
THE WHITE HOUSE

WASH I NGTON

July 23, 1969

MEMORANDUM FOR

Dr. Lee A. DuBridge
Mr. Robert Mayo
General George Lincoln
General James O'Connell
Dr. Paul McCracken
Dr. Henry A. Kissinger

Attached is a draft memorandum for the President
regarding organization in the Executive Branch for
Telecommunications Policy and Management. Can we have
your comments by Wednesday, July 30th.

lt is important to reach a. decision on this matter as soon
as possible in view of the need to recruit a new Director of
TelecommunicationE Management .

Attachment

Clay T. Whitehead

Staff Assistant



THE WHITE HOUSE

WASHINGTON

July 1969

MEMORANDUM FOR THE PRESIDENT

There are a number of important problems with respect to Federal
telecommunications policies that suggest reorganization or at least
revision of our policy machinery:

1. The communications industry is heavily regulated by the
FCC and is heavily affected by the communications activities of Federal
agencies. However, neither the FCC nor the executive branch have a
significant capability for systematic analysis of telecommunications
policies and opportunities, their impact, their effectiveness, or their
costs. The cooperation between the FCC and various parts of the
executive branch appears to consist largely of gentlemen's compromises
among competing interests and fihilosophies. The increasingly rapid
rate of technological change and introduction of new services makes
policy-by-precedent increasingly less relevant, more restrictive,
or counterproductive.

2. The so-called National Communications System remains a
loose confederation af agency systems. In spite of the highly desirable
interconnection capabilities that have been developed over the last
few years, there has not been adequate specification of emergency
capabilities, hardness, and priority override features necessary to
permit informed decisions about the adequacy, performance, and cost
of the system. No one seems to know whether a "unified" NCS is
desirable, what it means, would cost, or would accomplish.

3. The extremely rapid rate at which communications are
growing in the United States has brought about increasing conflicts
over the use of various parts of the frequency spectrum and the
beginnings of a spectrum shortage crisis.

Federal organization weaknesses:

Since World War II, there have been a number of studies of Federal
communications organization and a number of reorganizations and
shifts of responsibilities•within the executive branch. None has
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proved particularly satisfactory, and, indeed, there does not seem

to be any neat solution to this problem. The lack of a good solution

apparently is due in part to the quasi-independence of the FCC from
the executive branch and in part to the conflicting requirements of

Executive Office telecommunications coordination and individual

agency mission responsibilities.

The study of the Federal Government communications organization

completed in December 1968 by the Bureau of the Budget provides a

good statement of the shortcomings of our current organization.

The Bureau of the Budget reported a need for:

(1) a strengthened organization for policy planning,

formulation and direction of Federal communications

activities.

(2) a reorganized and strengthened National Communications

System (NCS) within the Department of Defense.

(3) an improved procurement and technical assistance

effort in communications on behalf of those Federal

agencies which do not now have adequate resources in this

field.

(4) unified frequency spectrum management process.

(5) a coordinated technical assistance program for State

and local government in this area.

The recently released GAO report focused on the government's

communications and particularly the progress toward establishment

of unified National Communications System directed by the President

in 1963. The GAO also found a need for stronger coordin;tion of

government telecommunications planning, and recommended a single

entity responsible for both planning and operation of the Government's

telecommunications activities. GAO also recommended clarification

of what the unified NCS is intended to be.

Current organization for communications .policymaking:

The Director of Telecommunications Management (DTM) in the

Office of Emergency Preparedness is now charged by Executive
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Order and Presidential memorandum with the responsibility for
coordinating telecommunications activities in the executive branch.
The DTM also is designated Special Assistant to the President for
Telecommunications. However, the history of the organization
reveals that attempts by the DTM to exercise leadership in coin.-

.munications policy have been largely ineffectual. This situation
results from a number of factors such as organizational location,

inadequate staff, and fragmentation of policy authority among half

a dozen agencies with no one having overall responsibility. In view
of its claimed responsibilities, the credibility of the DTM is questioned
by agencies with operating responsibilities.

There is now no office in the executive branch with the responsibility
or the capability to review national telecommunications policies as
expressed in legislation and in FCC policies. The antitrust division
of Justice has occasionally filed briefs on competitive aspects of
decisions before the FCC, but these derive largely from antitrust
considerations rather than from systematic analysis of communica-
tions issues. The Council of Economic Advisers has shown almost
no capability or interest in telecommunications, and OST is certainly
not equipped for addressing the fundamental economic and institutional
problems of the industry and its regulation by the FCC. The
Administration is therefore largely unable to exert leadership or take
initiatives in spite of vulnerability to criticism for FCC policies and
national communications problems.

Executive branch responsibilities:

There are six major functions that are the responsibility of the
executive branch in the telecommunications area:

1. Assignment of frequencies for Government communications.

Z. Research and development.

3. Analysis of technological and economic alternatives and
formulation of recommendations for national policy
with respect to telecommunications.

4. Definition and assurance of emergency communications
capabilities.
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5. Policy planning responsibilities for Government
communications activities.

6. Procurement of Government communications services
and operation of Government communications facilities.

Some of these functions are now being performed by the DTM or
various departments. The problem we now •face is which of these
functions should be assigned to what agenv and how they should be
interconnected.

Agency views:

The Budget Bureau study of Federal communications organization
made a number of major recommendations (see attached summary)
and was recently distributed to the concerned departments. Agency
views on the Budget Bureau recommendations have been received
(summary attached). These views share a common theme that
(1) stron.g.er coordination from the top is required in establishing
Government policy for its own telecommunications requirements
and that (2) the Federal Government should take a stronger role in
the evolution of national telecommunications to deal with the
increasingly rapid rate of technological change and industry growth.
There is also agreement that a much stronger analytic capability
within the executive branch is needed to achieve these goals.

There is, however, no consensus among the agencies about the
extent to which the Bureau's specific organizational suggestions
will actually advance the above objectives. The history of this
area suggests strongly that it will be unprofitable to seek further
agreement among the agencies. There is no solution that will
represent a desirable compromise to all concerned, and no solution
appears sufficiently strong on its merits that it looms out as the
obvious choice.

Alternatives:

A number of organizational arrangements have been suggested in the
Congress or the press. These include establishment of a Department
of Communications transfer of all DTM functions to an existing
Cabinet department, and significant expansion within the Executive
Office of the President by creation of a new Office.
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Determination of emergency communications requirements clearly

must remain in (SEP. However, major involvement by the executive
branch in nongovernmental communications policy matters could

be centered in one of the Cabinet departments or in the Executive

Offices.

There appear to be three feasible alternatives:

(1) Maintain essentially the status quo, but clarify and

strengthen the conflicting Executive Orders through which the DTM

derives his authority.

(2) Alter 'lightly the status quo by strengthening the DTM

and including in addition a capability for analysis of non-Government

policy issues that would enable the Administration to play an expanded
role in that area. This alternative could lead toward considerable

pressure for a separate independent office in the Executive Office in

a few years.

(3) Create a new organizational unit in the Department of

Commerce that would perform the needed analysis of major national

communications issues; take an increasingly active role in advocating

policy to the FCC and (through the President) to Congress; gnd

eventually be responsible for unified management of spectrum resources
for both Government and non-Government users. This alternative

would require shifting of spectrum management responsibilities from

the DTM, leaving only emergency communications requirements in OEP.

The first alternative would leave the Administration largely incapable

of dealing with national communications policy problems. It also

would do little to encourage straightening out of the acknowledged

problems in the Government's own communications.

The third alternative is probably the best long-run solution. However,

the Department of Defense has long taken the position that,for national

security reasons, spectrum management responsibility for Government
uses should remain in the Executive Office. There also would be

opposition from the Congress and the FCC to moving non-Government
spectrum management to the Executive Branch at this time since there

is no demonstrated capability.
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It is probable that the second alternative would permit almost as
much to be accorXplished over the next two or three years as would
the third option, since such a significant upgrading of capabilities
is required. Furthermore, it would avoid the political opposition
that could be expected to the more sweeping proposal.

We therefore recommend the approach of the second alternative
above. This is outlined in more detail in the attached recommendation.

Peter M. Flanigan

Assistant to the President

Attach`ments



Attachment 1.

BOB recommendr.ons concerning Federal communications organization

The Bureau of the Budget report recommended that:

1. The Federal. Goverrimc,nt should establish a new and
strengthened central policy and long-range planning organization
for communications in an existing executive branch agency -.- either
Commerce or Transportation.

2. The NCS staff should undertake implementing studies (a) to
transfer the Federal. Telecommunications System from the General
Services Administration to the Department of Defense for merger with
the military administrative communications systems to provide service
for all Federal agencies and (b) to appropriately locate and combine the
roles and functions of the Executive Agent and the Manager of the NCS
within the Officd of the Secreta.ry.of Defense to provide unified guidance
to the NCS from within the Defense Department. An effective mechanism
should be provided whereby the member agencies of the NCS can advise
and be consulted by the Manager, NCS.

• 3. The National Communications System staff within the
Department of Defense .should provide •a central source of procurement-..related assistance for use by executive agencies.

4. The management of the Government's portion of the frequency
spectrum should be a function of the new communications policy

'organization. If a sinE,1.e tharfa.ger is provided for the entire spectrum,
the.total funetion should be placed in the new organization. The new
organization should have a limited in-house research capability to
support its frequency spectrum management and general policy
development responsibilities.

5. The newcommunications pol.icy organization should coordinate
action on requests to Federal agencies froth S.tate• and local govern-
ments for technical. assistance in telecommunication and should provide
such assistance to Federal agencies who lack in-house capability.


