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Dear Mr. Schnoor:

The attached report is forwarded in reply to your letter of June 3, 1968,which included descriptions for three telecommunications organizationalmodels and a list of questions to be answered.

Advantage was taken of your invitation to expand on the list of questionsand to add ideas for consideration. Four questions and an organiza-tional concept have been added. The added questions, with theiraccompanying answers, I believe, will be of assistance in arriving atthe heart of the telecommunications management problem. The organi-zational concept is a variant of your model 1; responsive to the thesisthat unique characteristics of telecommunications preclude the Presidentfrom responsibly delegating certain management functions outside of hisoffice.

The uniqueness of telecommunications is evidenced by its all-pervasivenature, similar to that which may be observed in the field of researchand development. Telecommunications functions as the central nervoussystem of our society. By reason of its availability, the President canbe informed of events taking place throughout the world and order hisresources to impact them. It enables him to provide for our nationaldefense, for it is the essential capability that assures his command andcontrol over our Armed Forces wherever they may be deployed. Otherofficials of the Government also are dependent upon telecommunicationsto discharge the responsibilities assigned to them by the President andthe Congress. The dependence of contending officials for support fromthe existing telecommunication capability results in the need to managethis resource at a level above those who contend. This arrangementwould be analogous to the control exercised by the Bureau of the Budgetover the money resources used by the Executive Branch in the conduct
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of its affairs. Departments and agencies develop strong and divergentpositions regarding telecommunications. Resolution of disagreementsamong these officials is a Presidential responsibility. To arrive atdecisions that are in the best national interest, the President requiresexpert and objective advice from an official closely identified with hisoffice.

Objectivity in resolution of disputes among important officials can bemade palatable to all disputants, only if advice on which the resolutionis made, comes from one who is highly qualified and is not a party tothe disputes.

Further, the advice should be provided by the official to whom thePresident has assigned the task of formulating and issuing national
telecommunications policy, to assure that his decisions remain con-sistent with that policy.

The United States relies upon private enterprise for its domestic and
much of its international telecommunications. Many of these services,regulated by the Federal Communications Commission, use the sameradio spectrum as the Federal Government agencies. Under existinglaw and custom, the President is the only official who can properly
take an over-view of both the Governmet!` and private enterprise.

The organizational concept is described in Section 2*. 8 of the report.It includes coverage of the interrelationships of the executive and
legislative branches of the Federal Government to state and local.
jurisdictions and to industry. The concept clarifies the relationship
of the President to his SAPT/DTM. The proposed arrangement will
make it obvious to persons in government and industry that the Special
Assistant to the President for Telecommunications speaks for the
President on telecommunication matters.

Summarized, the principal tasks assigned to the SAPT/DTM are
(subject to the authority and control of the President):

1. Formulate national telecommunication goals which will
advance our national interests, and assure coordinated
action to accomplish these goals.

2. Assure the availability of telecommunications to
support national security.



3. Issue and assure compliance with telecommunications
policy, procedures and standards developed in
coordination with departments and agencies of the
executive branch.

4. Assignment and control of use of frequencies by
Federal Government agencies.

I am available to discuss my response to your questions and to
provide additional explanation of the organizational arrangements
which I recommend.

Enclosure

Sincerely,

1). O'Connell
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PART I - INTRODUCTION 

1.1 The Nature of Telecomrnuni. tions

To live—even to survive—modern mankind must communicate

more, and more widely. Telecommunications has become the central

nervous system of our civilization. Effective functioning of the complex

structure of political, economic, and social organization which has

evolved as a part of that civilization is possible because means are

available to transfer rapidly massive amounts of information over great

distances. If, for some reason, telecommunications were suddenly

suspended, this complex structure would collapse. None of man's

other instruments are as completely int,pgratecl into a working system

nor as all pervasive as his telecommunications. For this reason they

are unique and inherently different from all other services.

Telecommunications makes it possible for the President to

keep instantly aware of worldwide developments, and to react to these

4

developments by marshalling the diplomatic, economic, and military

forces required. As a world leader this nation requires an extensive

and responsive telecommunications.system for these purposes. Other

uses are to (a) constantly exert influence for peace, (b) respond to natural

catastrophes, (c) interconnect the complex machine of a free enterprise

economy, (d) coordinate assistance to underdeveloped areas of the world,

and (e) make possible an increasingly better informed national and worlil

public.
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The complexity of civilization and its interacting parts continue to

increase. Demands placed on telecommunications increase at a faster rate.

The President and the people to whom he is responsible require the assurance

that the demand for growth in telecommunications will be met in an orderly

and adequate manner.

1.2 Telecommunications is a Resource

Telecommunications is an all pervasive servant that profoundly

affects each individual person, the commercial world, and the Government.

Telecommunications capabilities are basic resources. Not only do they

provide for personal, business and government activities, they also (a)

provide us with a warning system and -thi‘e-means to deal with hostile

aircraft and missiles, (b) permit more aircraft to more safely use our

increasingly crowded air space, (c) point the way to better police coverage

of. our growing crimes and civil disturbances, (d) enables skilled physicians

and surgeons to save more lives, (e) when coupled with computers permits
4

vast amounts of data to be moved rapidly, (f) provides correlation and

broader coverage of metcorlogical information, (g) assure absolute command

and control of today's devastating Weapons, and (h) enhances the movements

of ships and the safety of life at sea -- to state only a few.

Essential to all forms of radiocommunication is access to the radio

frequency spectrum which in itself is a finite natural resource. The

frequency spectrum must be managed with increased sophistication to

assure essential growth of service in the national interest.
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1. 3 Management of Telecommunications 

The United States is one of the few countries in the world which

provides broadcasting, domestic communications, and international

communications services through private enterprise. The Congress

has enacted legislation and established the Federal Communications

Commission to regulate the private enterprise segment of U.S. tele-

communications. Except for radio frequency coordination, the Federal

Government in general has depended upon the departments and agencies

of its executive branch to handle their own telecommunications as they

saw -fit--until after World War II when it became apparent that the

President, as the Chief Executive, had to step in. President Truman

appointed a "Telecommunications Advisor to the President" to assist him.

Each President since him has arranged in some way for a "Special.

Assistant" or a "Director of Telecommunications Management" to pro-

vide counsel and to formulate policy guidance. The problem now is to

strengthen the management function to assure that telecommunications

is best serving the needs and general welfare.

1. 4 Responsibilities of the Presidency in Management of Telecommunications 

The President has the ultimate responsibility for the management of

telecommunications of the Federal Government. He has delegated certain

of his authorities in this matter to heads of agencies to enable them to

meet mission responsibilities. Certain other authorities he must retain

at the Presidential level because there are unique characteristics about

telecommunications which restrain him from responsibly making a



'general delegation to heads of departments and agencies. Summarized

these are:

a'. T'elecommunications is an instantaneous medium of primary

essentiality to the President in receiving intelligence, communicating

with allies and about.to become enemies to enable him to avert war,

if possible; and to alert his forces and then to command them.

b. The frequency spectrum is a critically short national resource

which requires central management within the Federal Government.

c. Telecommunications are so critically important to mission

accomplishment that heads of agencies develop strong and contentious

positions which require resolution at the level of the Office of the President.

d. Continuing close coordination is required with an agency of the

Congress, i.e. , FCC. Thus a unified executive branch view is essential.

e. The pace of technology is so rapid that highest level direction

of effort is required, to assure management in the best national interest.

f. Telecommunications is an even more all pervasive functiOn

throughout Government than is research and development. Thus there is

at least as great a need for its coordination at the level of the Executive

Office of the President.

PART II  - ORGANIZATIONAL ALTERNATIVES

2.1 General Comments 

The three basic models described in the enclosure to the Bureau

of the Budget letter of June 3, 1968, give an indication of the range of
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possibilities for organizational changes in the telecommunications field.

There arc, of course, pluses and minuses as regards the advantages

offered by each and some variations of them are possible. Later in this

part a concept based on Model 1 is recommended for adoption. The

criteria used in analyzing all three Models and in proposing the concept

herein is discussed first.

Experience over the past four years and a review of many

studies over the past 20 years confirms the need for improvement in

the telecommunications management organization of the Federal

Government. The scope of telecommunications is tremendous and the

fact that it is so interwoven with the pvivate and public sectors of the

"American way of life" has ramifications requiring that the President

as the Chief Executive and Commander-in-Chief of the armed forces

face and arrange for decision-making on critical aspects of this subject.

Probably nowhere is the story of the blindmen trying to

•
identify by touch what was in fact an elephant in the jungle more

applicable than in the field of telecommunicatirins -- aviation interests

put their hand on the "telecommunications elephant," and it is an

air traffic control system; to the shipping interests it is a maritime

ship-shore radio system; to broadcasters it is radio and television

stations; to scientists it is a tool for research; to the ;.-nilitary it is
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a tactical. and strategic command and control system; to the

business community it is to manage expeditiously taxicabs,

delivery trucks, remote control cranes, etc. ; to the economist

it is a contribution to the Gross National Product ($27 billion

per year); to the legislator it is a medium for communication

with constituents; to the average citizen it is his telephone,

television set, and "Western Union type" message service; to

the hobbyist it is amateur radio. When pressed, each of these

interests can be very vocal as to why telecommunications should

serve him better or why the management of telecommunications is

"terrible" because one interest is getting additional radio frequencies

and the other thinks he is getting short-changed. Many interests

think -- often quite sincerely -- that if given the job they could

manage telecommunications better -- their colleagues would only

have to come to them to get. a "New Deal" in resolving their tele-

communications problems. Obviously, such pat solutions would have

been applied long ago if they were, or had been, realistic.

2. 2 Evaluation Criteria

Evaluation of the three Models presented in the June 3, 1968

memorandum from the Bureau of the Budget was done with these

seven factors in mind:
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a. The aspects of single versus multiple telecommunications

management, i.e., a single Administrator versus a Board.

b. The responsibility of the Director, Telecommunications

Management, i.e., policy formulation, advance planning,

leadership and coordination of agency activities, and

assignment of radio frequencies.

c. The organizational. identity of telecommunications manage-

ment, i.e., placed so as to be responsive to the President

and identified with the Presidency.

d. The interrelationships which should exist between the

telecommunications manager, the President, Executive

Branch departments and agencies, the Federal Communi-

cations Commission, the telecommunications industry

and officials at other levels of Government.

e. Support to the telecommunications manager.

f. Radio frequency management.

g. Federal-State-local relationships.

Appendices A. B and C are submitted as detailed background

in support of the evaluation criteria and rationale used in this report.

Particular attention is invited to Appendix C which is a compendium of

significant points from previous studies made over the past twenty or

more years.
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The formulation and monitoring of policy, development

of standards, observance of trends, frequency management,

determination and satisfaction of requirements, guidance of technology,

attainment of good Federal and State relationships, preparation for

and the meeting of emergency conditions depend upon the full and

free exchange of information among all cognizant officials at the

policy and technical levels. The President's telecommunications

director should be informed and current so that he can act promptly

and effectively. The telecommunications director will need access

to officials and organizations having a telecommunications interest

and capabilities. This should work in two directions. The departments

and agencies of the Executive Branch, the Federal Communications

Commission and industry should be encouraged to coordinate and

consult with the President's telecommunications director on a full

and free basis as well.

The staff of the telecommunications director should have

two characteristics. That is, a portion of the staff should be

relatively permanent in nature and a portion should be temporary in

nature. The permanent portion would provide continuity and the

temporary portion would be structured so as to permit the use of the

most competent experts in varied fields as needed.
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To meet the needs of temporary staff, the director should

be provided invitational travel and consulting funds and research

and study funds. He should also be able to call upon other agencies

for personnel to be detailed to his staff for special. and temporary

assignments. This latter capability will conserve funds while

assuring that use is made of experience, knowledge, and requirements

of the detailing agencies.

Growing pressures on the radio frequency spectrum and

the need for more effective use of this resource to meet the rapidly

expanding telecommunications demands have been the subject of

many studies. The most recent comprehensive study of this subject

is the report of the Joint Technical Advisory Committee dated 1968,

entitled, "Spectrum Engineering -:-The Key to Progress." The need for

a new order of frequency spectrum engineering and development is

becoming more and more obvious. The radio frequency spectrum ig a

finite resource that is a common denominator to all telecommunications

except those using wires, cables, wave guides, etc. The significance

of radio frequency management was recognized as far back as 1922 when

the Interdepartment Radio Advisory Committee (IRAC) was established

to coordinate Government frequency assignments. The Communications

Act of 1934 continued the President's responsibility for assignment of

frequencies to Government radio stations previously established by the

Radio Act of 1927.
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The current spectrun-.1 studies prove again the need for frequency

management at the Chief Executive level — except more resources

are needed to do the job.

More than 35 separate agencies within the Executive Branch

arc involved in the provision of more than $20 billion (1967) of

assistance to State and local government. Throughout the more than

450 programs being administered, telecommunications plays an

important role. But nowhere, other than in the Office of Tele-

communications Management, is there an overall attempt being made

to coordinate the expenditure and use of these telecommunications

funds.

The modest success enjoyed to date in this area by the DTM

and the measure of Federal respol'ise to the State and local govern-

ments' requests has been attributable primarily to the fact that the

DTM, as Special Assistant to the President for Telecommunications',

has been closely identified with the President.

2.3 Objectives of a National Telecommunications Organization

The organization -- any organization -- established to

manage telecommunications must take into account the telecommuni-

cation functions devolving upon the President which he cannot

0
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responsibly delegate to a new department or assign to an agency

within an existing department. Certain essential objectives come

to the surface when consideration in depth is given to the subject.

These are outlined as follows:

a. To provide national visibility to the Office of Tele-

communications Management to ( 1 ) stimulate

recognition of the essential role of telecommunications

in support of national goals, and (2) stress the im-

portance of enlightened and rational development of

national telecommunications policy.

b. To assure that the telecommunications organization

proposed is administratively sound and structured so as

to prevent usurpation of Presidential prerogatives,

e.g. , the organization should be responsive directly

to the needs of the President without "going through"

some other Department or Agency.

c. That the organization have the capability of being fully

responsive to Presidential requirements without corn-

plicating or unduly enlarging the Office of the President.
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d. That the organization be one readily identifiable and

associated with the President.

e. To advance an organization capable of achievement

with reasonable promptitude and with minimum dis-

ruption to the existing governmental structure and the

functions being performed thereby.

f. That the organization have the authority to and be

capable of coordinating effectively the views of the

several Federal Government Departments and Agencies;

resolve the differences in those views; and make

decisions between conflicting views and interests when

they develop.

g. To assure that adequate resources are marshalled and

applied from the focal point of telecommunications
4

management rather than function in an uncoordinated

fashion throughout the Government.

i. That the organization be sufficiently flexible to respond

readily to the dynamic and the unique characteristics of

telecommunications.
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2.4 Essential Elements of Telecommunications Or anizations

To attain the objectives, experience leaves no doubt as to

several essential elements that must go into a telecommunications

management arrangement that would assure effective discharge of the

President's responsibilities. Appendix C cites portions of several

studies in this regard. These are summarized as follows:

a. Responsibility for telecommunications policy direction

should be assigned intact to a single "Director, " rather

than split among a number of officials, and frequency

-
management should be retained with otheraspects of

telecommunications management. (Hoover Commission

and Landis Memorandum -- in Appendix C).

b. The "Director" should be appointed by the President,

by and with the advice and consent of the Senate
•
, and

delegated adequate authority to act for the President in

the discharge of the assigned functions.

c. The "Director" should be empowered, following con-

sultation with the appropriate agencies, to state tele-

communication objectives; enunciate policy; and

establish rules, regulations, criteria, standards and

procedures with respect to Executive Branch operations

and use of telecommunications.

4
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d. The "Director" should not be required to operate any

communication systems or facilities, except those

necessary to meet the requirements of his office.

(MemorAndum of June 9, 1961 conference convened by

Mr. Feldman -- See Appendix C).

e. The "Director" should be authorized to consult the agencies

with respect to their telecommunications programs and budgets,

and to advise the Bureau of the Budget on consideration

thereof. (This would be in implementation of BOB

Bulletin 68-9)

f. The "Director" should be provided with adequate

resources (personnel and funds) to discharge his

assigned.functions; he should be authorized to call upon

the Government agencies for necessary information and

assistance, including the detail of personnel, and to

establish interagency and industry advisory committees

as he may find them to be necessary.

g. The "Director" and the Chairman of the Federal

Communications Commission should be authorized to

assist and give policy advice to the Department of State

•



- 15 -

in the discharge of its functions in the field of

international telecommunications policies, positions

and negotiations.

2. 5 Existing Authority of thc Special Assistant to the President
for Telecommunications/Director of Telecommunications 
Management 

The sense of the two preceding sections is to identify tele-

communications management with the Presidency and to establish a

separate Office therefor as a recognized entity in the Executive Office

of the President. Existing. authority for the Special Assistant to the

President for Telecommunications/Director of Telecommunications

Management is derived from the following:

a. Subsections 305(a) and (d) and 606 (a), (c) and (d) of the

Communications Act of 1934, as amended, and as

delegated by the President through the Director of the

Office of Emergency Planning.

b. The Communications Satellite Act of 1962, Public

Law 87-624, 87th Congress, 1-I.R. 11040, August 31, 1962.

c. Executive Order 10312, "Providing for Emergency

Control Over Certain Government and Non-Government

Stations Engaged in Radio Communication or Radio

Transmission of Energy."
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d. Executive Order 10705, "Delegating Certain

Authority of the President Relating to Radio Stations

and Communications."

e. Executive Order 10995, "Assigning Telecommunications

Management Functions."

f. Executive Order 11051, "Providing Responsibilities of

the Office of Emergency Planning in the Executive Office

of the President."

g. Executive Order 11084, "Amending Executive Order 10995,

Relating to Telecommunications."

h. Executive Order 11191, "Providing for the Carrying Out

of Certain Provisions of the Communications Satellite Act

of 1962. 11

i. The President's Memorandum of August 21, 1963,

Subject: "Establishment of the National Communications

System."

j. Executive Order 11092, "Assigning Emergency Preparedness

Functions to the Federal Communications Commission. ,"

k. Office of Emergency Planning Order 1100. 113; of May 1964,

Subject: "Organization Manual."
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Some of the foregoing will become superseded in any

telecommunications reorganization and some will have to be

amended, but the legislation, i.e. , a and b above -- can stand fast.

2.6 A Lesson from.thc Past 

The fact that there are advocates for consolidating

Government telecommunication policy functions within an existing

department or agency is cause to stop and reflect on history. In the

early days of radio, the Department#20of Commerce handled most radio

matters in the Federal Government. -There was-some fragmentation

among other agencies as well. The situation finally came to a head

in 1932 when the Congress passed legislation (Section 401, Economy

Bill, 72d Congress) that provided guidelines to the President authorizing

him tp group, coordinate and consolidate Government agencies, to
•

reduce their number by combining those with similar functions, to

eliminate duplication and overlapping effort and to segregate regulatory

agency functions from those of an administrative or executive character.

By Executive Order 5892, the President then abolished the Radio

Division of the Department of Commerce and transferred its functions
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to the Federal Radio Commission. Two years later, the Federal

Communications Commission replaced the Federal Radio Commission

and was given complete jurisdiction over interstate telecommunications.

The legislative history of the Communications Act of 1934

establishing the Federal Communications Commission is replete with

statements of reasons as to why a separate and independent agency,

"Free of politica] influence or arbitrary control" (Senate Report 772,

69th Congress, 2d Session), should regulate radio. Accordingly, the

concept of returning the telecommunications responsibility back to a
•

Department would be going full circle. The philosophy of Government

evolving from the Constitution has not changed and the reasons for

removal of telecommunications responsibility from one of the Government

Departments back in the early 1930's apply today.

•
The Interdepartment Radio Advisory Committee (IRA C) was

established under the auspices of the Department of Commerce in

1922 to coordinate Government radio frequencies. In the ensuing

years, the IRAC Secretariat was transferred from the Department of

Commerce. For a long time it was co-located and administratively

handled by the FCC. After World War II when, for the first time,

an official was designated to handle telecommunications policy matters,



- 19 -

for the President, responsibility for the IRAC was transferred

to that office and has functioned at the Executive Office of the

President level ever since. The principal changes as regard

IRAC were to have it report to the President's telecommunications

manager for direction and to make its role advisory to him. The

DTM has final authority on radio frequency assignments to Government

departments and agencies, thus eliminating temptations for mutual

self-serving interests among the members of the Committee. He has

full authority to accept or reject the recommendations of the IRAC or

disband it completely.

2. 7 Analysis of Models

The telecommunications management problems of the

United States require substantially more high level attention,

emphasis, and resources than they have received in the past.

Primarily, deficiencies have been felt by Congress, industry and

past study groups to be clue to lack of policy formulation, lack of

sufficient coordination of and influence on the telecommunications plans,

policies, and actions of the various Governmental departments and

agencies. These deficiencies can be removed without a disruptive
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reorganization such as that proposed by Models Z and 3. Telecommuni-

cations is of such vital importance to mission accomplishment in

many Government departments and agencies -- DOD and FAA to

name but two -- that massive reorganization and centralization

should be recommended, if at all, only after the most exhaustive

and intensive in-depth studies. These studies have not been made
1/

as yet. Changes and improvements in the NCS organization and

performance must necessarily be evolutionary. This evolution is

taking place, albeit somewhat slower than this office considers

possible and has recommended in the past.

Examination of the three models proposed leads to the

conclusion that only Model 1 comes close to being responsive to the

needs of the President for a telecommunication activity responsible

and responsive directly to him. Proposed later in this Part is a

concept for an organization based on this Model that can be accomplished

in the immediate future and is most likely to be effective in correcting

1/ •
In response to Presidential (Special Assistant to the President for
Telecommunications ) guidance to DOD (Long Range Plans) such a
study is now being made by the NCS Manager and the Executive Agent.
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management deficiencies than would be Models 2 or 3 in their

present conceptual formats. It would enhance capabilities for

accelerating improvements in the NCS. The Departments and

Agencies of the Government will, we believe, be more amenable to

this concept even though some of them have their own objectives for

taking over the functions and responsibilities of the SAPT/DTM.

As a matter of fact, it has been detected that a free flow of information

and consultation has not always been forthcoming from them. This

has mitigated against the high degree of cooperation important to

achieve results and is reason to proceed with a model that is doable

in the early future.

Model 1 

This model offers two management proposals, namely,

(a) the establishment of a "single administrator;" or (b) a "policy

board. " The former is an acceptable approach, but the latter is

impractical. The establishment of a separate office within the

Executive Office of the President, with responsibility for tele-

communications management within the Executive Branch, would

be a major improvement over the present arrangement. This could be

effected by a simple reorganization plan and is most likely of early

attainment.
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A possible implication of Model 1 is the establishment

of a separate agency within the Executive 'Branch and not responsive

directly to the President who must retain the ultimate responsibility

and authority. Experience has shown clearly that identification with

the President is imperative to the meeting of telecommunications

requirements within the Executive Branch. This need was recognized
1/

in a previous Bureau of the Budget study, in the Seidman and
2/

Moore Study, and by the then Telecommunications Advisor to
3/

the President.

- .
A single Administrator (Director) instead of a Policy Board

is recommended for the reasons that an individual can be more

efficient and act faster than a board. This view is corroborated by

the Hoover Commission, the pertinent portion of which is quoted in

Appendix C. •

1/
BOB Staff Report, "Organization for Telecommunications
Management," July 20, 1961.

2

Seidman & Moore Study, "Allocation of Radio Frequencies to
Government agencies - Final Report, Project 46-40," June 21, 1946.

3/
TAP Letter to the President of May 21, 1953.

Pertinent extracts from these three references are quoted in full in
Appendix C.
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Model 2

Model 2 presents a concept that would have the net effect

of downgrading the level of telecommunications management just

at a time when high level policy guidance is needed more than ever

before. Telecommunications is so intertwined with and sensitive

to the primary missions of most Government DepartMonts and

Agencies that relegation of policy guidance on this subject to a

component within an existing agency would invite further fragmen-

tation rather than centralization. In this regard, telecommunications

is different from such other functions as .the Weather Bureau, Food

and Drug Administration, Bureau of Standards, etc. in that the latter

provide essentially an advisory type of service, whereas tele-

communications is essentially operational. A component of an

existing Department or Agency would be in a very awkward position

if it a'Aempted to interject its views and policies on matters

affecting the manner and success with which another Department

executed its mission.

C ertain of the rationale and discussions under Model 3

would also pertain to Model 2, particularly as regards the NCS

of which the Department of Defense provides 80% of the capability.
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The idea of Model 2 and Model 3 has come up in the past.

Appendix C quotes comments and conclusions from past studies

that would pertain e.g. (a) "regulation of one department by

another has been quite unsuccessful' and (b) "telecommunications

management is Presidential in character"
2
. These observations

are considered still to be valid.

Thus, in the over-all consideration of telecommunication

policy and resource allocation (e.g. frequencies), there needs to

be an office which understands well) through training and exper-

ience, the needs of our national security and of our industry and

of the other Government departments, and which is capable of

knowledgeable overview and objectivity in the resolution of conflicting

requirements.

Not to be overlooked is the national security aspect of tele-

communications. During times of international tension and in war,

telecommunications is essential to the President in receiving

intelligence, communicating with Allies, and about-to-become

enemies. Telecommunications management must be adaptable in

peacetime for quick transition to wartime conditions. An agency

(1)

(2)

Seidman & Moore Final Report BOB Project 46-40,

BOB Staff Report -'Organization for Telecommunications
Management," July 20, 1961.
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within an existing Department would be hard pressed to keep

up with actions of the National Command Authorities and most

certainly would be in an unrealistic position to be responsive

to them.

In time of emergency or war, the telecommunications

system of the Nation is a national military asset and normal

peacetime procedures, rules, and regulations affecting tele-

communications must be so controlled by the President as to

focus them primarily on the safety, security, diplomatic and

military missions of the Nation for which the President is uniquely

responsible. In time of emergency or war, our national telecommunica-

tions system over-all is the facility most vital to our survivability as a

Nation for which the President has the single, undivided responsibility

under the Constitution. There is the need in this period of

•
world instability, hazard, and nuclear weaponry that we be able

to affect the world's peace-keeping machinery and if these efforts

fail, to effect instant transition from peace to war in our telecom-

munications system.
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Acceptance of the the that certain telecommunication

functions are Presidential in nature and cannot be delegated

below the Office of the Presidency, leads to the conclusions

that Model 2 is unsatisfactory, because:

• a. telecommunications management would be less

responsive to the President than are present

arrangements;

b. telecommunications management would be further

removed from identification with the President and

downgraded, making it ill-equipped to discharge

the President's responsibilities;

c. telecommunications management would be in the

untenable position of having to judge between satisfaction

of its own requirements as opposed to satisfaction of

other agency requirements when conflicts arise between

demand priorities;

d. telecommunications management effort would be divided

between policy and coordination and operation of systems,

and would be in competition with those it manages;
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e. the size of such an organization would continue to

grow and would have a tendency toward wasteful

duplication of functions of existing departments;

f. this arrangement would require legislation for its

establishment and would be unlikely of early attainment.

The Bureau of the Budget Staff Report, "Organization for

Telecommunications Management," July 20, 1961 cited above was

most enlightening with respect to a Model 2 arrangement. Relevant.

extracts are quoted in Appendix C and the soundness of those

observations has been confirmed by the experience of the present

Director of Telecommunications Management.

•
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2. 8 Proposed National Telecommunications Organization

The need for prompt improvement in telecommunications

management in the Federal Government is now clearly recognized.

A series of studies going back to 1946, prior recommendations of

this office, and current experience all support the need. The

urgency of the need is emphasized by the fact that the President

appointed a special Task Force in August 1967 to conduct a review

of U. S. national telecommunications Policy and at the same time

directed the Bureau of the Budget to submit recommendations on

organization of telecommunications vithin the .Government.

A few simple criteria are particularly pertinent for your

consideration. The organization should be: (a) capable of early

implementation, (b) accomplished in a manner that minimizes

diseruption to the Government Departments and Agencies, (c) cconom-
4

ical in terms of manpower and funds, consistent with effectiveness,

and (d) invested with sufficient authority and resources to accomplish

its tasks. Of reat im•ortance • the or anization ado•ted should be

consistent with the organization to be activated under conditions of
•

national emergency and convertible instantaneously from peace to

war conditions.



- 29 -

The National Telecommunications Organization shown in

Figure 1 meets the criteria stated above, the objectives set forth

in Section 2. 3, and it contains the essential elements listed in

Section 2.4. Possible long delays could be obviated by using the

Presidential authority to reorganize.

Establishment of the proposed National Telecommunications

Organization will impose little change on the Executive Office of

the President and no change in the organizational structure of the

White House. The Special Assistant to the President for Telecom-

munications and the Director of TelecomMuniCations Management

would be one individual as is the case now. The Director of

Telecommunications Management would continue to function in

the Executive Office of the President with a reduced complement

of personnel. Significant organizational changes are that the

Director and the small Office of Telecommunications Management

would no longer be a part of the Office of Emergency Planning but

a separate entity identified on its own as a part of the Presidency

with a supporting agency organization to be created outside of the,

Executive Office of the President to meet needs for analysis

engineering, science, economics, legal, and social applications

studies.
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To accomplish the needs discussed in this report, some

additional authority vill be required for the reconstituted Special

Assistant to the President for Telecommunicaiions/Director of

Telecommunications Management to call on the resources of the

Government Departments and Agencies for assistance. This

added authority, plus the prestige of identity with the Presidency,

will make it guile possible to use these resources without trans-

ferring them out of the Departments and Agencies where they are

now located. Sufficient experience in obtaining assistance by

this means has already been gained
' 

and it is considered feasible

to proceed further along this line. When necessary, it is recog-

ni•zed that .funding may have to be provided by the DTM, particularly

if a substantial amount of assistance is requested. With this

authority it is anticipated that resources, such as the Department

of Commerce Institute of Telecommunication Sciences (ITS),

DOD's Electromagnetic Compatibility Center (ECAC), and NASA's

BELLCOMM would become more readily available and more closely

linked as to programs and projects in support of an overall Tele-

communications program.

Resources used in the past four years include Lincoln
Laboratories, Rand Corp, IDA, DOD, ECAC, NASA, and
Department of Commerce capabilities in the Bureau of
Standards and the Institute of Telecommunication Sciences.
Use of these resources has been impeded and growth .made
difficult by lack of funding and the difficulty of marshalling
authority.
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Five actions of an organizational nature are recommended

that would augment the resources of the Special Assistant to the

President for Telecommunications, namely:

1. Establish a high level National Telecommunications

Policy Council. The Council should most properly be

chaired by the Vice President, with membership from

the Government Departments and Agencies, the Chair-

man of the Federal Communications Commission, and the

Special Assistant to the President for Telecommunications

(Vice-Chairman). This Council would have as many panels

as may prove necessary, but at least two--one to provide

a forum and to obtain advice from the leaders of industry,

and one to perform similar functions by leaders of science,

engineering and technology. The Council, with at least

these two panels, would overcome critical needs not met

under present arrangements, i.e., introduce policy

guidance into telecommunications management derived

from the thoughts of the top political, industrial, and

engineering talent of the United States--something that

had been sought and obtained heretofore by this office by
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repeated consultation. While such consultation informs,

it does not achieve visibility and consensus to the needed

degree.

Specifically, it is envisaged that the Council would

perform as follows:

(a) Identify and state national goals and objectives

which telecommunications can assist in

achieving.

(b) To recommend guidelines for establishing

national telecommunications policy.

(c) Provide for exchange of information between

government and industry, science and

education.

Secretariat for the Council would be provided by

the Special Assistant to the President for Telecommuni-

cations.

2. Establish a Joint Advisory Committee for National 

Telecommunications. This Committee would be made up'

of senior communication officials and.their research and
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development counterparts from among the Government

Departments and Agencies, including the Federal

Communications Commission. This Committee would

bring into its purview the several ingredients that go

into making telecommunications responsive to the

national policies of the United States Government, e.g. ,

telecommunications engineering, economics, legal

aspects, sociological aspects, electromagnetic compati-

bility, and research and d'evelopment, It would provide:

(a) A forum for achieving coordinated scientific

and technological support.

(13) Advice, assistance and a means for coordinating

executive/legislative/technical communications

(c

support in meeting national objectives.

Advice and assistance, and obtain cooperation in

programs designed to achieve maximum results

from developing technological advances and existing

resources.
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(d) Program guidance to and obtain advice from

available Government telecommunications

resources (ITS, BELLCOM, Lincoln Laboratories,

MITRE, RAND, ECAC, IDA, etc.) and the•

National Telecommunications Institute.

(e) Advice on NCS matters as appropriate.

3. Establish a Federal Telecommunications Agency.This

would be a field agency, outside of the Executive Office

of the President, to support all the functions of the

SAPT/DTM. The use of an agency would avoid enlarging

the personnel count and budget of the Executive Office

of the President. The immediate staff of the SAPT/DTM

would be a small number of high level professional and

policy personnel. The Federal Telecommunications

Agency would consist of personnel qualified in the fields '

of engineering, economics, legal, social sciences, and

accounting. The IRAC Secretariat would be transferred

from the Executive Office of the President to the Agency.

and form its initial nucleus along with some of the present

OTM personnel. Obviously, the Federal Telecommunica-

tions Agency would grow, but it would require nowhere
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near the number of personnel as would the organizations

under Models 2 and 3.

The Federal Telecommunications Agency would function

under its own budget and not that of the Executive Office of

the President. When augmented it will:

(a) Program support for the SAPT/DTM and

the Joint Advisory Committee for National

Telecommunications.

(b) Provide guidance to the National Telecom-

(c

munications Institute and analyze the output

therefrom.

Provide in-house analyses, studies, reports,

recommendations, contractural services and

provisions of selected committee off4cers and

secretariats.

The Special Assistant to the President for Telecom-

munications/Director of Telecommunications Management

would be supported by an extensive "Advisory Structure"-

as indicated in Figure 1. These are mostly existing "part time



- 36 -

Committees that would not require full time support

personnel. Some are already in existence and in use.

4. Establish a National Telecommunications  Institute. In

order to make this resource available quickly, it would

be established initially as a Government sponsored not-

for-profit enterprise. It would be under contract to the

Director of Telecommunications Management in his

position as Head of the National Telecommunications

Agency and at some future date could, if found desirable,

be converted into a Government owned facility manned

with civil service personnel. The Institute would be

located in close proximity to Washington to assure quick

reaction to requirements and access to Departments and

Agencies. The Institute would function with policy guidance

provided by the Director of Telecommunications Management

derived from the National Telecommunications Policy

Council and the Joint Advisory Committee for National

Telecommunications. It could be started on a modest

basis at an early date and expanded as experience and
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workloads dictate. This Institute would satisfy the need

for substantial and objective technical capability within

the Executive Branch required to provide the basis for

advice to the FCC, State Department, other Federal

Agencies, State and local governments. It would also

provide the technical capability required to improve the

process in other telecommunications functions, such as

frequency management, development of standards, and

criteria for evaluation of industrial proposals.

Support to the Institute could be provided by a selected

university with which a suitable contract would be negotiated.,

as a separate but related activity. For the past several

years, the SAPT/DTM has advanced the concept of using

university capabilities to study and recommend solution in

technical and interdisciplinary matters, to educate

managers -- particularly in interdisciplinary fields --

and to provide a noninvolved seminar atmosphere for

exchange of information and advice among those involvea
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in telecommunications. The Institute will provide the

ideal facility to interrelate with the University.

It has been our endeavor during the past year to

obtain Foundation and Industry support of such a Univer-

sity concept rather than to depend on Government funding.

Industry and Foundations have evinced interest but as yet

the concept and the support have not been finalized.

5. University Based Training Programs. There is need for

a program to assure that there is a steady flow of talent

into the field of telecommunications. University programs

to date have not produced the calibre of trained engineers,

economists, lawyers needed to cope with formulation and

implementation of telecommunication policy. This program

would encourage Universities to train students to become

future "decision makers" in telecommunication matters.

Grants for graduate study would be one means of accom-

plishing this. Encouraging one or more universities to

establish centers for telecommunications study integrated

within the academic structure of the University would be

another.
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