nd s'■&y c ©rtain 七hings s_i\@ going to "be don© Iigp© 9 and. tliis 

is the reason for it. Let me ask one question, and see if we can 

agree upon certain things. Could we agree upon this principle in - 

relation to project operation, th'at we move everything that we could 

to the project level--this is in line with Tom Holland»s thinking.n 

Mr. Holland： f’エ think it is in line with most everybody * s here, as a. 
matter, of f ac t .

Mr • Myer : ffThat we move to the project level everything that feasibly 

could be moved 七here .n

Col. Wilson： rtMake'him king•"



• •••Mr. Myer: 11 We have a different situation, I think, then you would 
have in. normal times. The travel is not normal 9 I mean travel 
procedures we normally think of* are not functioning on a normal 
basis, and they may get worse. Not only is travel not normal, 
communication is not normal. エ think it would be impossible to 
have a major operating office in Denver, Salt Lake, or any other 
place, unless we had something similar to feactical line. I 
am convinced, in answer to what Philip says, that we are going 
to have to h^ve field headquarters of some type, or more than one 
major field headquarters. Anybody want to argue that siibject?**

Mr, Kimmels "For different functions, or just in general?n

Mr, Arnolds f,Is the field headquarters an intermediate step 七here?*’

Col* Wilson: ,fThat would operate directly under this office?"

Mr, Myer: nJust the same way as you have some one of a general
nature here, I think there will have to be a number of field 
offices that, will serve a number of functions*^. There will 
be a director, assistant director, etc” because they are not 
Roy Kimmel*s men, or somebody e lse^ men* I think what you are 
going to have--of course, attached to the director, the dif­
ferent functional divisions, something like we have now. They 
may change as we go on. And エ think, generally speaking, those 
people will deal more or less directly with the project director, 

• and, of course, his staff, as f ar as details are concerned, u



• ••Mr* Barrows: f,We will have this kind of problem♦ At the moment, we 
are handling our medical staff out of San Francisco, and we have 
correspondence floating back and forth across the qd ntinent to hire 
nurses. At the same time we have moved to set up all the photo­
graphic work in Denver* Now suppose Philip should find it conve»- 
ient to consolidate legal work in Little Rock? W e !d never have a 
staff anywhere« That Is why I personally feel that a or b would 
be my pick* I prefer b because of Elmer*s argument that this is
the seat of government, but エ don’七 know ho沢 much エ am influenced
by the fact that I personally do not want to leave Washington.11

• ••Mr, Mjer•• T,Unless there is something very different comes up to change 
my mind , ェ have definitely decided that the key office is going to be 
in Washington, the seat of government, ェ had not decided 七hat up 
until this last week, but ェ have made that decision.f,

Col. Wilson: r,I (1〇 が 七  see how it could be any place also* n

Mr. Myer： UI don*t either, and especially in view of tills spread. If 
we were just going to run 10 relocation centers for the duration, and 
we are going to try to do the best job possible at finding work for 
these people, if 七hey were going to be nothing more than l©tf s say 
concentratIo,n camps where they were not going to move out at all, 
giving them the best treatinent possible, if that is all our job was,
I would not decide that at a l l . I * d  put an office at Denver or Salt 

, Lake, a little later on, Ifd have my property office out on the 
Coast, and 1»<1 plan, if エ were director, to maybe spend a third of 
my time in Washington. But that, as I see it, is only about 50 
percent of the job, beginning next July 1 ; by that time we will hav.e 
improved, not in volume of business in the way of the number of dol­
lars have spent, but from the standpoint of the'improvement of 
how well we do our job* I think 50 percent of our job will be o u t - , 
side of that area* So I will decide that right now. Now we can 
move on from there*u

• • .••Mr*' Myer: uLet me say again, エ do not care what the organization chart 
looks like if the tiling functions. What I am 丄00king for is some­
thing that will work, something that is understandable * Once we deter­
mine on it, we are going to have to put on a thorough-going training 
job, and be sure people understand how we are going to function, to 
give it every trial possible. I am tryingtoday to think through and 
arrive a七 certain things• As エ see it, we have arrived at two prin­
ciples; one エ have stated, and the other we have agreed on. One is, 
as far as the projects are concerned, we should push everything pos­
sible to the project level. The other is that we are going to have 
our key office in Washington# Beyond that エ .am not clear in my ‘own 
mind* I still lean toward f as far as エ am concerned, I 七]link it can 
be inade to function, but since nobody else thinks so --u

Mr* Baker： HWhat is the difference between b and f? P has 2-J- levels and 
b has 2 levels.1*

Mr. Barrows: "In b, any field representatives not in projects would be 
representatives of specific divisions responsible to the adminis­
trator, エn representatives of specific divisions would be pre-



sumably grouped under a field official. The degree of authority ex­
ercised over them is not entirely determined in this discussionノ

Mr. Myer: けNo, it isnTt. If lie were the right kind of person and handled 
it properly, it would increase; and if h© were the wrong kind of 
person, i七 would decrease.M

Gol， Wilson: r,Would your office in Washington decrease or increase under
f?»

Mr. Myer: tJI think it would ii® rease, and particularly in certain aspects 
It is bound to•11

• • .Mr* Stauber: "May I raise a qu/estion here• I 1!!! not altogether cleap
in mj own mind as to how satisfactorily this arrangement which 
youipropose here of assistant directors in the field would work.
エ presume they would have headquarters somewhere, wouldn^t they?n 

Mr. Myer:
MPor the time being, there would be three of them--Fryer, Whitaker, 
and Smart, There might be another one or two as the program 
evolves in the next months•ri

• • •Mp* Bakei?: tlW3iat would be the status of* these assistairb directors?
Would they b© in charge to th.e extent 〇r having the power to 
hire and fire, moving of project directors from one project to 
another as wouid seem to be advisable?n

Mr.. Myer: fll̂ o. They may be in a position to assist in securing personnel, 
recoranending personnel which the project dlrec七or would hire v/i七]!
the assistance of the Washington office, the same as ェ might ask 
1211nef as Deputy Director* where we might find somebo办  for this
particul技!* position, but no七 in the way Cy is now responsible for 
filling those s七aff positions out there.n
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