









































Progress: We have already achieved our goal for hardship
cases. For routine cases, our processing time is 25 working
days, down from 30 working days. We believe we can sustain
our turnaround time for hardship cases and achieve our goal
of a 20-day turnaround time by July 31.

Goal #2: Maintain Minimal Misreferral Rate: Keep misreferrals
to federal agencies to four percent or less of the total monthly
volume processed. In addition to our existing practices, we
have:

Strategies: o Established a policy whereby staff members
take time out from casework on the telephone to sit and code
mail with volunteers and interns. Questions are encouraged.
Staff also rotate on proofing of White House acknowledgments
and give feedback to volunteers and interns on any coding
and data entry errors.

o Strengthened orientation program for
interns. 1Involve experienced volunteers in program to
strengthen ties between them and interns.

o Instituted a monthly "refresher course" for
volunteers to review coding and data entry guidelines and to
discuss and eliminate any patterns of misreferrals and data
entry errors.

o Formalized process of ensuring that all
misreferrals returned from federal agencies are reviewed and
that the original coder is made aware of the correct code
for that letter.

Progress: Over the last month and a half, we have limited
our misreferral rate to four percent or less.

Goal #3: Develop Press Potential: 1Identify an accessible contact
in the White House Press Office and promote regular communication
with that contact to maximize press of selected casework. Also
coordinate with Scheduling and Advance contacts to arrange
possible photo op with individuals whose cases we have favorably
resolved and who live in area to which President is traveling.
Coordinate this effort with Press contact.

Progress: With Deputy Chief of Staff Phil Lader’s backing,
we are in contact with the Press Office to try to facilitate
press. We will share with the Press Office contact a copy
of our report to the President and other cases that may
warrant press.

We have developed a system for rapidly retrieving
cases we have favorably resolved by geographic area. We
hope to establish regular contact with Scheduling and
Advance and may need to seek Phil Lader’s help in initial
effort.



THE WHITE HOUSE

WASHINGTON

June 6, 1994

MEMORANDUM FOR JIM DORSKIND, DIRECTOR OF PRESIDENTIAL

CORRESPONDENCE
FROM: JENNY MCCARTHY, DIRECTOR, OFFICE OF AGENCY LIAISON
SUBJECT: AGENCY LIAISON DAILY REPORT FOR June 1, 1994

Following are our figures for incoming mail, mail in process,
outgoing mail, and time spent handling casework by telephone:

Incoming Mail: 501 letters
Casework: 366
Agency Responses (copies): 116
Fax, Comment Line Referrals: 19
Mail in Process: 637 letters
Coded: 619
Agency Response Reviewed: 18
Outgoing Mail: 1,014 letters
Agency Referrals: 425
Cases Closed: 503
Misreferrals sent to Mail Analysis: 86
Telephone calls: 106 calls
totalling
22 hours
Backlog:
Unread: 3,076 letters
Turnaround Time:
Routine: 25 days
Hardship: 1-2 days
TOTAL IN: 501 letters

TOTAL OUT: 1,014 letters







































DRAFT

Agency Liaison Processing Trends

OFFCE | May 18 May 27 June 2 June 9 June 16 June 23 June 30 14 July 21 End of
L 3 i »f;' . :
Unread 7,000 6, 3,562 2,573 2,973 2,289 3,264 3,368
Coded 1,300 1,060 760 456 1,086 890 1,250 986
Data Entered 300 330 B70 1,226 803 625 300 481
Printed 300 265 298 95 356 250 493 109
Agrncy Respormas 10 review 9,500 7,500 4,500 4,210 2,282 Y. 635 066
Agercy Resporsas 1o close out 0 1,000 3,000 1,800 1,570 1,587 1,627 — 895
Total
| Average Tumaround (Days)
Routine 30 25 25 25 25 24 22 15-20
Hardship 2 2 1-2 1—2 1-2 i-2 -2 -2 1-2
Incoming (x)* 468 402 393 412 453 ~ 583 — 554
Out 804 1,148 899 637 738 1,127 1,007 i
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DRAFT

E—Mail Processing Trends

End of
Unread 3,000 | 1, 4,406 2,492 2,000 0 0 0
Coded 400 500 ~ 800 1,263 1,050 400 ~350 74
Data Entered (text pending) 1,250 1,278 1,156 1,859 1,946 2,596 1,923 1,655
Total

Average Tumaround (Days)
Read/Coded/Answered (20%) 20 20 12 12 12 8 6 4
Read/Tallied (80%) 10 10 10 7 5 2 2 2
Tncoming () 621 0 515 653 k14 319 363 423
Outgoing () 4 0 501 840 577 605 466 513




DRAFT

Gift Unit Processing Trends
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DRAFT

Greetings Processing Trends

Unread 1,600 — 5,885 4,071 2,949 1,579 4,660 1113
Sorted 17,735 - 13,005 11,360 13,725 13,750 9,050 10,026
Addressed 9,962 = 302 7,836 7,169 6,899 8,920 7,242
Total
Avemage Tumaround (Days)
(prior to event) 7 = 7 10 10 10 10 10 10
Incoming (x) 1,917 - 1, 1,025 1,556 1,667 1,880 1,
Outgoing (x) 1,633 - 1,900 2,408 2,251 3 3 2273
Processing Trends
» '\1
» lomiis Proes ‘ p
o XX 7#_—_-‘\—__\\ ; 10
.E » g '\—._\' ‘
3 l \ / 4 5
=2
SN /77 3
i A :
M o — 3
\:\k > —
Owareal e T
Al ~T 7 m — T 1 T = T3 57 i E iy O




Health Care Reform Information Center Processing Trends

OFFICE End of April ay 18 27 June 2 June 9 June 23 June 30 July 1 21 End of
i  Ot() yolt SR > - 0 o < e X RGO OO o o O 0 Santuies 0 1 - S

Trad™— =5 5 7 -
Presiderttial 838 )
First Lady [}
Coded 398
Presidental 1,179 2,755
First Lady 1,028 862
Data Ervered 426 =
Presiderttial 1,179 3415
First Lady =
Avemge Turmaround (Days) 1 1
BC on hold | BC on hold
| _Incoming g 398 621 732
470 268 196
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HRC Mail Processing Trends

OFFCE End of
R SR
Unread
Coded 4,500 4,000 4,700 4500 4,600 5,168 4910 4,861
Data Entered (text pending) 1,500 1,500 1,500 1700 1,700 1,800 2,380 2,600
Data Entered (taxt Clanred) 1,000 1,000 1,300 1200 1,000 1,000 1,500 1,700
Card (pending) 1,000 1,300 1,000 1500 611 580 0 0
Total S Y g B 5 3 % . 87 - BB 4.9 3 % % %
Avecage Turmaround (Days)
Scheduling 3-5 4 4 4 4 4 4 4 4
Form Letter 10 13 13 13 13 13 13 13 13
Card Response 1-2 2 2 2 2 2 2 2 2
Indviduml Response 20 20 20 20 20 20 20 20 20|
Childrenc
Carde 10 10 10 10 10 10 10 10 5
Form Letter 15 15 15 15 15 15 15 15 10
Indv. Resporse 20 4 20 20 20 20 20 20 10
Tncoming () 341 0 500 379 531 412 37 353
Outgoing (x) 143 0 399 208 291 287 326 231
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DRAFT

Mail Analysis Processing Trends

OFFICE End of May 18 May 27 June 2 June 9 June 16
Unread 41,039 19,026 21,286 19,261 10,022 7,724
Coded 15,000 16,000 16,400 | 16,030 | 6,193 6,657
Data Entered (text pending) 32,
Mverage Turmaround (Days) 74-60 |
Incoming ()% 3,483 4,536 4,528 4,332 9,911 5,937 3,654 3,506
[ Outgoing ()* 3,803 2,619 4,45 7.034 9,080 5,280 4,130 2,014




etors () - = 25 80 100 100
Mmenaagos () - - 50 50 50 50
otors () - = 128 90 120 106
masaages (J - - 41 38 24 45




DRAFT
Postal Unit Processing Trends

OFFICE End of 27 June 2 June 9 June 16 June 23 June 30 7 14
Unstapled Mall 1,603 686 1,968 1,204 791 459 1,501
Unsorted Postcards 125,000 160, 81,185 86,185 980 33,533 14,908 4,039
Average Tumaround (Days)
Lstters 1-2 1-2 1-2 1-2 1-2 1-2 1-2 1
Prop 5-8 5-8 5-8 5-8 5-8 5-8 5-8 5-7
Tncoming (x) 12,481 20,405 13,392 14,505 11,613 13,005 10,604
Outgoing (x) 6,511 42,812 7,804 7,146 8,225 9,038 8,755
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Letters held for future date 300 400 412
Total | T 5 37 B2 B 33 ] ¥ 2 R
Average Tumaround (Days)
Clerk Requests/BC Signature 1 1 1 1 1 1 1 1
Red dot 1-2 1-2 J-4 3-4 1-2 1-2 1=-2 2
Other 5 10 10 10 4-5 4-5 4-5 2
Incoming () - - 309 306 106 363
Outgoing () - - 254 213 216 324




47857 [ 31,070 34,494 34,041 26,485 21,749 78,267
3.652 2.048 5,639 26581 309 377 1,142
Total

20-40 1 1 1 1 1 i

60—80 60-80 60-80 66-70 60-7v 60-70 50-60 10-20
265 1 1 1 1 1 1 i
819 - 1.206 1,621 897 916 1,389
815 - 2.007 1,484 2,540 1,863 1,713































Presidential Support Processing Trends

OFFICE End of 18 May 27 June 2 June 9 June 16 June 23 June 30 7 14
Latiers ~281 657 132 130 11 1 0
Documents 0 0 0 0 0 0 0 0 0
Latters held for future date a— 300 400 412 [§F] 367
 Awetage Tumaround (Dmys)
Clork Requamsta/BC Sigrmture i i i 1 i i i i i i
Red dot 1-2 1-2 3-4 3- 1-2 1-2 1-2 1-2 1-2 2
Other 5 10 10 1 4-5 4-5 4-5 4-5 4-5 2
Tncoming ) = = 300 308 i 363 238 ~ 266 253
Outgoing (x) = - 213 216 324 245 218 246
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Student Unit Processing Trends

4
OFFICE . End June § 168
Unread 47,657 1. 3, 34,041 26,485 | 21,749 3. ] ’J‘.ﬁ
D::-Emuod (text pending) : 3, 4, 5,633 | , 3, 2177 . ;
Total ;
T s Pa 20-40 1 1 1 1 1 1 1 1
eacher Packets 22 - - — — — -
Individual letters/card/Torm letters 60—-80 -80 60-80 60-710 60—70 60 76' 50 36‘ 50 E‘ ;
WH Book 1 1 1 1
- 1,206 | / 918 1,380 1 23483
]g:ﬂml:: i:)) ::g - 2,007 1, 2,540 1,863 1,713 2,463 1,
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MISCELLANEOUS:

The Bush Administration’s outgoing children’s correspondence
figures include 5% "turndown" letters (letters signed by the
Director of Correspondence, shirley Green). Our equivalent to
these letters are the "Jim Dorskind turndown letters.®" However,
these letters are rarely sent to children by the Clinton
Administration.

Presidential Messages to children under the Bush Administration
were handled-by Student Correspondence. In the Clinton
Administration, they are handled by the Office of Presidential
Messages.

The Bush Administration referred 9% of its children’s letters to
different agencies for responses on issues such as the
environment, crime, etc. The Clinton Administration responds
from the President on these issues. Agency Liaison makes all
determinations on the routing of our mail to different agencies.
However, they generally refer this mail only when a child needs
assistance from one of the agencies, not for policy responses.

The Bush Administration had 45 form letters for children. The
Clinton Administration currently has 74.

* It should be noted that the Bushs’ dog, Millie, had her mail
processed in the First Lady’s office. 1In addition, the
Bushs’ did not have a child in the White House who received
mail.

** Approximately 1/6 of our outgoing correspondence responds to
groups, e.g. classrooms, girl/boy scout troops, etc. With
an average of 25 recipients per group letter, we are
reaching far greater numbers than our outgoing numbers
reflect. oOur total outgoing~correspondence for 1993 was
222,953. 36,339 of this total was sent to groups.












The remainder of this Memorandum is divided into six
sections. First, we review briefly the "Mission" of the
Correspondence Department. We then discuss -- also very briefly
-—- some of the history of the Department -- how it has evolved
from prior administrations to what it is today. We then move on
to discuss our approach to the next 90 days and, we hope, beyond.
Following that discussion, we outline the primary functions of
each office. Finally, we offer some concluding thoughts.

THE MISSION

We believe that the Correspondence Department’s primary
mission is to answer in a timely and responsive manner the
correspondence received by the President, First Lady, and the
Chief of Staff. 1In order to accomplish this, we use a
combination of individually drafted letters, form letters, cards,
photos, e-mail, messages, and phones, and casework assistance.
Whether a head of state, a Member of Congress, or a voter in one
of the 50 states, all correspondents should be treated with
dignity and speed. We must always strive to remember that the
President has invited and continues to invite the public to write
to him.

Beyond that primary role, the Correspondence Department has
a number of other important responsibilities. We prepare
Presidential proclamations. We work with Senior Staff throughout
the White House to assist them in the development of their
written communications, as set forth in more detail on the
attached 1list.

We support the Staff Secretary and the Executive Clerk,
process requests for the President and First Lady to act as
honorary chairs, and handle nominations for the Presidential
Medal of Freedom. We have established and now run the Health
Care Reform Information Center, and provide volunteer support for
the entire White House.

In the end, we are a "customer service" organization. First
and foremost, we serve the President. 1In fulfilling that primary
responsibility, we also serve the public, federal and other
governmental officials, and other White House offices. We will
not be successful if we cannot satisfy each of these customers.

THE CORRESPONDENCE DEPARTMENT YESTERDAY AND TODAY

In the most recent administrations, at least, the President
sent relatively few letters in answer to the correspondence that
he received from the public. Instead, the Director of
Correspondence generally responded on his behalf, when responses
were sent at all. The Correspondence Department was seen by
other White House offices as a "mailroom" operation, and, as far



as we can tell, received little respect. Nevertheless, there
were approximately 46 more staff (some were part-time employees)
on the rolls of the Department in 1992 than today.

In contrast to his immediate predecessors, President Clinton
highly values staying in touch with the public and views
correspondence as a key means of doing so. Despite the
unprecedented volume of mail that this approach has generated,
and despite the actual and effective reductions the staff, this
Department, with some exceptions, has risen to the task of
delivering the President’s message to the nation.

As you know, in President Clinton’s first year, he received
some 8.5 million letters, nearly 2 million more than did George
Bush and far more than any other President (Graph 1.) In 1993,
the President received over 25% more mail each day than President
Reagan received after he was shot and over 30% of that which
President Bush received during the Gulf War. Last year, the
President sent out two and one-half times more responses each day
than did President Bush (Graph 2). At the same time, the
Department of Correspondence’s staff was reduced from 135,
including some part-timers, to 89 full time equivalents.

We are sending out more responses, more frequently, and more
personally. Yet, there is much room for improvement. After
listing each of the Offices in the Department of Correspondence
and describing their respective functions, we will highlight our
initial ideas for review, change, and measurement of
effectiveness in performing each office’s share of the overall
departmental mission.

THE NEXT NINETY DAYS

our Approach

Our job is to ensure that the Department achieves its
mission in the most cost effective and professional manner.
During our tenure here, we have had the opportunity to see much
of what works and what doesn’t work. We haven’t had the
opportunity, however, to undertake a broad review of the
Department. As noted, we have already begun this process.

Over the next 90 days, we intend to accomplish the following
tasks, some of which are already well on their way. First, we
have already met with all of the office directors. We have now
begun an intensive office by office review. In each review, we
are meeting with the director and staff of each office to
identify problems or areas that could use improvement. This
includes bottlenecks, lack of intra- or inter-departmental
communication or coordination, inefficient systems or procedures,
optimal utilization of available technology, morale, and staff
structure and allocation among and within offices, among others.





















backlog hovers around 35-40,000 pieces. This is a major
improvement from the 100,000 plus pieces immediately
following the ice storms, and holiday and mourning periods
of December and January. We have accomplished this with
greater use of cards for the more generic mail and with
heroic efforts of staff and volunteers during Saturday
mailathons.

We intend to continue to use large Church, boy and girl
scout troop, senior citizen, and other regional groups to
help attack this problem. We envision continuing these
efforts and the use of cards when necessary. In addition,
we will explore the use of "detailing" staff from other
Correspondence Department offices to assist during (and in
efforts to avoid) crisis periods. We are going to institute
triggers for greater reliance on cards and movement of staff
to nip problems in the bud.

On a more systemic level, we intend to review Mail Analysis
carefully to determine if staff within that office can be
allocated more effectively, mail can be handled less or
otherwise more efficiently, and volunteer assistance is
being maximized. In addition, we are working to improve the
supervision of the relationship with the US Soldiers,
Sailors & Airman’s Home, which has provided much appreciated
assistance in opening and stapling mail for the President
and other First Family members.

Additional Issues:

We are exploring the availability of professional data entry
assistance. We will also review again the possibility that
some sort of scanning technology might speed the processing
of the mail here and throughout the Department.

Measurable Criteria:

-

Backlog numbers; individual production, whether opening and
stapling, reading, or data entering mail.

* Agency Liaison assists tens of thousands of
constituents who have written to the President or First
Lady seeking help. This is the office of last resort
and the one that the President most often uses for
examples in his speeches.

* Presidential Letters and Messages provides research and
drafts all letters, including, form and individual
responses to Presidential correspondence. The staff in
this office also provides responses for other offices
within the White House that receive Presidential




inquiries. Individual responses are prepared for all
governors and other major political and community
leaders, as well as industry and labor leaders. The
Review section of this office is responsible for
ensuring the quality and accuracy of all Presidential
letters and messages, and assists other offices
throughout the White House to prepare high quality
letters for the President that are true to his
substance and style.

Problem:
Individual backlogs of writers.
Solution:

Reduce walkthrough interruptions, improve writers’
reliance on precise language from previous letters,
improve turnaround times from other White House offices
and agencies on draft language and review, improve
ongoing training and collaborative editing of writers’
work.

Problem:
Reviewers’ backlog.
Solution:

Reduce handling of outgoing mail. This will also
assist Presidential Support. Reductions in walkthrough
interruptions will also assist here.

* Presidential Messages and Proclamations, a sub-unit of
Presidential Letters and Messages, provides an average
of 254 messages and proclamations a month to groups and
individuals. These rang from simple congratulations on
anniversary gatherings to substantive statements on
important issues facing the nation, which are shared
with thousands.

* Presidential Support prepares all of the
correspondence, except form letters, that is generated
by the Correspondence Department on behalf of the
President. This office also provides word processing
support to the Office of the Executive Clerk, and, in
conjunction with the Office of Presidential Letters and
Messages, assists other White House offices with large
mailings to a variety of constituent groups.

* Chief of Staff’s Correspondence, as you know, handles
your correspondence, as well as that of your two
deputies.
















Student Unit

April, 1994
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Presidential Support

April, 1994
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