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SUMMARY OF CONCLUSIONS AND RECOMMENDATIONS

The President and Managemant

Thc President has the largest and toughest man agement job in
the world, But unlike other executives, the Presid C?L can give
management less than half his time because of other equally vital
duties, A permenent dilemma for Presidents is that the Presidency
has too many dimensions for one man to handle alone yet also is con-
stitutionally indivisible, y

. For the foresecable furu e, world affairs must command a
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The Impact of Great Societv Proorans
- —-——-‘

The rich harvest of new social programs devc103c‘ firom 1903 to
23966 and passed by the 83th and 89th Cougresses has put great strain
" upbn obsolescent machinery and administrative practices at all leve Jv
.. of government, It hzs loaded new wori on YFederal (.r-m.r“vr‘jh..
. noLnd _for eitheyr o)

£y or ot..cn~“rv<~Lnnor

e . et el

_— ' lﬁﬂl; It has required g“: Jj} of ”3}1 ul_ﬁiﬁcn-QL_HZ'C::Y'n
_ capacity fo;rjpﬁytggimaqyg_'n1 c" for or eacouraged in_deparimental
: figlﬂ o“*cnt It has required pJuun4nn and administrative capacity

rarcly scen in Statehouses, couahj courthouses and city halls,
Deficicncics in all these arcas have frustrated accomplisliment of
many of the high goals of the Great Sociecty. )
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Lgﬁirlntiv“'sutcnqﬁ.bigun 50 r]on“lv nddﬂd to_the nu‘iﬂirhtjﬁpr'
burdeas of the Presidencye In our JUdL ent the Great Sociecty legils—
Tat{on has not merely added to the magnitude of the President's

administracive job, Early operational experience with these programs

cuggests that they have affccted the paturc of his mansgerial tacks
eo well, . .

The go*ls of the new legisl e p;ogramn have renderced obsolete
cxn where Federal burcaus operate
in dsolation fxom each other and where rcd ral programs ave created
and operated intergovernmentally w:thout priox consultation with
elected offdcizls of .State and local jurisdictions. For the
President has challeaged the simple faith in narrow ; single-progran
answers conceived by, and managed from, h“vhnug(oa. Organizationally
the goals of Great Soclety lepislation demand collabor:
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Yet, despite convenor or ders, coordinating charters, and otherf

oreanlzational innovations (e.g., OE0, Federzl-State Regional Com- ;
missions), the Federal government COJ’pCFLOH of
vfm\"ﬁru""‘ cd bureau i ”.(_’:“W— 3 i
Profi ”LIQE.CC"C“fLJ'Q;Lﬂtlilihgéguwwm.££§1£‘ are organized
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not to do many things at the same time but to nov*]op, enact, ar
operate Federal aid p.O"Tam1 more or less in isolation fxom cach
othex, Fragmented l'ﬂﬂv . administration of 60 wstic socia
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Presidential Tasks and Staffs
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There is no authority short of the Presidency itself that can
provide the focal point of exccutive leadership required to control
and rclate the new social programse Only Presidential authority
and_enrans al_fraspentation zud
ényrP.I 2 Problemts in these areas are
growing in volu“c and significance. To handle them profﬂﬂsioually

and  creatively the President needs new and improved, institution-

alized staff support.l/
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Y/ Our cative analysis distinguishes between thc President's personal
stalf--White liouse Counsel, Special Assistants and their aides-
whose day-to~day work must nuccessarily be saapcd by the President's
personal and immedizte requests and institutional stall support
for Presidential level issues and problems that are continulag,

regular, and ultimately routine in character,
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r gaps in the President's institutional staff,
1lw ional .L ff 1d 1\ﬂ(1.,:1:)"' to Jull re that
vad (.1.ovrw‘ 'oo.«-nnnhcd

5n LxOU”ﬂndd of

e T —— )

Today there
1hc PLC’WHCHC Jacks
Lho lro‘o rgéiax'éoﬁ..
dﬁJ {very of a host _of ¥ 3. pi.fﬂ n}qn ’
indl ‘idual commaunlties. H needs a- tth able;.
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e~ o Pntfﬂlp‘fp. cuxf:cc, assecss and settle wasteful
program and jurisdictional co“flicts ba.wccx pecy
Federal departments in Washington;
Ps

-’

~= To control and pull together the related prograwms
of Federal dCD“A(fOan in Washington -and.in the
v -fiecld; o~ . L

! :
e To mediate program problems and disputes between
.-~ . Federal departments in the field;
wes  To veflect the P*c;iccnuihl perspective in progran
arcas requiring cooperation between Federal agencies
and betweea the Fe uurh“, State, and local guvcfn' ents
He ncads such a staff ~-.today: =, ° ° Wy BSE e
.." "The Prcésideat does not now have iunstitutional stnff of high calibre
whose sole responsibility is: :

' RS
==~ Tc plan chcad; !
== To tzke the measure of complex social probl c“q;l

-~ To review the cffectiveness of existing govcrnmcnt
prograns; g—2 :

== To bring promising new.ideas to the President's
~attention; Lk

<= To support the President as he develops a long-term
sty

x domestic strategy and a coordinated amnual
o/
legislative program for domestic affairs.
He neceds such a staff ~- today. ' ) =



I

ADMANLOTRAY LVELYL CUL LUl dnk,

4

/}20(‘(”"‘& ‘l\u.\ {nt\o

| e

To enable the President to strengthen his Yeadewship .and fuprove

the management of domestic social programs, we recommend:

(1)

(3)

e s s o M Lo

.wer To medlate and settle interageney arguments;

1
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Establishing a new 0ffice of P'r oram (‘nor(HP..Lin
20 Lo Lt ¢ C
'Fﬂ )Ux( -
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—e  To spur and insuxc cooperation. between
.=+ .. Federal agenciles; prEac

ew To provide a focal point in the Ptes4dc'“ &
.« Office for Governors, Mayois, and other

key cxecutives on oomvuhic program issucsg.

Providiae the Office of Program (‘om'd*_:"{ign with a
pexnznent field force
ww . To reflect the President's perspective,
. concerns, and desives in program arcas

requiring cooperation between two ox more

¥ederal agencies, and State and-local

governments; \ »
w= .To mediate and resolve program problems o £ A

disputes between Federal agencies in the ”

field, referring problems to Washington that

will yluld only to Presidential arbitration;

e« To provide the President and his Executive
Office staffs with an *v&rUCﬁQQfQJEQE@LQQ

intollinﬂuco on progran op;rgL*onn and
problcmﬂ; . o .

-= To increase field liaison between the
President and State and local political
executives and key officials.

TS Iaweans

Creating a_u:w Office of Promram evelonment as a
Cm ri of)a ich would

St . T i i D

havc clcub roulor"xo;) ty to OLVL]O' a dog esth-
boc*h) prog a for the President,
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PROGRAM COORDINATION: THE GREATEST IG(ET _MAED
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Take an example involving two programs which clearly should be
coordinated in eny attac ok on employment problews in the ghatto =
the Community Action Program adminis stered by OEO, and thc Adult Basic
Education Progren funded by the Office of Education in HEW. Commmnity
action "13”10 flow on an individual p;ojch basis to 1ocu3 CAA'e; only
e few CAA's have close ties to Mayors and city adninistrators. Adult
"education wmoney wmoves accozding to formula to State cducn;io“ daparte
ments which puruc* it out to local school boards, normally indcpcndcnt
of City Hzll and frequently isolated from the neighborhooda in greatest
noede ILf the city happens to be Denver, Coloxrado, the xesponsd
Federal officizls “utld not only not coordinate——they probably would
not even recogaize cach other on the street. The 020 regionzal offlce
in Kansas City scrves Color*do and ten other States to the east; wesl,
and north. MNEW's regional office serves Colorado and four other
States. Happily, this o office is in Denver; ynhappily, education grant
decisions arc not made there but in the Office of Education in

Washington.

But reality is.far worse than any hypothcticnl examples For we
have not two, but over 400, grant prograns operated by a broad rango
of Tederal 2g .nd channeled through a much largar acray of emie
“autonomous Sta
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‘ Evidence that Federal progxams are not being cooxdimated is ampla.
Soma axamples: ’

=~ There are scores of separately-run, Federally-
financed manpower projects in the Bedford-Stuyvesant

neighborhood of New York City alene., Presumably >
e = ““there is some programming deficiency at the Fedexal
i level, whatever the lack of local cooxdination
instruments., ' :

== The rcronLly announced 19-city slum employment
.program is eymptomatic of the styla of autonomous
planning and opeirations which the Gieat Socilety
goals rendex obsoletee It was developoed ia isolatlon
in the Department of Labor and only tandily coordimated
wilth complementary efforts under the neighborhood
centers and model citles programs (themselves operating
somevhat independently of each other).
= The turbulent hictory of the President's pilot multi-
agency effort to build comprenensive, rteighborxnood
scevice centexs in fcurteen cities

«»

°
neighborhood center program was assigned to o "lead" "
. agency--UD~-in August 1965, and despite back-ud

work from the Bureau of the Budget and couatle

randa and meetings in the intervealng 10utn“,
'd
4

and local of i(igls vere still confused, or 'in dis
agrecme nt,_pvo‘ what t'); - of rc*rhnoruood centazs kOb]d

be sunported, wvhere t}u fun \s
70 0 to be ﬁwcc1rA: ‘eq .OL wu idelines

e

whnn nnu1xcaLwoﬂ; bto.n to arrive in Marchn 1907. And

'State officials, whose cooporation is vital for a
vhole range of health, welfare, and employment services,
were just beginning to learn of the existence of a

l4-city pillot prograiag . X oy

&

The Tnadecauacy of Existing }ﬂohﬁne*v for Coordination
e R

In recceat years many attempts have been made to improve piogy
coordination. Duxing the 1961-1965 period almost 20 Exccutive orders
were dscued for the coordination of F~ eral programs involving ianter-
governmental adiministration. Some two dozen interagency comaittees

have been established to coordinate two or wore Federal aid programs

-
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‘The two major approachkes to program coordination across deparimen

Jinecs have been:

(1) £ixed mombership interagency cemmittees (Urban

“Cabinet" luncheons, President's Committee on
Manpower, Economic Cppoxztunity Council);

/ . (2) use of a "lecad" agency (OEO for poverty and
HUD in Cities). ' .

Both approaches have falled.
QT N £ B T N O T e T e

Lhn intn"arnncv _comnlttee, frequent) without chairmaen, staff
q Y » ]

- e Ve

OF Progrims of its o‘n, ﬂP"V1V aluayvs deaencrates inte s fornm for
.t):‘[\'. ty Council) ox a for 110_:‘ U

diseu , _J (Urban CAU|ncL)‘
Liu»]y Lr. ufuLm Zn 1ntcza~ﬂmr) committee into en hdJL.ct of
chairman's departaent (PCOM) without fmpact on interdepartm
issues, At their very best fntera-oncy cowm nﬂ(Lo"':_'m.‘o:-v.‘A’.(‘--..':

,o*_rﬂ”ln"_nlun, or_

_n: the

anuroacn LlH Pres
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_The "lead agency" approach is a special kind of interagency
committee, -normally less formal and oriented to accomplishing a .
specific, project or series of projects. We have watched HUD play
the role in the Neighborhood Centers project and have examined 020's
failure to coordinate poverty prograus of other agenciese '

.
1
.
¢
<

. Whea applied to America's most pressing social problems, the
“lecad agency" concept has been found wanting on two main counts:
(1) There is no obvicus "lead" agency. VWho is to
coordinate a manpower progzram in an urban slunm?

Labor? 0:X0?7 HUD? Even HEW has claims!’ o v
(2) It is beyond the capacity of a Federal cgcﬁcy
operating najor programs in its own right to
: coordinate government-wide efforts in the
.. Presidential interest. It has. narrower
alLC"l<HCCo. Other program operators, >
reluctant to be "coowdinated" in any case, . $s

rightly question its impartiality, and
resist dts leadership,

The Trsk Force does not entirely reiject the "lead aconcy”
concent ., JI'f’_‘thf‘:v 3

be
y nJrct nnnnnarg in areas where

ital
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elements, Ho el CiLico may well qualify as a successful exanple of
leadership from a peer department, Witheut active Presidential

support, however, the lcad agency solution is far too weak to carry
more than marginal burdens for managemeat of interdepartmentdl pro-

grams in coming years,

Presidential Involvement

In the past, perhaps, a President could suxvive the costs of
program fragmentation in the executive branch, The problcm was
more manageable, since there were far fewer grant programs. Moreover,

the President had nedither faced the full dimensions of domestic
probleims nor challeaged the easy faith in simple; single-p rogram
ENGWETY S, ‘

Buc the President is bcnﬁ 1udgcd today oy t%o total impact
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‘Tho Role,

P

._and Stoture of the Director

._\-.'c;ho]‘(‘v that the Director nf the Office of Prooram Cooxd
QhO\]n bao v:o”cd b"_m ) othexr politic 1

L

hr\v:m" ..urhor\ Y L fxo

g s i+ P B B05 Dt SO D S § RS

irquﬂv when menmbaers of the Cabinet are unable to compose a Gi
b

).",_T.". Ot t_:l‘l

et

ag.ccm‘nt as the result of mediation. Cabinet heads would

yight to appeal decisions by the Direclor to the President,

Aﬁnz Lbr con:;oll:nn and reiat ug y,onLaw
In a manner most congealal to him, the President must infornm Choircs
pubordinates that he expects them to meet upoR the call of the Dirccltoxr
that he eupects major matters of intexdepartac ental program coordi nation
to ba settled in the forum pLOV1LPu by the Dircctor; and tnuu, when

agency héads remain una ple to compose, agreenent, he expects agrecucnts

to eaerge and "to stic‘" along lines prescribed by the Directote

There is no substitute fox delesation to the OPC NI rr*“n“ of,
: G 1 denartnentse In the
DA% ks . =

?rorid‘nt'nJ uu-rh";hv to d
\".'. ghinnton cnvironng “the e:
Qoo7dnnu.iog with a2 less cléar mendate g v

Qtrnguyk Th““LO”xmiS led witn the fgﬁp' oL of flCCS; co

and CUOLIHI assistants_who vnvo sqppnnod'Lo cooknwn(.o line onc
vith p c;“.t...\ author 11‘,’, Leeking a cleayr statement Jof Rre Jcnn'n'\]
suﬁwoz “and baclk-up by L-o P)cs;ﬁcnt_iq the ’i‘ut houyh fi
puccubed cu:culy; rnl‘hontcd. 4 B T R i

St e e T
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an Offico of Pr wr:y
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While we feel that the President should delegate authoxity Lo

the GPC Dircetor to decide  interagency dlﬁpubcs, we have rejected
proposals which would give the Dircctor leee =1 authoxity to overrule
agency uCLLOhu’ both in Washington and in the ficld. Wnile this
would strengthen the hand of the Director of the Office of Program
Coordinatiow, it would zlso make him somewhat less dependent on the
President. It would requize far-reaching legislation which Congress
46 wost unlikely to enact and the President unlilely to supports In
ouxy vicw, t total denendence on thg_?rcﬂzc nt g;}} bo g source of N

D

strenzh &9.1; 2 OFC ..Ji:”.GEQJ‘-.. 53 > Dizector of PBOR,
w}"h. at, (n" 3 surina ffice dfv"’low:; N
in a f ﬁanon thot i nv‘ﬂﬂ91 to the Plv'idﬁaﬁ. i
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We recognize that coordination of programs that cross departnental
lincs amd involve two or mere newbers of the Cabinet is a sensitive
role, totally dependent on Presidential confidence and support. The

“rdght nppoinccc rust be a man whoi the President knows ,well, communicates

with regularly, and trusts implicitly. He must know

Yhen to act. and when not to act. when goulgforq ti
)

-...

in turn., must

We have cons xd and rejected two argumente certalin to be
mustered against a proposal to create a styong Dirxector and O0ffico

of Program Cooxdination: .

(1) The President cannot and should not delegata
his responsibility to decide issues arlsing
between two subordinates;

(2) Cebinet heads will only take orders from the
Prezident,

Jn fact; the President d"1(n 1tes authoxity

b}

of c-oa"“ngﬂLJ “nd a v*";eLy of tx uuucd uxdcuo
‘Pu—w-,-,’ (‘nﬁ’_

P r‘.'.o“v

LT i)

We favor conscious uclc ation of authox Jl/ e w;th the safety vaive
of appcal -~ over unconscious delegation forced by constraints of
time and the lack of adequate staff,

Secondly, we believe most members of the Cabinet would
adjust caslly to the improved scnse of Executive dixection and
coozxdination that a Presidentially-zttuned, skillful Directox
of the 0fficc of Program Coordination would impuart to demcstic
affairs, In time, even the most wary will applzaud this institu-
tional innovation. Those unable to adjust presumably will neot be
required to remain, '

s
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‘Additional leveraee for ths OPC:
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enhance his leverage, the Director of the O0ffice of Prog:

Cooxdination should have authority from the Presldent to:

!
e
o

iile the O02C would not have formal authacity
legislative ox program manzgen
would provide it with an opportunity to iaflucnce a
in the formative stage. Through necgotiations it wouls
proviclons that would cause coordination prodblems in W

Review new legislative program proposals which
require, or 1mp]y the need fox, 1ntcxd part-
mental cooperation, requiring cponsors to
accompany program idecas with a tentative plan
of OQCZdLiOuu,

ct "

Approve proposced oLULﬂ"~tLo“ and management
procedures for the delilvery of social programs
that involve two or wmore asgenciles;

Recommena reservation of funds (acti intly
with the BO3 Director) in the budget 3
individual agencies participating .in intexr-
departmental programs (X‘“«foo,UOQu Centexs,

areat-Child Centers) approved by the
President.

~

nt proposalsc, this ¢

O

. the ficld.

Rapid communications interna i1lly should also increase the lev
of the OPC by insuring that serious cooxdination problems in the
reach the Director's desk quickly without consuming time passing

through

A final element
« the quality of OPC s
dive Into problems ona s

and got

should be able to command supe:r
their-feect, better operators thar
stonals will need and should have the rank (GS-14 ~ 17) which
ke others listcen and the experience which will wmake them worth
hearing.

profc;
will ma

several burezucratic layers,

R
DENTIAL

&
23
=

i

a collector of field intelligence, morcover, the 02C will be

O Fab oAt

sition to make regular and effective inputs into the central
by which legislative-changes are formulated. Departmenis ani
should become aware that this office has a voilce at budge
ntial progiram development time. .

in the ¢ VVlu;LJOW of polit
All should be cfxoc:ive operators,

¥
decisions from higher au

their agency counterpaxis,

-ical streagth will be
° able to
wrt notice, ‘work out solutions where possible,
ithority whea necessacy. The 0OPC
rerior staff-men —— suarter, faster-—on-—
3t OPC
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PROGRAM_COORDINATION IN THE FIELD _

. — —

Intergovernmental Consultation

Many of the worst coordination prooloa occur in the field at the
point of program Impact. Because, the Great Society programs involve the
Yedexal government directly at the State de local levels, progran
coordination not only requires getting Cabinet officers together in

.
.

Washington, but also getting coordinated program execution:

e . Among officilals f;om many different egencies in
the ficld; o

. .
. ~

ew Together with their State and local counterparts;

e In 50 states, 3,000 counties, 5,000 cities, and
6,000 school districts.

a2 E.in Heshnaton yilLL 18
unless _ﬂ:".:} 11.&_;.0’.1"
QCT05S .

.-~h— e A . .

When the Administration decided to launch scores of new Federal
grant programs requiring collaborative interest and cifort across
govcrnmcntal ]incs, ‘@g‘ggkgj;if 8 of i§ggﬁ5~w; Covarnors
'M WOXS, 88
.*33'-.-.‘»473.!.—;2 911-?-.3; ,e.<if«_~.-"-ﬂ is

the importance of these new .ad: ,
>ct been fully realized or assessed.

Chicef Xwxecutives of major State and local jurisdictions can no
longer be vicwed merely as potential supporters or critics of the
national zdninistration in future political conventions. They hav
becen asked to join as junior pa Lnore; a\ -0oss political llnnc, in

“the work of mational social renewal and developuent., Many State and

B

“hor*'u xnc"w.]vﬁ*cc _to s cv:t]g

ot - - ————

;O cv?*:cﬁL OoNROS

- .

utives

loc al _chi .ef ex
Lhosc n'u o.;ok

also nut th"so DY ONY:
L e .

T PERPRERA-

» v e - -

"0S S —=aal '3 ‘l""x 1‘""?:""]‘/

e D et e b

We_do not bhl‘byc that
the new pr °."‘ i
.t th r‘CuCa...].-
- T N S B

For ansc ryeasons wé have

N
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recommended that the new Office of Program Coordination scrve
ea the staff focal point in the Executive Offlrc short of the

President himself: ; y
N

we  YFor advance consultation on new programs an
policies and joint coneideration of ongoing -
issucs of intergovernmental program and
organizational relationships;

== Yor resolving int orrovoxnubnbal opec Li “J
problems or conflicts, including mediati
wvhen requirvede : ) i

.
BE}:QL‘ .\r-nﬂ atd n}-:
%he Office of Pho"x v Coordination shéuld be designed to deal
gensitively as an arm of the.Presidency with CGovernors and Mayoirs
and other local executives, as well as with Cabinet heads and their
departmental subordinates. Lu believe that it should onarate In

—— B v S

the field. ¢ 2L a8 in. tton, an stronely that
it ith a YPQIdtuL fiﬁ]d ‘o,(h 0"~~n4.kJ )j yenion.

Crateatrri o ot peoeteton P . S . e W AL 6 B St o e

lach Federal region should have a Presidential representative
(of top Fecderal and polltical rank and serving at the pleasure of
theé President), wvho has full responsibility for handling intexdep
mental and intergovernmental problems in his areca. The resnionn

14

coordinator will weport directly to the Direetor of Program Cooxdiration
in Uasaxn010n. He will tryv to Q:~21~:§n.::o.,
referzing to ﬂtfl*(' h*r(u_“r_x._ :m
wide i __.“__M:nd delicate p_g'l

aLtcnliona

R 4 e S

The ficld force will operate both in iaterdepartmental and inter-
governmental sectors, It will function as a problem mediation service;
as an intellizence agency for the President, and as a formal insgtitutioen
for Federal cousultation with key State and local officilals.

An effective ficld service would:
-~ Work with departmenta 1 repr ntatives

a i
State and local officials Lo ensure implementation
of geaeral strategies developed in Was

e
o
€3
(a3
)
b}
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' =~ Act as the Presideat's eyes and ears in the fic
giving the President fresh; objective proflession:
program information about what is going on in the
country away from Washington; :

y

~= Encourage decentralization of departmental oper-—
ational authority to regional units by making it
practicable to mediate interagency problems in
the fileld;

w= Gather and trensmit to Washington information
ebout progiem successes and *nilurcs, and local
needs and desires, and thereby furﬁisﬂ a majoxr
new input into program development

== Sexve as_a much-nceded chonnel of communication
thfox:n \‘ ch qu' 3 con]d

1

thﬂ1r v'vw' :"J interes h_nﬂ
n*o’ 1 '-rm. (.’\rl 1(» ) il proa
A A AU LI 28 L

Loyaltics and Res 20ns ﬂn‘ ities : : X

J¢ 1s yﬂr~1 to the success of the I* 1 operation that senior
-xeaional officials act and be reearded a: "sr.-:tf_r’mg:tf':_a, n2ne The

3
fiecld "é x.

Ff must never be permitted to develop a parochial respon--
sivencss to local interests thereby compromising

ts loyalty and

e

Ol
a

‘reducing its uuxlxpy to the President.

To ensure that ficld men remain loyal to the President and are.
not gradually transformed into agents of a

we fecl strongly thot they wmust spend a considerabl ¥
time in Washington, In some eases this might involve act
in Washington with frequent ficld ttips.

Whatever political and administrative procedurcs ard nececssary.
to maintain the Presideatial c ter of the operation-shotld be
brought into play. But we leave such questions of detail *or res olu;ion
when the OPC is established, 2

-

-
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A_SUPER-DEPARTMENT OF DOMESTIC AFFAIRS -

The most attractive organizational alternative for insuring prograx
coordination would be to bring all Great Society programs under ¢he roof
©of a new super-department v1Ln a large central staff to plan a coordinated

attack on priority problems, see that it is carried oui, znd cvaluat
its results. The new super-Secretary for Domestic Affairs would have
ficld repzecentatives reporting directly to his office, and these field
men would have authority over those of the sub-depaxtments (HUD, HEW,

crcc) in making najor grant deciszions,

ctions, " Provid

. Such a super-deparximent has geveral attr cd Its
S"cvotﬂ*y could really gain effective control; it could enferce coordi- 1
natilon through clear lines of suthority. The Scecrcotary couvld cet as a B
buffer for the President, taking rc3u01ribility for tough docisions
more casily than a qu ng director of coordination in the Executive
Office who will not have statutory ﬂuth ority over operating programnge
And the supei- J;pa tment could support a strong general field staff

moire casily than an EOP unit,

But ‘a super-department has one fatal drawback =- it is almost
certain’to be rejected by Congress., In addition, there nust be
sorious LOuJ[ whether a President would want to give onc man such
broad legal authority unless it bcctne absolutely necessary.

. '

The Task Force, therefore, recommend
should first be attempted. However, it
departnent wil 1 prove the only long-—te
' nation,

Do S Bt S b ot o

.

An_EOP Coorcin"“l" Azancy with Oncratinz Funds of its Ow

Another alternative studiod carefully was the “0 nodul~~nn

b Wt

" Executive Office coordinating agency administeripg "flexible" (non-
earmarked) program funds which can be used to i:Ll'I local necds not

met by cetegorical grant programs.

ents in nro«.hn _innovation have becsa:

reed not as a 'coo d]u atox "TOF ant

=4 —doverly

compatitor in the o - ayes of othey Forarnl

-
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. And the President cannot afford to eive strone suovort to tha
gézqqzoylof such an operatine agcacy as | Pﬂ grxn" to conv ."wgb.o!!“*1,
‘sinece the Presjdont lhnows the dz~n*.n.'s perspoctiven wail dnevita-
ly be Lx1>s'.n:.:!.1'll" dJLs'\ ‘rom DS ()\'1.‘
o e e O ! ok )
Placing OPC 'it‘n*'n the Bureau of the Budeet
uo-\---M—'-‘-H Wt LN e N At 08 s M A - -
. The Task'Force also considered the possil lwuy of incorporating
the 0PC withia the Duzc:u of the Budget rafhov than makiag 4t an
indo»cadcu; EOP unit,. fornmer would allow it to exploit tho
Burcau's established iax1ucn ce ovar line agencies and its ocubstant

progian expertisa. In additlon, e&n independent O0ifice of ?ro;:.
Cooxdination thrc iteng to cdrailn BOB of some of its most effece
program specialists,

But the’ adventages of s
poriuuqivc.z Ve 'HCOS\'“C“d

ROVE a3
get the nec usahcy Ciy ne o,poLaLcd with Bd“'s two main
functions ==~ program evaluation (nud set) and program development.

Ao < P
MIASAE LI L

This problem is particula r]y acute at-the level .of the Director.
An OPC will have to dcdl lrcquod‘Jy and directly with Cabinet mewbers,
since intecidepartmental issues tend to escalate rapidly to that level,
Such direct; high-level nepotiations can be effectively handled only |
by a man with at least the rank of the Budget Director ox a Wnite
House Special Assistant. But the Eud"cL Director could give only
small portion of bis tidz to urge at, top-level coordiration efforts

without shoit-changing his other responsibilities, At the same time
the Budget Director cannot delegate his status and auvthority te a

subordinate responsible for program ccordination. . :
The responsibility for providing staff support to the President
in dealings with Governors and Mayors iz still "another mzjor reason

for our recommendation that a separate agency be established. BOB's
style of operation is consciously "non-political and its expertise
is heavily oriented to issues in-Washington. We belicve BOB would
not find it congenial or natural to be consulting, negotiating, and
occaslonally bargaining -- often on ¢ ullclcl, pol*tlcnl terms =~ -
with clected gy&;u and local officizls.

.

WW"IM"-‘.-— o -. - ——— g o
2/ .As indicated in the final report, the Task Force divided on
this point, with a majority of members favoring the creaticn
of a necw indepeadent EOP institution, on the basis of the
,

.arguments outlined on this page. In a mninority disseat, thxce

.

debOlb urged creation of the new office within BOB,
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. An independent OPC nust, of course, have close working zelations
with BOB, It will often tecam with BOB professionzls on individuzl
problens particularly vhen in-depth program knowiedge is rcguired.

It should not, and nced not,; cduplicate the individual program ex-~
“pertise of BOB persomnel. Given the recent excellent -recowd of

cooperation within the Exccutive 0ffice, it docs not secem an unreacon=
able expectation that the two units will work together in the many

arecas where resource allocation. issues and coorxdination pro A8
intersect, . g

“

Esteblishing an OPC

a_ Fisld Sexvice

——

. A fourth alternative would be to create a W
without any permaonent outreach to the field. Moder
make it possible to administer local xegions irom
Washington,

. Washington OPC representatives could perform a "paratroop”
func ion; rushing into communities to handle sudden flare-ups and

" quash pc“ging crises;

This ¢ *r‘“"-ncut has several clear virtues, It wou?‘
to obtain congressional support for a Washington oper
a headquarters~plus—£ficld network, (Witness uO”‘r d
getting wouney for a field sexvice.)
the oreanizat as "*n(4nrn1"'] in

Bt L et

.- -~ . 3t AV = -
of beca arvic CJ"~v.n s and Mavors.
e s ST AR S F 8 2 LI SO A R

I.
Vhﬂtn"“ d from tho
L Pt R it LR L
_ng i 2 A ;_jppag:)'ﬁ:(ww w_oj*n nwe
41:3' .O"uk This is why the Presideat has nv4*°n1t 1 ot

Humphrcey to work with Mayors aund Governsr Bryant Lo serve
liaison with Goveirnors.

ve be ]i(x' £}

-t b

connect: *01 hﬂ v“"n ot ‘noli

L e
opzrwl-ofﬁ lﬁn?thEi"

dﬂnc“d0ué basweon

S _,.-...-.-.»....—-- Pt

aQﬁtnn paint of dalivery hava o been carefulls
L L i - A s S T e - - . .
shgvgqiggmgx_ﬁggéga, Intergovernmental hassles hundreds of miles

from Washington complicate interdepartmental disputes ia the Nation's
Capiltal,

-
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ki : . 85 st 1

¢ Only a formidable field: force of Presidential represeativaes tied
into, and reflecctive of; the Presidential p-“npcc»ivc will overeone
the serious gap that has opened between plauni ing iu Uasa;r"ton and

/ making the programs work back home. Our exon:
; ““hoe arzm ~us doubt scrion ]

=) TC‘\H

L

1;r(w*f< fo il
* Thov dq ne

L

local e

O AD e e e e

d to hv heas

— . -—so-_-\.. A D e S A

Although they usually have been good, sirong peoplae,
trouble--shooters have not often been effecctives qug:’v*—\
chooters lﬂ*v'"ﬁ_onq of ¢

q.nnira oY c“¢r]

z-.n -

clcuLl
to cl;m;nuta tnc damage

‘u‘~1 oS .-

“q 10 7(4('“

L e

TUE_PRESIDENT AXD PROGRAY, LEADERSHIP

: : Thc Prc
- unfinished bu
should be.con

d»nt's domestic program is an agenda of the Nation's
inecss, Annual Administration requests from the Congrcss
istent with an evolving strategy and sect of priocxities,
~New program proposals should be weighed against evaluation of ecaxlicr
effort, Promising programs shovld claim wmore of available resourcess
¢ Incffective efforts should be cut back, eliminzted, or replaced,

i
s
1S
x

oA Just a
tod vy he
““C.?LQD?.

nhplocf(
Whlch ncnl/
Bt v >

st coordinate programs that are goinw on

et

2s0lve ti .l 3 tha programs
available at any’ zxv;n ti - wol). mobilized and coordinated
after enactneut, arc never adequate to wmeet all major problaws. And
without continuing review, they are likely to grow progressively less
adequate as time gocs by,
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To develop -progzrams more in lime with emerging national needs

the President requires the best thought available for:

~~ Problem definition - asscssing the nature of
problems we face as & Nationj

._..‘...

the

== Program desicn - sugzesting the types and com-
~

binations of Federal progrdms which will attack
them wost effectively; end

O--..-..-

1ﬂ~d. Ssmaxt 1
T, N Sl ez .-

f;;x~u to

O ¥, -
ne nNegas

perspective.

The Presec

L

The President does not have enough brainpower devo
purposcs in his Exccutive Gfflce today. "He has able pe
wvho draw Lohornc“ his legislative program, ofte riin
the the Budget Bureau Director. He has BOB's Offi of

at the £inal stage. While the President
ally aifted n'“.myheﬁg Jjobs do

R

t(»r‘rx'.'
-

Jonv Jun. to ensasc in sv
Qe otia S ey ™~ 'v-.—‘ L od e
Yo@ am lﬁbuu ?“d DEon
'ﬁ"-‘\ i e Ve e - ———

"Thus the President nust rely for new program devel
variety of uncertain sources —- burecaus within departmer
forces, the Budget Bureau and White louse staff, and the
What 3s worse, their work, and ‘reviey of it by overwork
staff, is normally compresced into a hectic two-or—thred
at the end of the ca 1leadas e ,The natura ‘¢cndcnc1
{deas which have the greatest supcrficial ap speal and w

the politics of the moment

opment on &
1its, task

c (‘Oug TCSSa

ed Presidential

a mont ﬂ ‘pc‘iiod
is to act on

hich best suit

1



ADu N STRLTI\”n\ CONTIDERTIAL
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Defio‘n.c*hﬂ of the Prosent Systen

.
e P A e . o b e v

In many ways, the cend product of this disordaxly progrom develop=-
ment process has been impressive. Many Great Socicty programs wore
‘dnherited from the past, bur a numbdbar of others--the war on poverty,
dducation aid specifically for disadvantaged children, model cities,

the teacher corps~-are fresh ideas.: Morcover, the well has not yct

run dry, Significant new proposals. are still being shaped and debated
within the exccutive branch.

Yet precent proccdurces fox progranm devalopnent have at least
five sub "“an;in] daficicncics:
== They rely too much on_chanece. Task fovear tead
inczcas;n Jy to n107 over the same grounde
Agency efforts to r03.1 it new ideas ia-housc

C
result in "laundry lists" much lik
A moxo systeactic erCu,s, not elimd ing
‘- _these new program sources bul supplementing and

= rationalizing then gra
ment staff;-would be far more reliable.

o 'hﬂv _tend

“df this mc..cnnnc) are particularly d:uu, g to
the Presideat. He is held responsible for an
- - excessive number of categorical grant D’O‘““"S,
‘many of them funded not only at a fraction of
local needs, but also at a level substantially
below the “promises" contained in authorizing
legislation. Many ovarlap vexy badly; fox
example, the fiftecen manpower d

grams. Local applicants face a maze of narrow=-
.gauged, often inconsistent planping nequire-
meats, matching formulae, and p: :
systeuns. These reguiroments rake lit

in terms of ox»-“l1 F;dc;nl ob cctives.and

Lt

some caeos, ptvtch ;lﬂ pr;v1lc~c o
clicntele groups.

-
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For cxh")lo, in the carly 1950's a progrem cevelop=

program was ready in Jaavary.

v BZ_S.Q»J 2l b
C”"nDlC; a v
rights and Oppo,tuxitﬂ

of solid information

mont staff might well have been uﬂullﬁﬂ
cow;;nu.l¢y rising crime vate and
proposals to meet it years before

e o Y
.Jf_; tiie

the greatest impact. '"oting rights protectionl :
Education? Job train viug?  Job ereation? Strongex

anctions against dizerimination

in employaent

or houzing? .Other avenues of attack?

2 and crection
“Tative s Joptient end O

not sufficilently integrated lo
long-xun program strategy.

. - -

Some of these inconsistencies

Jeast as frarnm

SAA :
othOIo ive the i
\'(‘C ('a

Oty - e
=

fron:s and of

insure

eV AR v i w e

could have ;pn‘ for

h is at

But often the cxecutive branc ¢
job and housing discrimination--and place
ation in an all-white suburb, Ve seex to
yet subsidize migration away fromithen by

ha Presidential ¥ ersnective

wm Po-bs ‘*M ..

Even if tha defid
wve believe the Preside
capabillity fox progran

Odé" \\'ittl it"clfo "-'0 fizht
a major new Federal install-

£ present p*occ.uxcc were ]cqs prox un
d » pecmancut, insti

|

revitalize ceatral cities-
new’ highways and FHA loanse

lle nceds such a capadbility for reasons common to cffective per-

rvﬁhﬁ“"{d,l LY. tLﬂ P Fesida

-

cn rbﬂ_no

l. S
.—»u. S - et ot w——. S S—

exorvcines the

formance by an executive in any larnc organization,

licvine azlenated

cr..-::':.(. the e

- g -
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1 ions arc smportante The need O review critically

analytic york donc below is mot bascd on the prcsnmption of incow~
petence o dishonesty pbut. on the far subtle? and 1.0YC pa:vasivc

,phcncmcnn prcssing on all organi..'i ; sunvive and guov and tO
franme theix -1tically,
at_the, ef

ey

poth func

repoxts tO

it i v
Prooras ) 1 N ndont CAG You
. e AR, Soseee QR = on _PLOELsemm==

But crhaps moyre imwo:tant than the nced for ob cetivity is
i i ol
octivioe

the need Lo impose & ?rcsidcatinl pexspe The purpose of a
hyogren will ncccssﬁ:ily be scen Wmore narzowly in a depas wont than
ot the Prcsidcptinl ievel == and moxe nparrovly still in & Huredl;
exajned in onc spacialtyn oriented toward 0ac functiong loyal O
to one congrcssional subcommittnCo

terest groud; attentive
nd calargeds it 18

one in

Fven 3£ the depnrtmcnts werc reorfd g
unlikely chat aay one of them cCOU= aake the overall assessment
jnterests of

of u\\cz‘.\ploym»?.nt, or of civil T
] Problems 25 the .Great SO
Prob ] Cui o the LIS —

yresideat requirCe
cks _tO atteck AYE ighgtCﬂt.v.f

.
. «
-t AT BTer EAATSS s J Sl AT

(s
et

- The President must therefores be support
of thoset problems and in the design of programs to
‘a staff which shazes his pcrspcctivc and serves his

existenct of §“¢E n_Qtnfi:~@g§prc§1 is not

. Lent o AR LIRS
ﬂ?th,}pF ae st more analysi]
level &nt Q."“:?_‘an The dc

AeV i dnme ™ i ene

ffg in the office of ¢he Secretazy © ]
broduccd; in reactio; a far stronter analytic capabil
the militasy cervices than they had prcvioucly posscsscd, and it
has madd suhstnntinlly TMOLC rational the processes by which intxra”

gervice disputes axre resolvedoe

A Pno"rﬁnizad pudect Puyeay
i ani7.Cl o e ca

T -

7o staff the pPresident jn the development of his annual progran
andvgcncrnl_domcstic styatelys we reconmend that substantial rcorgaT
plzation of the Buredu of the pudget be padertaked with a viev to
ing LS responsibilitics and revising its .p¥
gharply the purcau's transition
ands Lo nctivct“égﬁgno.

joriticse Reor go
0-—\"1,_

widen
pization chould gpecd up

ipent _regction E2-© tal ag
: _ at DPONLS and 15 TosponGive

e - e arwae = -

o~ *
ehip 3in srortan ¢ , i
B 3 AL N _DLOT S e Gt e
Prcﬁidcnt and his poropeCtivee
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-, .- .

-
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: 23S ould be and 2§ wide °
L Lhon]d boact subs stantla al and ‘dmLALﬁL
; ' The new ctaff would:
= Analyzc complex OF emerging social problend;
e Stimulate better analysis and program develep
ment dn the exccutive dcpartnents;
v "Xeep in cloce touch with the Nation's best
ICQCuICh cffoxts == outcide @as well 88
4nside ‘the vovqunmﬁnt - yclevant tO social
pxob]ch and policys : ¢ - 2
'~~' Stimulate CﬂthLiSJd'nt of, and grcouently
A - -gtafly presidential commisglons and task -
; e . ‘forces)
TR S e Pesigh review, and propose W 41fication
: _ in gov**um\n. programs ajmed zt domcgtic
y S problemns;
. . 2y
-=- Relate iﬂdividua] programs to a gcncral
e Ad~‘n~stanioa strategy and. evolving
~
b prlohitlcug
An [ office,. < of Tr 01fijN fv:lpv"'rg.yl;bnn the n"dﬁzb Puredy
=i Unlike the yrchuu coordination. unit, the Task .orcc recommends
. that the office of Program peveloprent be cstablished ¥ ithin the
g : purcau of the Pudgete

1,r(;-..r,

ufornv
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touwer m‘m:‘:: .3
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Locating the Proaram Daveloo t QL% tho
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The 0ffice of Prograi Coording
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behavior of line agencics in the
gramse By contrast,
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It would gain thic influence partly through the auality of
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its work, P.rulj from the ralevince of its proposals to the
President's present nseds For the former it would especially
rcquire good access to da 1 the {recdom to do its worke For

on with the decision-
type of day~to-day
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the latter it would neced th
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Prasidential support
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Linkage Petween Progra jvgquq*nﬂrwg and Pro*r:k Dovelonment,
The two new offices would be el atively separate in thelr day-
to~day operations, ona coaceantrating on immediat gram coordination

problems, the other on long-range plans to increase the lmpact and
overall coherence of Great Society effowis. Thelr major operational
1link would be in wozrking to solve coordin tion prodblems through
changes in basic legislation, . —~
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There is cnormous pressure to represent nary

sts in the Cabinet, in the President's personal s
Exccutdive Office, The President should re 5~L .
refuse to create additional executive departments whi
dominated by a single economic interest or tightly organizaed pro-
fecsional group, auch as Health or Education,
i be President's men, They sb
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; present uzge i docen~
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~ This Task TForce is convinced that greater decentralization of
autho: to the field for operational progra e :
subjcct to spec i

ific policy guidelines  and continu
ficld performance in Washington. The expanding
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We believe that decentralization will rot work, end thexefore
would be unwise, unless there
Washington to decentrcl on and cohereat plans to build pro-
fessional canability in t field to assume responsibility ifox
operational decisions. Regional offices can no longer be viewed
1
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To' dnsure commitment and ca nb*]ity, the Task Force
that the President initiate plans’to upgrade departmental:
cxccutives to I*vcl 5 of the Exccutive Pay Scale
surate with th led program and political v
with a vinlu. af the size nnd &a

COI"“’ [l

y bo m S L

L or el b I

JO/ Lﬂl
cannot e dhg“- ment's own programs and, ceritainly, hc
cannot coo*axw:te his programs with those of pcer departments, If
“he cannot do thils, he will not enjoy the confidence of State anc
local officials.,
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upward to the Secretany dxroch1l, o
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time °
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deparcn a, and, since thc 5 gio“xl offices as program opcrators
are the departmental "doers," the line of “vunori ty and responsi-
bility between them and the Secretary must be as short and direct

as possible. Fl B 2
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Harmondzation of Fadoral Reaions
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; resional boundaries zvd
4. AT r. ,
9fhcqnﬁv at least four major domastic departwants and

ageacies - Lun, HUD, Labor,; and 0L

2

Even minimal interagency ccordination cannot occur when Federa
field officials are loccted hundreds. of miles anart and serv ;
divergent regional arc*:o In Denver; for example, coordi

atio

0.
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<]
0

2
Federal efforts would require cooparation among the HEW rezional
office in Denver, the HUD headquarters in Fort Wort end 0X0 and

Lzbor regional centers in Kansas City, Missouri, -
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The Task Force is acutely aware o; ] if:iculu political

pressu gress, & n co;trary to shifting
eny ¥e 3 lo
Nevertheless, the hephazaxd locction of regl nal bounia rics and
offices encow s fragmentation and prevent c
. ) o)

nnd coonecratio
nt. L,\. oend JO(‘D"
bG*NOhJZCBLon oxf
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.Y, B ~e e aead 2 A oyale e P Al
the regional. boundaries and the con1ocuv-oa of The

heedquarters offices ol the four mejor dcomestle depart muuvb and
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In our exawnination of the probien
criteria which might be used to devise Federsl regions--
A

LGy
population, lend erza, econonic regions--are mutually exclusive
-and would require bisection of states if slavishly lollowed.

We, therefore, have decided to suggest &n approach that does
least violence to existirg structure. Deccuse of its *“(QO ficlad
force and the ) < /ey ren

posal uses t

area into Uy an& ch;mi
in one; and Orecgon, ¥ I an lesks 2 othex In addivion,
our vro»nosal modlfies the HIW . 2102 relccatbing the hegdguariers

office in the v
Virginia, to Vas
of each region
and. other Jesire

The attache Wi AL 2E PL0%
If the existing regions

imposed, a suryris
sons with our pron

Xy SEH, UD, Lebor, and OE0 are super-
de oem
v

Ao b e, - et
patverns emerge. Compaxi-

Some of lLahoxr's edminis throuzn )
seven regions, waile othes e csr:ied ot tnrouzh clevea. The
four extra regions are pblainzd by dividing four of the seven reglous.,
Wnen Labor's elceven regi comparced with our ten-region pro-
posel, six Lzbor regions are cxaclly comparable. Tae dllfercices
&re minor. Only four sintes ere affected. Labor ircludcs inncsotn
end Kentueley in the Great Lakes arca instzad of puttl ota
wiih the ruut Plains States and Konmtuceky -2th the Mid-ivianbic
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Ve have studied the organizetion and manzzeront of the ,-p;rt Lenv
of HLC~ th, Education and Welfere in some Getall., Many of
1 wanaecrant--outline

ions and cone
simont.  In 2éaivi

Working
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These gre outlir

ey

recoamendations for BN,

Our focus on EZV is
execcutive GCW"Tu“uJb, tna g
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Ve believe tial For Tavoravle 1“w“cv on tane liation's social

problens exce at of any other Federal agency. '

Despite its ceantrel iLﬁu tence to the Administration and Americen
socletly, however, fow ovservers view M &s the prime source of social
advence. Jt is more frequently cheracterized for its leadersaip in
"red tepe," ' dL Licetion," "overlap," "steéped vraditions," "entrenchned
bureaucracics,' "inefficienﬂy " Ystegnation," end "waste."

We do not subscribe completely to this indictment, for it ignores
some recent organizetional improvements and current intellectual
leadersnip rarely commanded by government. Neveriheless, in onr judg-
ment, HZW remzins a depariment plegued by three furndamental organiza-

tional maladies: . -

(1) It iso» x_self-contninad_onstating
units wi; o sutoromy &ad close vies
to outsiac intercest srouns and congressional . sun- :
commitices, . i
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t suffers from & wmassive, indirect sityvie of adainiiira-
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A. A Holding Comnany for Avtonomous _Operating Units

R I AP

""" Nearly all of E2W's mejor subdivisions end many of thelr sub-uniis
boast long traditions of indepcndent oporation. fthe OT”“ﬁL‘uCIUﬂ&l
“gtructure of the Netional Institute of Mentcl Heallh insures heLvy
influence by mentel hculu“ philanthropists and lovbyists. The Naticnal
Institutes of Health have relied on clos relations with Congress to
seek appropriations well cbove Administration requests for ycars.

This pettern of bureau sutonomy ruuults in massive problems of internal
coordination. . . x :
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Rehebilitetion, Welfare, Sccisl Secur

now sponsoring programs thal both provide and create gbm\nd for health
nz fact that 02 funds coan be used
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to improve school Tcalua services in
of Jjuris sdictional. cverlap is present
SErVices.
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services (not to ignore the complicati
poverkty arcas). Tne same: pattern

in ald to universities and socilel

Although some HEW programs serve individuals ond institutions
(universitics, hospitals) éirectly, most are edulnistered by “,ncvkonwl
L . P e e b u 3 y e o de ot < -

sinzle state egencies” (Health, K Educail eliar par )i
The Department's potential impeel on the xobavd
is issipated thro irect fundi
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strategies such as
intentions in W&Shandﬁon.

. In addition, its strong direct sSUPDO3 -t of Do pariments of Health,
.Education end Welfarc at the Stale level (vhich ,rbc:cui?y axe semi-
sutoromous) does not assist interes ted Governors or Mayors to mobilize

& v
and coordinate RV programs in the interest of the constituencies tney

sCrve.

C. A Conaressional Lepecy of Weakness in thc Secretexy's 0flice
: -

_ Denicd funds by the Conmress and therefore operating with only
& skeleton stafl, with stetutory end progrem authority for health end
education vested in the heads of operabting units, the Sccrctary of- X
has historically “uJ few weepnons to control entrenched adéministrations

3 burceus. With wealkness et the top and voliticel and a@ministrotive
strungtq in its ccoponent unils, BYW nas historicelly veen umminaged
as well as “umsanzgeable.” - : .
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'/\‘ / e has finally won formal nutiuor'ity over most major HEW programs
(cxccPt Fducetion) from Congress. Heshas been given three stoff
Agsistant Secretarics--for Mealth ond Scientific Affeirs, Education,
fend Individuol end Family Serviccs--to work for progrom coordination
‘aeross ggency lines within his own Depertment end with other depart-
ments as well. He has a new Assistent Secretary for progrom planning
end evaluation, capable of providing en independent assesement of

the actuel impoct of existing programs end a menu of alternatives.

Ve ere convinced thet severel additional menagerinl changes should
'"/be ;made to eneble the Secretary of Heoalth, Educetion, end Welfare to
) panage his sprevling depariment. To advance toward this objective,
'ywe recommend the following major steps which ere discussed in greeter
etaill below. . <

SUMMARY OF RECOMMENDATIONS

A, A aQremntic strengthening of the Office of the Sceretory, including. -

(1) The upgrading of the Under Sccretary to & new position
-of Deputy Secretary; '

SR (2) Strengthened staff for program planning and evalue.~
‘ ' tion tied in far more closcly t6 major budget ond
Jegislebtive decisions;
(3) Creation of a new staff Office of Social Research
to increase the flow of nzy ldeas to deal with old
end unylelding soclal problems; '

(4) Irmprovement of budget, legislative ‘planning, end
; adninistrative procedures to place menagerial
initietive clearly with the Secretary; _ r,

.-

(5) Crcetion of o staff Assistant Sccretory for Progrem
Coordinetion, Regional Administration, end Inter-
governmzntal Relations to assist the Secretary in
his reletions with regional edministretors.

B. A thorough reorganization and upgreding of HEW regionel orgenize-
tions, highlighted by-- .

===3

: (l) Upgreding the Regional Administrators to rajor
departmental executives reporting to the Secretary
through the Assistant Sccretary for Regional
Administration (seec A (5) wbove), poscescing
line sutllority for all departmentael progren

" operations within the region, and ranked at
‘ . Level S of the Exccutive Pay Scale;
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(2) Fu]] decentrelization of authority to regional
exccutives to review end epprove State plans end
to revliew and approve epplicetions for grants;

(3) Strengthened staff support for regional adminis-
trators so that they can nanege reglonel deport-
mental operetions in fect as well as In nom2,
C. After substentisl progress on A end B ebove, _transform HEW
op“ra\!n~ bulcnnﬂ inlo cuu,Luuuixr sbuff of )icc" to the uOCILL&TY,

P AR ——

regrouning an aﬁd upgrading thcu into ° tblhv or four broad clusters

s
l_x-.__ -

of reloted steft ﬂCu)\LLiLu “such eo--

o

~«  Health ond Velfere
e uOCi&l 1nauzance end IwCQJ" HminLcnzncv
- FJucat;on ond Menpower

D. - Finnlly, after reforms A and B are subotontiolly achieved and
- reform C is in progress, tronsfer or, in .fY“_QLfLPAh“ﬁJJ
delegate to HEW the progroms discussod in the confidentiol

Appendixz to tnie vorking peper.
i

-

We have developed these recommendations in greater detodl
beloire :

A. STRENQTHFEN SECRETARTAL AUTHORITY AND INFLUENCE

Ceneral Raticnale

Tt is our unanimous conviction that the strengthening of the Office
of the Secrctary is the most urgent orgenizetional need in EEW. .In
contrest to the thinking which eppears to prevail in the Depariment,
we believe this need far exceeds thet of combining end upgreding
operating units. The Sceretlnry of HEW musi hove control.--of progrems,
of budgets, end of 01Lrn17nbion s ~-before ne delegates auitnority to

line subordinates with independent sources o“¢pou,r end influence,

If the Sceretary is to moke HEW a dynamic, cohesive, and progressive
organizetion, his office must be strengthened in slze and in quality. -
While the Washingbon hcadquarters of the Sociael Sccurlty Adminie~
tration elone has 312 professionals, the Sceretery of HEW has only
160 sunlytic, progrem-oriented professionnls et his disposal. This
figure is comparsble to other departmeninl steffs such s Treasury
(185) end Interior (116). Its inadequecy becomes evident when
contrasted with the 1203 professlonals who serve the Seercinry of
Defense : = , .



-expensions end, vhere necessaery, cutbacks., I

oA,

H P R R e e e A o

The Secretary rmst be able to impose his speeial perspective
on subordinztes, conmand their loyalty to Presidentinl purposes,
and surmount the freguently parochial claims ond intercsts of HEW
operating units. With e strengthened steflf, ckilled in modern
enalytic end monggeriel tccnm.qucu end infused with a sense of
urgency ebout delivering services to people, hie vill be in a
position to challenje end, when nccessary, drematically change
“business es usual" routines. RPacked by steff, the Sceretary
will have en indlspenseble independent base for his own.judgment
and decislon. )

Upgroade Under Secrctary to Deputy Secretary.

o Secretary--not even & super-Sceretary~-can iun HEW alone
He needs e deputy who essumes his burdens fully when necessary ond
¥ho has the stature to relieve him' of many dey-to-day operationsl
details.. Current top menagement in HEW operates as o teem. Ve
recommend that this r»elationship be institutionalized througn
upgreding the Under Secretexry position o Level 2 of the Execcubive

- Pay Scale and its redesignation es Deputy Scceretary. Ultinmately
(&} - ! W W

this wove will elso provide greater flexibility for wigrading
other top-level stefl,

Strengthen Staff for PTO~IU1 Plenning end Evelustion

Vith establishment of an effective progrem plenning end
evaluation ¢ staff, under the Assistant Secr“tm"" for Progron
Coordinetion, a promising start has elready been mede, Tals group,
now numberirg 2) professionals, should bg doublca or triplcd es
quickly es possible.

This steff should be primarily responsible for two functions.
Jt should e“:gig_jg_i{:igzgzjc progrem review, sssessing the
actuzl eficcts of vrogrens olter 4 hcy arc in operation, end feed-
inv bock the rees ults Anto prozram chonge snd ta getary decisions.

It should )60 jdc31" &?ETO"ChCn i1

fradv A AFVID

'

oat 1LRLJV Y0 reauce, vlcss*n&

.._. st liacctiomnd:

the

‘soclal NHrobloms, anfd ascist in Lc11vninv legislobive programs wnich
v
ieec

conld brivv them dnto el

The need for such & staff is self-evident. The Secretary mist
have his own indepondent cepocity to develop menningful essessments
of the impact of operating y:o"rona-~&nd to propose iﬁwoth*onu,
the Secretary lecks
L on progra: a
ams .

staff for progsram revicsr, he will be totrlJv depend

eh
Qparn»orb for revicw ond essescment of their own prog

The strengthensd progrem planning and evaluation -staff shouvld
expand its usec of the latest methods of cost-benzfit and systenms



Ll ]

analysic adepting them to HEW's par
develop usceful. measures for "bno’}
income, and other program goals, s
gress toward these goals.,

Liculay N“Ld s G "hou1& seck Lo
"]tn;" "education;" "subsistlence"
a basis for conclusions ebout pro-

In certein arcas the progrem cvsluetion and plonuinu staff chould
wvork cloccly with the proposcd Office of Soclal Research described
.below. The responsibilitics of progrem I]ﬁl“@”u and evaluctors would
be somcvunt more short-term, but.the two offices would cooperale in
the arca of problem definition -- assessing the noture ond extent of
coc;nl PlObILL which Hud programs ere generally lntcndcd to mect -~
and in investigoting far-reaching social proposals whlch have elreedy
excited substontial popular interest (e.g., Tomily ellowances
negative income tox, use of sub-professionsl personncl in nedjc;ne
end educetion, femily plamning, ctc.)

2Add Secretorirl Staff Cenzcity for Socia). Research
- < =¥ - -

HEW should be searching constantly for new idcas end insights into
complex social problems. To coordinate and supplement reseorch ectivity
carried out in-its cdministrations, we recommend the esteblishment of
an ‘0ffice of Sociel Rescerch in the Office of the Secrctary, heeded
by en Assistant Sccretery, which would be comparsble in purpose to ARPA
in Defense &nd the program 5nnovution wetivities of 020,

The 0ffice cf Soclel Research “should be cog :nizant of the 5COpC,
content, and reswlts of rescarch ectivities elsewhere in the Deparb-.
ment and provice advice to the Secretary on the reseerch dimensions
of the Depertment's responsibilities. It should have en edvisor's
voice in ‘discussions concerning resource allocation between compeling
rescarch needs.

In eddition, the Office should have funds of its ovn for support
of basic avd rwn11cd sceie). research wifhin the depariment and in such
.nOH“FOVCTﬂu-zuﬂw_lp"”1or as nlgﬂliihgl_ﬂﬂﬁi) and_university institutes
for research on public pclicy. The Office might well becone the log;cal
site for ihe most innovative program staffs in 020 vhen and i it is
deemed desireblie to bring the remainder’of OEQ into the department.

While it should undoubtedly steit small, &professional staff of
15 administrative end 20-30 rescarch associates, working in govermmint
or on contract, should be &n eerly lerget. .
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Give the Sceretary Management In{piativc in Budgeting end Legislative

iﬁ;ﬁnﬁgif
.

We believe that authority for departmental management derives
Lrom a Seerctary's possession of superior information, superior
evaluative enelysis, superior ncw ldeas, and total control of the
budget process. With these cenvictions, gg_xigg;g}&hﬂglgzgmpgpg_gﬁlg_
gireuleting in WBW to tranafer respons ibA1ity for program_cvaluntion
end developnei

developrent, congressional relotions, and tudnet composition Iron
Ehg_§gcrcturx;gr HEW to functioral line subordinates., These functions
oxc wlrcedy decentrelized i HEW, in fect iFf not in form, to u far
greater degree thaen 36 cons tent with strong Sceretarinl or Depart-
nentol monagement,

n
is

Accordingly, we recommend thet these functions remadn in the
Office of the Secretary, and thghgggggﬁgzggﬁfor decision-making be
garefully revicyed with en cye to fosbord ng and retaining initiative
Lhe Secretory. Tentat ive Secretarial judgments on

15 _Progrom areas, on the rati

in the hands of

omountis to be spent, on reelloca
of support for new, untried pr

85 compnred to onpoing prograns,

and on tolol budgct rooucsts o e rather than follow, the
'—“‘-;m—""'— :{’:—~ "*‘—' T — e o T o i e e;r_..)
submission of spending estimate d_spending plans by

opereting units.

Dizd get J 104

¥he independent enalysis of the Office of Progrem Planning and
Evaluution.chould facilitete the Sceretary's ennual re-cevaluation el
departmentel. goels ond rolicies, * i

The Comptroller (Chier Budget Officer) should be the Sceretary's
chiel edvisor on the pece of expenditures, the sources of unexpended
funds, and on techniques for shifting funds to respond to unplanned
demands or unforescen cpportunitieca. His office should provide
tcchnicn; support to the Secretary end his othexr assoclates as they

O e 3 .
develop the broead resheping of the Department's activities from year
t .

to year,

budpet as on effective sanction. It may be desireble for him to
freeze the Llow of funds in a projrem led by unresponsive or
reealeitrant ndminiq;;g&prs. Such en unprecedentod act, eppropriately
slolffed and backstopped, would enhance responsiveness of line operators
&s well es Sceretarinl bargaining strength vin—a-gig Congress.,

o

We also believe that the HEW Secretéry ciin occosionally use the

\
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I,_("_{;- slative Pro

Tameas LA

/ The Ofijﬂ of Legils ‘Lt ion 'hould be tuc uCCT‘L&TV 6 chief
atnff exrm for the leglslative process. It can play o mnjor role in
‘the trunslebion of new D’O ;ram ideas into saleable legislative

Ilux

- packeges. At the same lime leglsletive plenning should be responsive |

to, end undertaken Jointly with, other Sceretariel staff offices
(P;o*;&” Evelustion, Socinl Eescerch, Budgeting) once Scerctericl
guidence hos been received. : .

;/ Steff in the O ffice of Leglslation should be sufficiently
lﬁnfownﬂd ebout the details of major legislation end the sensibllities
.of congressionsl comnitiees to ofier.bolh technical end politicel

.......

EENS

advice to the Secerctary as well &s aseist in the preparation of
tcstﬂrJnv Tt should bring legisletive proposals into final form.

At the geme tihme, on behall of the Secretary, it should helt

“cgJulntive efforts at lower echeldns that erec not consistent with
departmentel interesis.

The present staeff of 9 professionals should be increased

pubstantiolly--perhops doubled. g

Improving IEW's Adminislraetive Services

Administrative services in HEW leave much to be desired. ' Personncl

- programs end ofXices .are numerous and fregmented. Despite critical

personnel. ccf;c:curlou end needs, there is ro depertment-wide training
program. The D2poriment has e weak mancgement information systom and
is only now leying the groundwork for centralized dato vrocccsing end
storage. It 1s unresponsive to burgeoning requirements for office
space., ITis weak Office of Public Information needs Un&rnuin~ and.
expension.

In &Rdition to the generel. improvement of the efficiency end
quality of its administretive services, the Department should concentrate
on four cxriticel arcas in the near fatire:

(1) Recrulting telented executives, ‘throufh leteral
transfers ascross agency lines, perlodic reassign-
ment of upper-grede personnel, and a readinces to
cut red tepe to competes for breins end telent.

2) Remedying the shortege of mansgement personnel at—.-
“ L& (%) -

all levels in nearly el). administretions through a
departuent-wlde mancgement treining program.

g



ATAIHISTRATIVEDY CONFIDERTLIAL
9

.(3) Instituting department-wide duato collection standoards
end procedurcs and o management information system.

R (%) . Paking the leod in'n program to eimplily procedures
for grant-in-ald epplicetions, administration and
financial eccounting. . s '

Create an Office headed by an Assistant Secrctory for P*o"xnm

o e e

C00111h&u'0“ hc,tuunJ _Administration, and Iﬂu“rbO\“InﬂPntﬂl

yoiutiggi

Tne rationale for such en office, as steff to the Scerctary

for operational. problems in the field, for department-wide progran

coordination and intergovermmentsl relations, ond es & channel to the
* Becretary Yor Regional. Adminisirators, has been discusned with the

generel recommendotions for domeatic departments in Working Popor

No. 2. HEW nceds such en office because of the diversity of its

programs end the reletive autonomy of its buresu offices in the

field which, in progrem matters, presently report directly to counter-

pert Munctional dbureeous in Washington,

gk g T Our recommendation for an Assistant Sccrctary for Program
' Coordlnnuuon, Rcr10"-1 /nujnl Lrnujon, and_Intergovernmental Relations

1 not meant to iro1n+v Lh“ u“C?(lﬁlV from the TiOIn. On the ocni*ur"

ohi 0ffice to_preserve o ajrect channel

1t would b“ +h'- nu~“q

An Assistent Sceretary for Program Coordination, Regilonal
. Administration, end Intergovernmentel Reletions should have the
. *. gtature end the suthority to bring together all the units of HEW
’ involved in a perticuler problem and work out & concerted eppreach.
He would seex to minimlze wasteful, ninHnncd duplicetion end overlop
but at the seme time also help eliminate "underlap" ~-those progrem
gaps vhich deny JEY services to many in urgent nhcd.

B. UPGRADE T RECIONAL STRUCTURE ALD DLCT"TRAL Z5 PRO 3RAM OPERATICNS

Tne Provlem

.

BEW's field offices have trad1tin“01]u Yeen dithle morc than
condulits between ell~voz-11ul hu.P1P' ton bu““nuq and State nVChcinQ.

s _ Until very reccntly most HEW edninistrations head thc*r ovn ficld
- offices. VWhile the Ticld suructuvcn have recently been consolideted

2 . 5nto a dP“n’umeuuﬂl uCL vork, hn“ regional dLICLLOlﬁ fun"' Lo n”lxq *]V

08 int"rro"cvn ental. DUU'!C relntions ,en1usau,vtich) cooAu' \Lorn

. ——

vithout muchc, and bcu"c,ccnc;n. They ere bypassced in the field

e
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. ) decislon-making proccss by nom tnal subordinctes (functional assistant
rcgionnl comaissioners) who geb their marching ordcrs from thelr
urceus in Washingion. Crants in excess of $10,000 per annum are
releyed to Woshington for review in nearly ell edministrations cnd
programs. Many progrems bypass the regional offices completely.
\

Recommendation *

. el 7. euided by well-defd nfﬂ_PTuﬂTPM policiles nrQV‘ﬂﬁﬂ hv.ﬂﬂzhiﬁi

zgyigi_qnd action on particular fuxltndggpvlicntJo.. should toke u]ncc
in the ficld. Othervise government will-continue to cno‘c in the
Joyers through which grent epplications must trevel.:. It must
regionalize and decentrelize. This can be done, in HEW and elscyhere,

4 the President insists:

(1) Thet HEW's regional edministrators be upgraded to
chcl 5 o the lwccutn re Pay Scolc; 1 c., to 8 rank, co11brﬂ

uccrctoricn

(2) Thnt rcaionnl edministrators be given adequate sialfl
and euthority, as major line executives, to epprove
progren grents thet satisfy the’law end departmentol
policy end regulations;

el S e g RS e (3) Tnat Woshington burcous cleor end channel policy
- s ] *  + dircctivec vie the OfTice of the Secretary to

reglonal. edministrators--not direct to bureoun
field representatives; . i

(4) That Cebinet Secretaries deal directly end frequently
: with regional administrators and support them in
contests with departmental bureaus.

Discuunion ) ¢ o

Reglonal administralors can, and must, be regilonal HEW
"Seeretaries." We reject completely the vrelimiunary HFW conclusion
that regilonal administrabors cnnnou have ; Tinal euthority ecross the

. full-rangc of functioval respons ibilities. Line authority must

% flow directly from the Scec: ctary to the regionsl director; -end he,
in turn, must be responsible to the Secretary.

"The Reglonal AcmininttutO“ﬂ should dircct and coordinate 6ll HEW
s progroms in their respective rcgionr end effect upproprlate cooxdlnmijcn
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vith reglonal offices of peer deparimen ..-/ Regional edministralors

should provide inputs into departiental program planning end policy

/formulution. They should help develop multi-year budgets end should
¢ yeview and, i ncc obP’), recommend revision in reg. onal suborgani-
[ zetionel budgets with tid eid of their own PPAS arms.

They should be celled to Weshington for steff meetings frequently
and provided with information that encdbles them to ect authoritatively
vis-o-vis subordinate regionnl personnel. TFormal instructions from
Weshington burcau chicefs to the regions. should be spproved in the

i Office of the Sccretory end flow in his neme to the reglonal adminiec-
/ tretor. And burceun personnel in the regions should look primerily to
the reglonel edministrator, rather then burcau chiefs in Woshington,

for their direction--end for their carcer advancerment.

In the Tinnl snnlysis, the reglonal office must depend unon the

uocrc»nwx nnd vill rcplicate Weshing pfn “4n terms of power )CWnLion
he uc\;otnzv 8 sireng

retory’s si th vis-a-vis the burccevs, measured by the size
end. cunubL1iL" of his stefd; his stelutory powers over all the
Department's functions; his powver to Tix the egenda in meetings with
agency heods; his pover to arbitrate jurlsdictional dispulcs; and
his capecity to reserve to himself and make £ll importent depertmentel
decieions: ell these will define the latitude and the pover of the
. reglonal director.

u' 32 V.IAC’}EI IS S8 i WiC R R S { HLT\T qu‘J’ Yy
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C. " FRANSIORM HEY
. 0 LC S T THE
E BROND CIO5TRs

Tho Problen

e s e e e

Eirht heads of operating units in Washington now report directly
to the Seceretary of Health, Fducatign, and VWelfere. -The fregmentetlon
of NEW's vrogroms enong these operating units has raised program
coordination problems vhich erc politicelly and programmaticelly
difficult to conquer. Three Assistent Secretaries are presently
essigned responsibility for progrem coordinetion in HEW with their
separale oreas of functional responsibility being Health and
Scientific Affairs, Pducation, ard Individuel and Femily Services.

There is some temptation to begin Immediately to realtgn these.
S, Vashinrton administrations.end burcaus into o more logical. and,

l/ Ve recognize that csome activities of the Spciel Sccurily
Adninistration might well be handled directly between Washington
headquarters end local offices and thus would qualify es en
exception to the recommendations we have advenced.
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vith reglonal offices of peer dclnxtn-ut..-/ Regional edminislrators

should provide inputs into departmental program planning end policy

I formalation. They should help develop nulti-year budgets end should
‘yeview and, il ncc ubLl) recommend revision in reg.onal suborgani-
[ zetionn). budgets with thd eld of itheir own PPRS arms.

They should be celled to Weshington for steff meetings frequently

- Ny

1L

end provided with information that encdles them to ect outhoritatively

vis-o-vis subordinate regionsl personnel. TFormal instructions from

Uavbjn"Lon burcau chiefs to the regions. should be approved in the

i Office of the Sccrctory end flow in his neme to the regilonal adminiec-
tretor. And burcen personnel in the regions should look primarily to
the r¢~jonnl edministrator, rather then burcau chiefs in Weshington,
For thelr direction--and for thelr carcer advancerent.

In the finel snnlysis, the reglonal office must depend upon th

S"chuHW\ and will 1Cun1ca,0 lf'h)n_pfu in tﬂ:m, of Ipu“r rc1ntion,.

Phe Sceretory's sirength
end capebility of his ba,x, hL, tetutory poﬂors over ull the

Department's functions; his pover to fix the egende in meetings with:

agency heods; his porey to arbitrate Jurisdictionazl dispu\cs; and

his cepecity to reserve to himself and make £ll importent deportmentel

decleions: a]L thc.c will define the latitude and the power of the

C.'.TR!‘S?? 14 HE?'S
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'Tho Problen

Eight heads of operating units in Washington now report directly

"UT”TWU“SWI'

.__.___..._....—.

to the Secretary of Health, Fducation, end VWelfare. -The fregmentation

of NEW's vrograms emong thcsc operating units has raised program
coordination problems wvhich erc politicelly and progremmaticelly
difficult to conquer. Three Assistoant Secretaries are presently
essigned responsibility for progrem coordinetion in HEW with their
separale oress of functional responsibility being Health end
Scientific Affairs, Pducation, ard Individuel and Femily Services.

There is some temptetion to begin immedietely to reelign these

l/ Ve recognize that some sctivities of the Spciel. Sccurity

Adninistration might well be handled directly between Washington

headquarters end local offices and thus would qualify es an
eLCCthon to the recommendations we have advenced.
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therefore, ‘a more managenble patiern of udbulvnﬂrtm‘nxh, possibly
corrcasponding to the division of labor among the Asslistant
Seceretarles for Program Cocrdinntion. If implemen’st d, however, our
recommendsntion thot operetions be ded CCAt)n]I/Cd to the field o nud

poljcv fo:.uln

S

effect on th
and elso on thc

e

cenbroliz ”4 :m '\"'nin Lon will heve on er :’)4( 0USs

5L ton OI*‘O"" £ the buzanf in the dcnﬁ“'w“nu

three Aw:: lxm.., Secretories.

Recommendation

Ve recommend that any formel regrouping or qurprirfm_i;Eh?
funct‘on«l ndmi.1htzngigq:_bg_QfJﬁvcd until nfbvr the Scerctnry 18
ptrcugticned and operations ore decentraliz nd Precipitous creation
of dcpu”‘ ents heoded by S Secrctories would further erode the

Sceretary's alreody fregile avthority end confront him, the Reglonal
Adminisurnlorn, and the President with three or more stronv sub-~departien

independent in fect 4 not in noume.

Put efter the Scerctnry's staff hes been strengthened ond the pro-

cedures for tonw]cr 1. C“ClyiO" nave been rﬂﬂ‘f4og to give hin

uiVC» and v reglonal nurln1"\~n 0TS

been un'.aﬂﬁd end d'“‘ﬁ"”*" ed, ¢ >} trnng' wtion of wn?hit )
OU"TQLLH_ units into subsientive Sceretariel & ¢ is mandstory, ond

Pt Gt

nits into t‘?mu or four clusicrs of reletca

smw:w*rwﬂn thw"ﬁv’
cuerf petivi L’“* can ve undecvaken.

At gggg time thc three Assistent Secret rics for progrem coordina-
tion menbioned should probably be transformed into threc or possibly
four Under Sceretarles to head the major aub tentive stalf olfflices
reporting to the Scerclary.

Discugsion

While we have offered an exsmple of three broad grouplngs of
related cetivities (¥cn1th end Welfere; Socisl Insurance and Income
“Maintensnce; Education ond Manpower) os a possible model, we would be
jnelincd to defer to the Judgment‘end superiei knowledge of thc
Scerctary and his essociates on the precise composition of thes
regrouped end reconstituted units in HEW. We would urge an org aniz&tio:c
scheme that reflects the following principles: ‘

(l) The new substentive staff offices in Washington should
conduct progran rcocuxch, design, and evaluation
within their ercas, ond provide policy guidellnes for the
. administraetion of programs in the field. Wn'hin Lﬁu
officinls would not be responsible for

hovcvcr, vhich ohould be decentralized to Lho rcgion,.




N BRI S ISP 'S WD Supie ¥ AMINN  WNSIE SRfvITIVEN
: 13
{ g 2
' (2) Sub-departments should embrace complementary or competing

groups of interests and programs rather than represent
highly-orgamized and self-contained professional ErOUS .

Thus, we would favor & sub-D: ‘”rtwﬁnt of Health and
HOJI‘@_, yev & _sub-Der ts for Healih and
: Welfere. For the forcsccable ;uLulu, the latter

. ) onpctt to us to have & high probability of belng
dominated by professional groups with views not ncces-
sorily synononous with the public interest, §ince there
ore health components in nearly every welfare progren,

: . and welfare lmplications jn 8ll health rescarch end
* services, grouving thesc complementary edninistrations
under one focus ‘of exceuntive leedership would sub-
stantielly improve efforts for progream coordinntion
i , and integretion at the Secretariel level. Oa the
other hand, coa*gLnﬂt101 pronlen, would be c;uccvbatcd
. by scperate elevation of "Health" end " clfnre

b -

(3) Until suthority of the Oifice of the Secrctary of HEW
is vexry firmly cstablished, we edvisc regrouplng
operations under officials with the title "Under
Secretory" at Level 3 of the Executive Pay Scale
rather then under officiels with the title “"Seeretsry"
et Level 2 -of the BExecutive Pay Schc, as currcntly
edvocated in HEW,

" y Progress toward achievement of the Louls of a vigorous
~ ) . decentralized Depariment, mansged from the top down,
' would svggest future re con°~ﬂrruuj0n of the desirability
of elevating functional subordinates of the Secretory
of HEVW to Level 2 end redesigneting them sub-Cabinet
Secreleries. , ' .

One possible plan for interncl reorganization of the Department,
which reflects the principles indicated above, is appended at the
end of this report. -

1

2 ORGANTZATIONAL ALTERNATIVES COIIST )thD AND REJECTED

ar

A Seporate Depertment of Education

? . The case for ' separate Depariment of Education has been argued
with two volces: onc against & super-Depariment of W, and the
othcr for & Departinent of Educntion. :

Onn band of advocates for & scparate Do nurow"nu of Education,
or Fducetlon and Iﬂnaﬁ:ﬁ;J b"]J"J\q thﬂt Pl is nov L[mw]' too. big
ond too unvicldy. Tney argue )i is unmﬂnurrnb] " duﬁ Lo the
diversity ond mﬁ'nitdln of its missions and programs.  Furihervsore,

-
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they belicve that educetion programs are not closcly related to
heelth and welfure efforts and could be administered by a separate
Department without seriously increasing the problem of interdepart-
mental coordination. Finally, they argue that the President could
.not get enyone substantively qualified and politically suitable to
run o strong MEV (plus manpower) end thot, even 1f he could, it

[0 R

‘would be uvnwlse to vest o much authority in one man.

Those positively favoring a sevarate Department of Education
note that cducction is ot or ncar the top of the 1ist of vitol
public PCiLVlyL(’ affecting . every citizen. The Federel role in

s e, g e

educatfon hes increascd zegid1y during the last three yeors ond .
promises to advance et & coirparable pace in the yecers aheed.

The creation of e Cebinct-level Department of Education would
nticjnatr this prowin and Rgg.jor cducation with vtrini]i{"_nnl
enhinnced status,. .And the President's recruitment of gifted people

to manage the government 's growun~ educetional progrems would be

cased considerebly.

The Task Force rejects the main lines of both the napative
and positive arpument. We D“l[CV' - that an orgonizetion embrecing
varioug activities and progroms, ao"jrmvd to Amprove the well-being
of the 1PdLVTdel and the family, is Vi:hi? nuq_ggglﬂngg}g.
Every-effort to cone wit h h poverty, the cities, hendicapped children,
and sinilar problcms indicates that hesltn, educ aLinJ ond_weliare
are. lndeed inter qucnlonu. With most of the instruments for
serving individunls and families united in one Department; «its -

‘Seeretery is in e position to cerry out comprchensive planning and
"enalysis of individual, family, and community nceds end to meke
comparetive Judgmenls in ellocating resources emong alternative
Programs .

We elso doubt that the time is now ripe for the crc&tion of &
Cobinet-level Department of Bducation whose e principel, component
would be the Office of Education. In qpite of its dynamic top
leadership, the Office of Education remains poorly : Qtufl(d
genexelly. It continues to be dominatea- by Stat e-oriented pro-
fessionnl educators end former State or local school administretors
who are timid ebou’ eny Federal role in cducation end iu,nf11c1enu1v
devoted to change end innovation. It is unable.to cerry through
yenetrating enalyses of current problems and needs, to lay down
- the broad objectlves of government action and to implement pro-
grams which will truly serve thosec objectives. rjna]1v, it epnears
to have neither the desire nor the contacts to deal ef cctivclv vith
the scholarly comaunity.

The Task Force -believes thot Prgsidents in.the future will be
better scrved by fewer strong departments than by a hro]i”ﬁ“utjon of
weaker oncs dominated bY“JD\Clﬂl interests. It is eppcc;ully
importent that the President have his man running the show in HEW rather
than a voice for any epeciel. set of intercots. The less dependent, Lhe
Secretary is on special interests, the more effective he can be; and
the more objective will be his recommendations to the President.

-
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direciion.

TUE TR SUD-SECKEINKIES PROPOSAT,

Last Kovember HEW edvanced a proposal to reorgenize the
Propos G
eparinent to make 1t more manageeble and ol the same time to

stave off pressure for e separote Deportment of Education. The
broposal suggested' the estovlishment of three sub-Cabinet
depertments (Jeolth, Education, end Welfare), each headed by a
Seeretary, snd cach responsible {o the Seerctary of HEW,

. Shortly alter it was put forvard, the President asked
this Task Force to evaluate this plan. Ve unanimously sdvised the
President to wostpons any endorsement until all other organizational,
options were explored. « '

Jhe Tesk ¥Forece has now examined the organization and operntions
of Hull in considerablc detail and has unanimously concluded that
HEW's priwnry orgontzotional provlems are stefi rather then linc,

We unenimously disagrec with the conclusions- of HEW's in-house

reorgenization task Yorce which edvocates sub~Cobinet departiienth wvhose

Secrcteries would be given large stoffs and broad responsibilitics for
legiclation, budget, progrem Plonning and research. The HEYW Frovp
geems inclined to cut into the Scerctory's slender steff resources

Yo estahlish stnff slots for his cub-Cabinet subordinates. fnie

recommendetion would, “if implemented, move 4n precisely the wrong

-

This J& pot to sey that grouvpings cf broed functions should
not ultinmately be undertaken. Tne Proposcd Renabilitative
(Comnmnlty) Services Administretion is a step which the Tesk Force
conmends . But, regrouping should follow, rather than precede, the,
effort to strencihen K

englhen the Secretery and should inelude the trons-

formatlion of burcous into starff units rather than their clevation

in the lire. Care should be teken to insure that the new starf
consolidations do not increase the difficulty of croés-functionql
cbordination, lengthen lines of commnication unnecessarily, end
become more cusceptible to "copture" from below by their burecau-

creacics,

Since the Taree Sub-Sceretarics Proposal. vrovides little
reassurance ecainst these densers, ond particvlorly since it makes
no provision for etrengihening the Office of thno Secrctary, we

do not believe it should po advanced at this time,

o~

Ve also toke exception to propesals by the HEW Task Force ithat

decislon-making end grent epproval euthority o ag?ncy‘T{Eld of flcers.
As indicated elsevhere in this report, we recommend thnt departmental
F ] J }._. ks

regionol directors be Lransform2d into gencra. exccutives with the
rank of HEW Assistant Secrelnyics, and favor cramntle decentrnlinn-

Eiggﬁﬁghyhﬁm_gf_iiglﬂ_ﬁazii}gﬁﬁ for 21). functional Rprogrema fa bthe

- HEW Volster its present field siructure by delegating modest

dcugytmcnt. _ 5 S

L2
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A FIUAL, RFPORT OF
THE PRESIDENT'S TASK YORCE .
. O GOVERIMENT ORGANYZATION

APPENDITY. O WORKITG J'\?IE\LR 0. 3

PROGRAM TRANSFERS IHTOQ HEW FROM WiE REST Or (O'JT.I(TRT'X.

An HEY strengthened at the top end infused throughout with an
cnhenced cense of common Lonl could have great im‘puct on Amexricon
life. As HEY Lecomes th ':_J)“l‘ ime contractor for % Socicty
ak ﬁhrm'ld _pssume Lonnd,_prozrem burdensg m. 3 ared h)
.01\ exr _departin "n- & b 1,n ecral, to renty trem_resyonst,
- bidldity for human :'__qgowcc dey c];gp_g:cg_g_pn:l cc... er

Ly

.Y

RELOCATT MANPOWER PROGRAVS FROM LABOR TO NEW

Ve recommend that responsibility for national manpowe )
'br‘ transferred frc m_thi Sceretng Y d T'{::';"v{;’——bn" Seerelan; ¥y of T
. K Fonpover Administration should ve created in Heal, with status
equal. to that of the Office of Baucetion. It would be composed of
the Vocational Rehabilitetlion Administration (now en independent
adninistration in HEW), the Burcou of Advlt and Vocational Edaucation
énow in the Office of Fducation), the Buresu of Heolth Manpouwer '
now sn thc Public lealith Service), the Job Corps (now in 020), end
the following burceus end progroms now in the Lobor Deporia "xt'

(1) Burean of Worl, Progroms (cu‘rrcntl;;_jpﬁ.r;z.;r-fl:cd o

Tahor by 050 )¢

o. The Neighborhood Youlh Corps.

b. The Kenncdy/Jdevits Speciel Impect
Urban Public L‘zr.plo;m Nt Prograns.

¢, The Nelson/Scheuex Amendment Private
Employment Programs.

S —

L.

(2) Manpover Develovment snd Training Act Progroms:

&. On-the-Job Treining (0JT), from the
Purcen of Apprenticeshin and Traeining (ﬂ:u)



ADMTHIS L.“%nVTLV CONFIDEATIAL, -~  SENSTTONG

2
[ 7 sbe Institutionsd Troining (HEI slrvcady
S sheres reoponsivility for these with
/ S skill %roining now vested in HEOW) Lrom
' : the Bureau of Employment Security (BES).
Ce ExPcrlmcnt;l end Domonstration Projeets
from the Office of Manpower Policy, :
Yvaiuation and Rececrch . )
/ In sum, we recommcnd the transfer of the Office of Manpower:
/ Policy, Eveluation and Rescarch end the Burcan of Work Progroms
from Laboxr to MEW, togelher with certain present functions of |
PAT ond BiS. Most of BES end BAT vould remain in Labor because
of thelr other Functions and their close linkages to the Inter
state Conlerence of Employment Secourlty Dircctors ond the
Duilding Y'rades Division OL the AFL-CIO,
Thc Sceretery of HL&-—or the new Manpower Aduinistratore-
-might wish to contract with Blote employment sexvices, for
reeruitment, counselling, ' referral end plecement of Job trainecs
in some or all ereas, buiu there would be no requircment that he
do 60. 4
* Ravlonole Tor Recommendstion { :

Manpower Development remalns one of the central, comprehensive
goals ol the Greut Society. Originally concelved to meet the
- apparent threat of avtomation durlng & recession, manpower Progrins
are nov ahbmed primarily at the young end the old who are unprepared
educationnlly end culturally to perticipete in a rapidly-evolving
full-employment cconoiny. Manvower D“O")F“; :cwn1n the major vieapon

i W epmeind

in the Var on o"criv znl 0 Cx 1u;CﬂJ lement of the Administration's

effort to create onporturity for l”lJﬂzu of minoritics.

Manpower programs ore nov scatiered throhuh HEW, YLabor, and
OEQ. Federol manpover approprietions, ineluding rcmédinl and
vocational cducation, skill training, ccun,cllivv and rchnbiljtqcion,
have increcsed on o piecemcal bzsis Trom $2757million in 19861 to
$2.1 billion in 1967. Unt nfortunately, comniehensive mannowsr volicy
is non-exisicut; et ell levels of hpcc:nnrnt, there is en excesgive
exount of ove ; _tdon (i-e., there ere scoxes of
separate, jqupnnu ent | r'”p0u_r nzov*".a in operation in PBedford-
Stuyvesent area of liew York City elone, conducted by e maltiplicity
oi State, count,, locnl, and privete non-profit inatitutiona)

(3
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/I R Institutional Wzntnin" (HuJ alrcady
0 sheres responsibility for these vith
< gkill %raining now vested in HEW) Lrom

/ ’

I

the Burecan of Eaployuent Security (BES).

C. Eyncrlmhntzﬁ ond D2 “oné* ation Projeets
from the Office of Manpower Policy,
¥valuation and Reseerch . ‘)
In sum, we recommend the transfer of the 0ffice of Manpower
Poliey, Eveluation and Rescarch and the Burcau of Yorl ¢ Progroms
fronm Laboxr to HEW, together with certain present Tunc»iona of .
PAT ond BUS. Most of BES end BAT vould remoin in Labor because
of thelr other functions and their close linkages to the Inter-
state Conlerence of Employment Sccurlty Directors ond the

Building Y'rades Division of the AFL-CIO. '

Thc Sccretory of HEW--or the new Manpower Administrator--
J i

-might wish to contract with Btote employment services. for

reeruitment, counselling, ' referral end plecement of Job- trainees
in some or ull arcas, buu there vould be no requircient thn; he

ao 6o«

- Ratlonole Tor Recom: 'nlqti - .

Manpower Development rewains one of the centrel, comprehensive
goals of the Greut Society. Originally concelved to meet the

o~

- apparent threat of antomation durlng & recession, manpower Progréc

ere novw aimed primarily at the young end the old who are unprepared

educationally end culturally to perticipete in a rapidly-cvolving
full-employment econoiny. Manvower vrogrems remein the major veo ,ml

i“ the HQE_EE_PO"<r1v end o cx i,;enJ cih nt of the Administration's

effort to crecte opportun Ly Tor Wmonoers EI"MLxﬂrLtjcs.

Manpower programs are nov scatiered throx gh HEW, YLabor, and

0EQ. JYederol nnnpn"“r aprpropriations including rcmédjnl and
vocationcl cducntion, skill treining, ccunscllinf end rehabilitation,
have increased on o piecemsal bzsis from’ §2 275 illion in 1961 to
$2.1 villion in 1967. Unfortunately, c,rn*ohonsive manpowsr nolicy
is non-exisicnt; gg_gjqﬁlqg;l:_o4 rovernment, there is en excescive
exount of overlen aud auplication (i ¢., there ere scores of
separate, 1nchﬁnucnt manpover prog ams in operation in Pedford-

tuyvesent erce of liew York City elone, conducted by e multiplicity
o State, county, locel, and privete non-profit institutions).

-
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city intelligence will conn Lﬂzbnlnn c IitW's tr
towerd State government. HEW will rccecive mor
jcommunities, will have intelligence for more
quhinrton and will have some leverage over o

egencies through funds to support training prog

duction of sub-professional. aides, etc.

l

cditional. orientotion
e feed-beck from

informed Judgments in

cal. conatituent
roms, the intro-

’

/

Ve feel that the Dz partvﬂub of Tebor--for rcnvonn not the

, fovlt of its lendership--has crippling dieabili
ﬂu as o candidnte for comprehensive management

| progroms:

(1) A very weak Manpower Adminiet :~*} on p

ol

ties that disqgualily
ol ell menpover

rcécntly

présides over major Lobor Dopartment Manpover

progrems. Cougress, D&nxlt“TﬂT]V the
Appropriotions Subcommittee, has ster
Office of the Monpower Administrator,
to providc spproprlations for a centr
stefl, end cllowed the counstivuent bux
BES, DBAT
Prograassuuuo renoin virtuelly sutonosn
And, given the excecdingly elose link
the Interstate Conference of Employmo:
Dircctors and ¥
Traden Division, A¥L-CIC, ond BAT, pv
* ©, for building & strong Manpower Admini

4

Lebor exc not very bright.

(2) As the opokesman for orgenized leobvor,
ment finde it virtuelly dwmpossible-to
the discriminntory practices followed
the trade unions, particulerly the bu
trades. With A7 as the governmeninl

53, end between \‘m Buj

Mouse

ved the
refuacd
al rield

b A U’!\,-Jnr

and. the new DU2 (Lu’“%) of York

CUS i .
8 betwee: ' '
nt Secuvrd u}"
1lding
ospeets
stration in

the Depoaris
challenge
by many ol
ilding
outoost ol

the building tredes es well es the administrative
exrm for On-the-Job Training, Labor sinply wrltes

off the possibility that OJF progrems
1o open up building trades to accontuo
lerge supply of untrained novices cvce
manpower shorteges in these skills ox

(3) In attaining the. objectives of MDTA o
panpower progrens, the Nationel/State

can he uscd
date &
n though

e aeute

nd other
Employment

Service presents speciel problems. This gervice -

) is funded through a national uvncmploy

meent in-

surance tox levied on cmployer payrolls. Given

this source of support, the Public Dy
Service has traditionally pleced prio:

yLoyment
rity on

servicing the requirements sect forth by cmployers
and shown minimal concern for the gpplicant wvho

doeon't possess mavkelnable oklllo,
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on OO vwhich we submitied on Dzcewber 15, l
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Yhe Lobor D\pfrlncnt, however, io under sirong
political precsure to vwse the State ewployment
pervices os subcontrectors in manpoye)r progreas
ot the Stete ond Jocal level desplie generel
evidence that employment services feel no greet
urgency to make these progrems work in the
ercas of greatest need. And the Iinbor Depart-
went finds it politicelly very difficult to .
. exert heavy pressure to reorlent Stote se rvices.

(k) 8ince the vast majority of employment service
ptaff will continue to be hired under Steate
"Civil Scrvice requirements and salaries, and
the BAT will continue to take on scmi-retired
business sgents end trade, union patrons, Tabor's
copaclty for assertive and imaginetive leadcrsiblp

of the monpower effort is unlikely to lmprove
to ony cubstentiel degrec.

KRELOCATE ORO?

o_} Wl et this tine,

ravion o5 an
" the r'romnon%nL¢0ﬂJ

We belleve it remains an esset Lo the Adml
independent agency end-sce no reason Lo mod

We do not recommend the tronsfer of 0_9
nl

\O u-_.

At the same time we feel the time

pr rogrammatlically end xﬂﬁWR.CﬁWIV aesi
an cmccv&jvc 6~nultnfht. i
dbovc are nnOULLJ znd 3

ohviou° fu1urc hor“ foy:;:j

00 exr LCV 'Oﬁ-

Ultimate placement of OEO in IEW would plece virtually all
CGreat Sociely scciel service programs under one Cebinet -member,
faciliteting rational program plenning and resource allocatlon,
end integration of sociel services at the commnity level.

To avold o loss of organizational clan at the time of trensfer,
OFO ghould probebly be kept intaet initlally and opcrate as en
eutonomous subdivision of HEl. Afterward, mojor OEO progrems could
ve omalgomated with exicting HEW administrations: Neighborhood
Health Centers with PiG; Hewdatart with OB; VISTA with a new Po“nuniij
Scervices Administration. The best loecnl community acvion prograns
night be supported by CAP funds eppropristed to the Office of the
Becretary and could beceome en operativg avm of the neow stalf 0fTlce

of. Social Rescarch und Program Innovation reconmended earlier.

-
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Previous task forces on government orgmi zation ond in subotontive
progrom areas have rccommendced the cone jolidation in IIEY of the
; | §

ew - Yeterans Administration;
w= The College lNousing Program, now in H UD;
~~ The Bureou of Indion Affeirs, now in Interior.

Ve elso rocommend these changes as substanbively desirvable, howevexr
ypolitically c‘.i.’l“'n(,on. ‘ltvo fipleient. But we do not consider thooe

\.J*x,r..'?cru to be motie: ¢ high priority, cnd we condition our.
« yecommendation on m'icr Am wuvc wents . in depertmentel stalf and

manageme 20l '
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SUMVARY OF COXCIABTONS AND RERCOMEIDATIORS

orm e - —— —

;ntroducyigﬁ e

EUD stends with HEY in the iwmporiance of 1ts domestlc ylo rox
responaibilities to tne socinl problems of wrbon America. HUD'e
predecessor, the old HilFA, was plogued with ncorly ell. of the
organizational pr:n“vr” nnt we have identified in EEY. Thus tne
cboublﬂbhucnt ¢ JUD in late 1965 afiorded fresnh opportunity for
the President to gein control of a host of. vital domestic progrous.

Silnce ]”JW

(A ..\,, \‘.'.‘.l,:].(‘ "C‘
wc c 635} otsq* our iuugﬂh
dec ‘0“» onﬂ n‘:\,.
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We heve focused on three vital dssucs of departmental. orgeniné-
“tion end managementd -

. (1) Tne edequncy end use of steff for Secrotaricl control
und leaderahipng

-(2) e aubhority of, end steff support for, Reglonel
Adninictretors; ' e

(3) Procedures for decentrelizttion of operationnl.
puthority to the fleld.

Cﬁnerai CO“C1“'{OLJ

. Uhe Department hes moved 1nn*d1v to establich & structure rcunonu ive
to unified cxccutlve lendershin in both Vashinglon and the field. The
Office of tho Secrxcbary has been strengthencd through e for-re 1"hﬂn

W
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reorgenizetion of the Department vhich includes:

«= ‘Consolidation of monagement instrumcnts (uni,JPd
departmentel planning, progrom ucvclcp.“uh ond
analysis, personmecl. end budget) in the OfTice of the
Sceretary; '

-~ Merger of the independent operating cgencies of the
earlier era uwnder suthoritative new Lssistant -
Beceretaries. '

~

In the ficld, p*o~:onn towvard decentre 1l"r**gp;L~Iﬁ§gQ. The
euthority and rcnpuanUJ11uy of ficld cxecutives for persomnel,
edriinistretion and tcchnical review of 100“7 project Opp]lCF\nOuS
has incxe uucd but \Uf%‘“3:__ f'chchnnL to '

'dcchnLO‘ nding nu.n)*Ll LJ1~ _the

s RN}] AU\ bo

.C O > “the pwcvzlenx poritern in thn olo

hl,h. LA(CPu for the lora] FiIA dinsurence officea, ell HUD
representotives in the £ield erc under the 1inz ovthority of the
Reglonal Administrator. MHis cepecity for coordination end independent
enalysis has been enhenced throuvgh the esteblishment of & compre-
hensive Progrem Coordination end Services unit: In cach reglonzl ofiice.

—— ——— -

T SUMMARY OF RECOMIFIDAT LOIE.';
e - : |

‘ In ite Liret year as en execubtlve department, HUD has formuloted
and impleiented dnportent organizational reform designed to create s
unified deparitment responsive to the Sceretury and the President.
chorth“1cfﬂ, ruch still remeins to be done, "‘1 we urge the P*csiocnu

e ——— —— c— a—— ———

to_direct }U) o accelerate Jis ectivitics in ~he foilowing areas

. < i - . .
'
> .

A. Strengthen the Office of the Scerebary

=~ Incrcosc end improve staflf capacity fior rescarch
intradepaxtuentol program coordination, - uo1|rv
plonning, snd program rv\va ond cvalinbion tied

R i oot — T S S ——
closely Lo ma 10* budpet end legislaiize decisiona;

- «= Move more forcefully to bring the Housing Assistance
Adminisiration, and especinlly the Federal Housing

Adr1nlvtrnlion, wnder the Lirm controd of thc 3
Sceretary;

Institute en intensive dn-scervice training progrem
. to Oﬂcc1ﬁzu}v the development of sin™ eapable of .

ubilizing new management ond odministrative tools;

.
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/ = Develop the proposed Urbon Institute, after its
’ ‘epproval. by Congress, into a high calibre quasie .
public xescarch end development organization, HUD
“must respond to the ceritical nced Jor regecarch and
technological. development in housing end for othes
arben problems, and this tesk reguires cuntuined,
high colibre inquiry ond nn"]ys.lb.

/B. Build suthoritative, responsive regional O"n‘li alions

= Incrcase the rank end on1!L;o_Qf deportmental

to Level S5 of the Exccutive
pqy noolo und »nprovc the overell grede struvcture of

d)f‘ I'm‘d uu* {11

ruxrrw* Flu] HJ(‘W\n

¢stablinhed progrons, except waen the L ehnienl,

natvre or the acvr“io) of recscurces absolubely
prohivite thic;

e Plnce the FHA Yocal |
operalionnl evthority f" ad
Administrotor. Tran m_the L A
offices into devo _'ulqﬂ outpo h.itu‘4h¢ou\ 1o E
techndeel. supoort end contoct with locel officials

end clients.

DISCUSHION OF RuCOMUNDATIONS

8 -

ORGANIZATTON IN WASHTNGTON

9_:-‘_:'_\1{(—(‘ Of‘ tno q')(::‘.‘(."tnjf:i

Tae 1965 encbling legislotion vested all statutory cuthority in
the Sceretexy, except foxr FNMA, In prectice ¥UMA 1s under the control

of the Sceretory, since he is chelraan of the Board of Directors and
mbhera, To- 6“\0103 G uni qu Uu)rﬂuﬂu<

selects the najority ol its me
to vrban problems and depoort

cen roau VT‘C('

L e

into o geographlce o

~M-uvmt under strong oAvcuuf

In Wushington there has been e fer-reaching effort to organize
stall and consolidate mansgement operations to create a structure



