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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:

v
= )
-

._yf‘ D-’-

e e v e
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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
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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;.

P H N i

N Tt a8 T S TP
. . . $ . .
. . . .

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. ' ) =
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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( -

5;a1.111(,.1. to. /oue c.x:r*m..
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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
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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
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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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